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The ERG Theory of Motivation

In 1972, a new theory of psychological human needs emerged based on Abraham Maslow’s “Hierarchy of Needs”. ‘Maslow’ addressed a hierarchical pattern of human psychological needs being satisfied before the next level can be achieved in five categories. Those categories are first physiological, followed by security, social, and esteem, before achieving self-actualization. For example it would be difficult for a person to feel a social calm and confidence, if that same person did not feel secure in his or her surroundings. It would be difficult to achieve success in higher education, if the person was not properly housed and fed. Essentially the most basic needs must be fulfilled before graduating to the next level.

Psychologist Clayton P. Alderfer’s revision was called the “Existence, Relatedness, and Growth Theory”, or ERG for short. Although very closely related to Maslow’s Hierarchy, the ERG Theory identified three categories of human needs that influence behavior; existence, relatedness, and growth. It is also non-hierarchical and can be pursued simultaneously. Existence relates to the physiological and safety needs (basic existence factors). Relatedness deals with the social and external esteem needs (interpersonal relationships), with Growth the self-actualization and internal esteem needs (personal development). The ERG Theory accounts for a wider range of behavior based on motivation. 

With the ERG Theory, leaders and managers need to recognize the ‘follower’ has multiple needs to be satisfied simultaneously to become motivated. 

· The follower has to feel safe and secure in his or her surroundings, and to know whatever is asked of them will not jeopardize their existence

· The follower has to feel his or her presence is essential and appreciated

· The follower has to realize a sense of accomplishment and personal growth

If any of the three needs remain unfulfilled, the follower may regress to a lower level of performance so all three needs can more easily be satisfied. This is known as the ‘frustration-regression’ principle. Without considering all three levels for motivational performance, the attempt at motivation may turn into de-motivation and lessened performance. To properly motivate a follower:

· Make the follower feel comfortable and secure in his or her status and surroundings

· Make the follower feel his or her presence/performance is essential and greatly appreciated

· Make the follower feel his or her effort will be an accomplishment that can promote personal growth

FORTY SECOND BOYD

Lessons from the Fighter Pilot Who Changed the Art of War- Col. John R. Boyd, USAF

The usual military way of thinking is to focus on technology, platforms and weaponry first, ideas second, with the people largely interchangeable and ultimately expendable third. This way of thinking may be the seed of many a defeat. Wars are won with people first, followed by ideas and things last.

ALCYONEUS NOW



Doing Your Part for Homeland Security Through General Aviation

Following the aerial terrorist attacks of September 11, 2001, general aviation nation-wide was effectively grounded, until a thorough security investigations featuring the Department of Defense, Department of Transportation, the FBI. FAA, and National Security Council were completed. After this unprecedented security review, general aviation operations were incrementally restored. In October 2003, TSA Administrator, James M. Loy testified at a congressional hearing that, ‘in the emotional wake of the attacks of September 11, 2001, the threat from general aviation may have been over-stated.’  Beginning in early 2002 General Aviation through guidance from the Aircraft Owners and Pilot’s Association (AOPA), the FAA, and the Aviation Security Advisory Committee (ASAC), developed several voluntary security guidelines for use by the over 700,000 pilots and airport workers at 5,000 general aviation airports across the nation.

In recent months there has been advisories from the ‘Terrorist Threat Integration Center’ featuring information and analysis that Al-Qaida operatives have been focusing on plans for the use of small aircraft laden with explosives for aerial suicide attacks within the United States. Small light general aviation aircraft loaded with explosives would have the equivalent destructive capability of a medium-sized truck bomb.

The Department of Homeland Security states this continuing threat to general aviation is based on the following presumptions:

· General aviation aircraft are more readily available, with less stringent protective measures

· The use of small, light aircraft requires far less skill and training to fly than larger commercial aircraft

· Chartering or renting aircraft at some FBOs may be as easy as establishing a line of credit and providing a pilot’s license

· Security arrangements at small airports is not as stringent as those at an airport featuring commercial airlines

During our normal activities, we as Civil Air Patrol members can contribute greatly to homeland security by participating in the ‘Airport Watch’ program established by the AOPA. While in and out of our airport bases of operations and those airports we visit during missions and proficiency flights, we can remain vigilant to spot or prevent trouble before it happens. Follow these guidelines (adapted from the AOPA’s ‘Airport Watch’ Brochure):

· Always carry your government issued identification and CAP membership card. In some cases you are the stranger at the airport you have just landed at during a mission or proficiency flight.

