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Evil occurs when individuals or groups embrace codes of conduct or standards of behavior for their own personal well-being and social approval, yet violate those very same codes or standards to undermine the personal well-being and social approval of others.
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Situational Leadership 

Situational Leadership is based on the idea that there may be no best leadership style that will fit every situation. When an individual or a team first takes on a new task, they become ‘dependent’ on the leader to help them succeed in completing the task. As the individual/team gains competence in the task, it will require less dependence on the leader and they become ‘independent’. The problems of leadership occur when the leader tends to make decisions on how the team/individual likes to be led or how the leader likes to lead. Either method ignores how the team/individual needs to be led. For any situation, the leader needs to ask two questions:

· Can the individual/team do the task?

· Is the individual/team willing to do the task?

The essence of situational leadership is that effective leadership occurs when an appropriate leadership style is used to meet the needs of the individual/team. The needs of the individual/team will depend on their relative development for completing the assigned task. The commitment to successfully completing the task by the individual/team is the other part of the equation. The following are the categories for the individual/team:

Low Competence/High Commitment

Low Competence/Low Commitment 

High Competence/Low Commitment 

High Competence/High Commitment 

It comes down to the maturity level of the individual/team, and the motivation or supervision needed for them to successfully complete the task. If the individual/team is willing and capable of completing the task, this high level of maturity requires a lesser relationship role from the leader. The individual or team that is incapable and unwilling to complete the task represents a lower level of maturity and requires a stronger participative role from the leader.

There are four forms of situational leadership to meet the needs of these four categories:

· Low Competence/High Commitment: Directing Stage- the individual/team needs to be told specifically what to do on a regular basis with constant positive and negative feedback about completing the task correctly. Although they are highly committed, they will need high directive and low supportive behavior from the leader.

· Low Competence/Low Commitment: Coaching- the individual/team needs to be convinced by the leader to proceed without close direction. While they still need positive and negative feedback, the individual/team will require a leader who is highly directive and highly supportive of their effort.

· High Competence/Low Commitment: Supporting- the individual/team is more confident in their capabilities in planning for successful completion of the task, but also to be able to participate in the decision-making process to help them develop their own plans. The individual/team will require a leader who is less directing, but more