· Remain cooperative with all security personnel. Help them do their job by not interfering and thank them for a job well done, when they are doing it well.

· Provide the FBO where the CAP Aircraft is based with photos and signatures of the pilots authorized to use the aircraft.

· Establish a checkout system with the base FBO so that airport staff can determine if the aircraft is on an authorized departure.

· Establish a security presence at your based FBO and local airport. Visit airport staff on a regular basis while in proper CAP uniform. Get to know them, so they can get to know you. A uniform presence around an airport or FBO is in itself a deterrent.

· Participate in (or organize) local airport and FBO meetings to discuss security issues. Get to know the people in your aviation community, and them to know you. Associate the people with planes, and know when an unknown face is hanging around somewhere they should not.

· Get into a habit of introducing yourself to strangers at your home airport, in particular new flight students, transient pilots, and visitors. This will have a two-fold effect; you may be able to answer some questions that you have in the back of your mind about the person(s), and it may help give your home airport a reputation of being friendly.

· Remain prepared to report anything unusual. Bring a cell phone (with fully charged battery), along with a pen/pencil and a small pad of paper to write down tail numbers or physical descriptions. You might even consider having a small and inexpensive disposable camera available to photograph suspicious activity.

· Spread the word that we all need to take General Aviation and airport security very seriously and we should be prepared for a long-term effort. 

· Prepare to call the National Response Center (1-866-427-32873) or (1-866-GA-SECURE), or (9-1-1) in an emergency.

The last thing to keep in mind is not all activity at an airport that is strange or suspicious to you will be a terrorist activity. Use common sense.

CARRYING THE FIRE




How to Hold on to Your Customers

Customer retention in a service organization is paramount for success. Just like the service cousins who provide a ‘service-for-pay’, volunteer service groups need to focus on customer retention. It is not that the work we do for our customers provides a healthy financial bottom line, but the work we do does provide a certain psychological return on investment (ROI) that makes emergency responders continue to do what they do, “so others may live”. So, why do we care about customer retention, when the whole world knows we provide a good service to meet the customer’s needs and the price is right. The truth of the matter is that an unhappy customer will readily drop your service if the service you provide does not readily and easily fill their needs, even if you feel you provide the service better than anyone else. How many times have we repeated the comment that our volunteer organization “is the best kept secret around’. The reason that we may be such a ‘best kept secret’ is because we have a poor marketing campaign, we are difficult to work with, or a combination of both. Statistics have shown when a customer is happy, he/she will tell four people about you and your service. When the customer is disgruntled enough to become an ex-customer, he/she will tell twenty people why your services is poor. That is a five to one edge in favor of bad advertisement. So, the real bottom line is that we have to retain the customers we have and provide them a quality service they will tell others about.

Committing to a customer retention campaign is hard work, because it affects every aspect of a volunteer organization. It will involve these key steps:

· Step One: Focus on your customer’s needs


Train certain people who will deal with your customers on a routine one-on-one basis. That grumpy old pilot, who hangs around the office for the free coffee, may not be your best sales person for the job. Find a customer-facing ‘go-getter’ that can represent the best of what you can offer.

· Step Two: Treat all customers with respect


Even though you do not think the customer is going to use your service as often as you would like, it is not as if we are turning missions away because we are ‘over-booked’. Also, you never know the span of influence that customer may have. That small county sheriff or Emergency Services Director who has worked with you once in the past five years, will likely be going to a public services convention soon. You can either be praised or buried as he/she talks to their counterparts from other counties.

· Step Three: Identify key needs 


What do your customers want, need, and value? The best way to find out is to ask them, and then listen closely to their answers. All too often our approach is to send a flyer (the paper kind, not a pilot) to the potential customer stating who we are, what we can do, and how they can get a hold of us. We assume they need everything we can offer, but I can assure you that whatever we had down on paper will not give them the total picture of what you can do to fill their needs. Starting a dialogue with a customer will strengthen the relationship and lead to long-term loyalty.

· Step Four: Determine the performance goals


Once you have started your personal dialogue with the customer, determine how what you can offer can fill their needs. It may be a matter of a placing a round peg in a square hole. Remember we have an operational triad of air operations, ground operations, and communications. Just because your client may not have a need for aerial videography or digital camera work, it does not mean they will not need ground operations and communications support sometime. Think total mission support and adapt your product to the performance needs of your customer.

· Step Five: Develop programs to improve your performance


The most difficult part of retaining customers is meeting their changing needs and the associated performance goals that have been identified. Improving a service to meet customer demands can never be a false promise or band-aid fix. If your service needs to improve (response time, deliverable product, etc), then it should be done quickly, with proper training programs to ensure consistent and proper execution of the improvements. If you include your customers in the improvement effort (“How do you think we can improve on what we have done for you in the past couple of missions?”), you will increase their likelihood for continued service.

· Step Six: Monitor customer behavior


Negative customer behavior, such as decreased use or complaints about deliverables is a sign the customer is seeking the same service elsewhere. If you can catch these early, you have time to fix it and improve your customer relationship. If you sense a negative customer behavior, go back to Steps One and Five to solidify the relationship. Conversely, positive customer behavior should be looked at as a means of increased opportunity. Increased opportunity is not just an increase in current missions, but an opportunity to expand to varying types of missions. The customer may need your contact to research, recognize, and develop mission needs they never thought of. This builds customer loyalty as well as ignoring the negative behavior will destroy it.

· Step Seven: Make life easier for your customers


Provide a service that goes above and beyond. If you have a field operation going in any aspect of the triad, also provide a liaison to the requestor’s office for automatic information updates. Do not require the customer to have to seek out the information they need from you. Do the little extra other service providers would not think of doing.

· Step Eight: Provide a certain satisfaction for being a customer


In whatever you provide as a service, add on a sense of personal satisfaction for the customer. Annually give your customers an award for their participation in the ‘Civil Air Patrol’s Emergency Response Team’, or something of that nature they may want to hang on their office wall. Recognition as being ‘part’ of a quality emergency response team and a recipient of quality service at a fair price will keep any customer happy.

Providing a quality service will lead to positive ‘word-of-mouth’ recommendations that will likely promote a very special kind of marketing plan to others. The above steps may put you on the right track with your customers and garner even more customers.

THE ACE FACTOR




Crew Resource Management Meets Situational Awareness

Much has been discussed about situational awareness for individuals. A crew or team can have a situationally aware leader, and an abundance of situationally aware crew/team members, but that is not an assurance of a situationally aware crew or team. Is there a crew situational awareness? Should there be a crew situational awareness? In 1994 the National Transportation Safety Bureau (NTSB) conducted a study of 37 aircraft accidents. The study revealed that in 31 of those accidents, one or more crewmembers failed to acknowledge or report the misjudgments, errors, failures, or lack of situational awareness in the rest of their crew. The consensus from that study indicated there must be some sort of crew situational awareness through good crew resource management (CRM). It appears a lack of crew situational awareness with a crew of situationally aware individuals ties in well with some of the same human factors that cause missions to fail:

· Poor communications

· Inability to organize

· Selfishness

· Fear of followers

· Poor crew coordination

· Too much/too little confidence

· Fear of failure

· Excess motivation to succeed

· Passenger syndrome

· Emphasis on authority

· Halo effect

· Excessive professional courtesies

For aircrews, there is a new concept for crew situational awareness training and management. A good CRM leader is to use the ‘Plane-Path-People’ management system. Focused attention is rotated between the plane, the mission, and the crew. It is further rotated between what is going on now, and what is likely to happen in the immediate future. Attention is first given to the current situation relating to the over-all mission and the immediate details. That prevents a crew from ‘getting behind’ the ‘power curve’ of the situation. To put the crew ahead of the situation, good CRM involves projecting into the future to understand what will happen to the plane, the mission, and the crew if the current situation is to continue. It also involves ‘what-if’ scenarios. What happens ‘if’ this part of the current situation changes, what do we do?  Based on a rotating thought process, a good leader will follow this sequence for good crew situational awareness:

Monitor the situation now:

With regard to the situation now, how are you monitoring the plane, the flight path (or mission sortie), and the crew?

Anticipate the situation in the future:

With regard to the future, what can you anticipate with the plane, the flight path (or mission sortie), and the crew if these conditions persist?

Consider the options if the situation changes in the future:

With regard to the future, what options should you consider for the plane, the flight path (or mission sortie), and the crew if certain conditions change?

Evaluate your situation now and how you would adapt to those options if the situation changes:

With regard to the situation now, how are you evaluating our options with the plane, the flight plan (or mission sortie), and the crew if the situation changes?

The primary key to crew situational awareness in crew resource management is in the above sequence, with open and honest communications, inquiries, and encouraged feedback.

GOING FROM GOOD TO GREAT


Emergency Services Learning Curves and Training

We in emergency services deal with the training of responders on a routine basis. However, over the last several years our focus has been in getting people initially qualified through training and ignoring what should be learned. It is common for Wings to decide that two-mission training under a qualified instructor is all that is needed for a responder to become qualified. In such cases we are promoting the minimum standard of performance to get a member qualified, instead of helping the responder learn and gain experience to become qualified, or attendance in a classroom setting. A policy of getting responders qualified by minimum standards may increase the numbers of ‘qualified’ people, but they are not gaining knowledge and experience that can benefit them in real mission situations. It is time we leaders in emergency services re-evaluate what we are doing to those we ‘qualify’ by minimum standards of performance. The questions we need to ask are these, ‘how much do we learn and how comfortable are we in applying what we have learned with minimum performance standards?’ Are two training missions really adequate to teach tasks within our emergency services operations? Does a classroom activity prepare us for reality? Depending on the task and level of complication or interference, two training sessions may be adequate. To learn how to take the garbage out for curbside pick-up may take only two training sessions. It is a straightforward and simple task with limited potential for interference resulting in decisions to be made or problems to be solved. Yes, two garbage hauling training sessions would suffice. What about income tax preparation, will two training sessions be enough? What about learning to drive an SUV off-road or solo in a Cessna 172, would two training sessions leave a trainee feeling comfortable and qualified? The reality of training is that the more complicated the system, the more training it will require. The more potential for interferences in the task resulting in decision-making or problem solving, the more difficult the training. Yet, in emergency services we are saying that our responders can become qualified with the roles of Incident Commander, Mission Staff Officers, and Leaders of aircrew and ground teams, after two training missions each. Are they really knowledgeable and experienced enough for the decision-making or problem solving associated with real missions when we have them?

Learning-

The more we repeat tasks, the better we get at performing them. In 1936 T.P. Wright of the Curtis-Wright Corporation, developed an organizational learning concept that is used today in industry to predict learning and production efficiency. In simple terms it states on average, a second production run takes only 80% of the time spent on the initial run, demonstrating a 20% improvement in efficiency. It also states that subsequent production run time is on average 80% of the previous run. This 20% improvement is sustained with each run until it reaches about 90% efficiency. After reaching a steady state there is limited or no more improvement, and the remaining 10% total efficiency is left to dealing with the interferences relating to production, such as maintenance, production modifications, staffing, and resources. The improvement between the initial and each subsequent run through steady state is called the ‘learning curve’. Dealing with the 10% unknown factors is called experience.

Converting this industrial concept to ‘how experience is gained’ or ‘how well something is learned’ in a training format is stated as follows: The ‘Carathy Corollaries’
· For any training that deals with multi-tasking *, the trainee will initially be 20% efficient in understanding and being able to successfully complete all the tasks after one session.

· For every subsequent multi-task* training session, the trainee will improve by 20% in efficiency in understanding and being able to successfully complete all the tasks. 

· The trainee will continue to learn until 90% efficiency is reached.

· After reaching 90% efficiency in the multi-tasking*, the amount of learning that remains to approach 100% efficiency will be through on-the-job experience.

· Comfort levels in completing tasks do not start occurring until 50% efficiency is reached.

* Multi-tasking is defined as any process that has seven or more duties assigned

The following learning curve is applicable for training individuals in multi-tasking:

Training Sessions
Percent Efficiency
Training Sessions
Percent Efficiency

1


20%


6


50%

2


24%


7


60%

3


29%


8


72%

4


35%


9


86%

5


42%


Steady State



Training-

What this means is a trainee involved with multi-tasking will only be 24% efficient at understanding and being successful at completing the tasks if we hold to the minimum standard of two-missions for qualifications. The trainee will not even begin feeling comfortable until after 6 training missions with an instructor or mentor. The trainee will reach steady state sometime after the 9th training mission. The more the duties assigned to qualify, the more missions it will take to qualify. By nature of our emergency services operations, our duties and tasking are highly variable. Each successive mission is likely to be different from the next or the one before, although there may be similarities between each. How can we say we have qualified a person after only two missions, particularly if those missions are in the simulated training environment? 

The variability of our real mission environment itself is a limiting factor in a fast qualifying environment. The training can occur more rapidly if the trainee is surround by highly capable, qualified and experienced support staff. The learning rate appears to depend on a variety of factors, including the type of tasking, the flow of the situation, the experience of the support staff, and the level of the ‘unknown’ or ‘uncontrollable’ factors that may interfere with the operation.

Experience-

Experience is an acquired skill level in a particular ability. The first level of application of skill is usually taught through a programmed training course. Training an individual will tell you what a responder can do in the field. Experience will tell you how well the responder will perform in the field. To gain experience and advanced abilities, certain circumstances must be present. These are the reality aspects of our operations. They are unknown, uncontrollable or unpredictable. The point where training meets this reality is called the ‘experience curve’. The ‘experience curve’ is difficult at best in the simulated training environment.  Ability is advanced more rapidly in a real mission scenario, than a simulated one. A trainee with six real mission sorties will be more experienced than a trainee with six simulated training sorties. Both responders may be comfortable with 50% efficiency in their ability to respond, but the individual with real mission experience is also 50% efficient in the unknown factors that interfere with mission operations.

Qualifying-

The first phase of the learning process is in getting the trainee from a level of inability to a level of competent ability. It is the stage where a foundation is built for performance in real mission operations. The second phase of the learning process takes place after the trainee has reached competence and begins working on experience to improve the current ability level. The last phase is the qualification phase in the ability to apply what has been learned (training and experience) in a team environment where the actions of an individual can have a profound effect on others. When these three phases are complete, and the potential of success is relatively assured, the individual becomes qualified. Can those phases be completed in two missions or from a classroom setting? It may be doubtful in emergency services. How many missions or classroom activities will it take? The instructor will know when the trainee demonstrates competency. Only the trainee will know when he or she is comfortable and qualified. 

SURVIVAL SENSE

Natural Survival Reactions to Disaster

Humans show a unique ability to survive disasters, with an ability to adapt physically and mentally at critical times. During the peak of a disaster and through the aftermath, there are psychological reactions that will be natural, yet contribute greatly to a sense of survival.

Fear- our primary emotional response to dangerous situations, which we believe have the potential for death, injury or sickness. Fear can immobilize a person to the point of causing an inability to perform basic and essential functions. Fear can be expected when an individual is placed in unfamiliar surroundings under adverse conditions. In order to survive, fear must have a positive impact to maintain caution in situations where recklessness can result in mental or physical harm. Knowledge and experience can increase confidence and thereby manage fear.

Anxiety- an uneasy, apprehensive feeling we get when we are faced with out-of-the-ordinary situations (emotional, mental, or physical). Anxiety can overwhelm a person to the point he or she is easily confused and has difficulty in thinking. Anxiety must be reduced to bring in control the source of the anxiety- fears. In order to survive, anxiety needs to urge the person to master the apparent dangers. A person needs to learn techniques to remain calm, focused and keep the anxieties in a manageable range to help, not hurt.

Anger and Frustration- the emotions that can consume an individual when something goes wrong and are beyond his or her control, with attempts to reach a survival ‘goal’ thwarted. Anger is an outgrowth of continued frustration. Anger or frustration can magnify problems in terms of importance, and can encourage impulsive reactions, irrational behavior, poorly thought-out decisions, and often foster an “I quit” attitude. If a person can harness or focus the emotional intensity associated with anger and frustration, survival challenges will be more readily handled.

Depression- an emotion that is closely linked to anger and frustration when a person is deprived of a ‘sense of normalcy’ in a survival situation. Depression is the sadness that appears after a cycle of frustration in failed goals, with anger not solving the problem, and the frustration level climbing even higher. The resultant effect to a person is a combined physical, emotional, and mental collapse. Depression is an expression of this helpless and hopeless feeling. Sadness by itself in a survival situation can help motivate a person to try harder to live one more day and get back to a state of ‘normalcy’. If sadness is left to dominate all thought and effort, it will sap the person of energy and more importantly the will to survive. It is important to allow a time of sadness, but it is imperative to resist succumbing to depression.

Guilt- a survival situation (particularly in the aftermath of a large scale disaster) is often dramatic and tragic, with major injuries, massive destruction, or numerous lives lost. For those who live through the disaster unharmed and alive, there can be a mourning for those less fortunate. It is common for survivors to feel guilt for being spared. If the person allows this guilt to linger, it can cause an abandonment of the desire to survive, which would be the greater tragedy. When guilt is properly channeled, it can encourage people to try harder to survive with the belief their lives now have greater meaning for being spared. 

Ultimately, survival in the aftermath of a disaster requires a person to tap into a reservoir of inner strength to develop a degree of self-sufficiency, keeping his or her mind focused and productive.

CREW’S CONTROL




Using the Fire Extinguisher Flow Chart

In the consequence management of terrorism, as well as other emergency services operations there may be time when you need to decide if you should attempt to put out a fire with an available fire extinguisher. Study and mentally practice this flowchart in that decision process:

Can I escape quickly and safely from the area if I attempt to extinguish the fire?

(Information to know: Always have at least two planned escape routes)

If NO
Leave Immediately!

If YES
Ask the next question



Do I have the right type of fire extinguisher?

(Information to know: Type A- paper wood and plastic; Type B- flammable liquids; Type C- electrical)

If NO
Leave Immediately!

If YES
Ask the next question

Is the fire extinguisher large enough for the fire?

(Information to know: There are approximately 2 seconds of expellant for every pound of extinguisher)


If NO
Leave Immediately!


If YES
Ask the next question

Is the fire small enough to handle?

(Information to know: If the fire is the larger than an adult, leave it be)


If NO
Leave Immediately!


If YES
Ask the next question

Is the area free from other dangers such as hazardous materials and falling debris?


If NO
Leave Immediately!


If YES
EXTINGUISH THE FIRE!

DID YOU KNOW?

Ten Ways to Stop Spreading Colds

1. Wash your hands whenever possible during the day.

2. Do not share cups with others.

3. Use tissues instead of a handkerchief when you blow your nose, then throw them away.

4. Use disposable paper towels in the kitchen, not cloth.

5. Keep you hands away from your eyes, nose, and mouth.

6. Cover your mouth and nose with a tissue when you sneeze.

7. Wash the surface areas of equipment you routinely use with a diluent disinfectant at least once per week (including keyboards, and telephones).

8. Open your windows when weather is decent.

9. Clean doorknobs, light switches, cell phones, channel changers, and counter-tops frequently.

10. Do not spend time around people who smoke.

CHECK IT OUT!

If you would like to evaluate what type of Team Player you are, visit this website. It has 18 questions where you will have to list the descriptor in a situation that is ‘most like you’ down to the ‘least like you’. The time to take the test is only about 5 minutes, with your ‘personal score’ presented to you within seconds after you submit your answers. You will find out of you are a team contributor, collaborator, communicator, or challenger. Then you can take the next 10 minutes to read about your particular team player style, what it means to you and how you are likely viewed by your team. Your primary style defines a set of behaviors that you use most often as a member of a team, not as the only style you use. It will be well worth your time.

http://www.onlinewbc.gov/Docs/manage/team.html
‘Team Player Style’

Words of Wisdom- Coffee Cup Leadership Advice from the Military Pros 

The person with the most information will win the battle.

Playing by a set of rules when the other guy does not just makes you an easy target.

What a good leader can do best is remember the mission, take care of the troops and get them all home.

Always be wary of the horse’s ability to kick, even God Himself doesn’t know when that will be. (from an old U.S. Cavalry saying)

FAMOUS QUOTES

Take time to deliberate, but when the time for action has arrived, stop thinking and go in. (Napoleon Bonaparte)

SUBMISSIONS

Queries, suggestions, and news items are welcome. Please submit to the following addresses:

Mail: 
Bruce Marxsen






5231 Topaz Crt.


Lincoln, NE 68516

The next issue of the ‘Emergency Services Hawk’ will be sent out on or about 15-Apr-2006. Please have information you would like to be considered in that issue to my attention no later than 01-Apr-2006.
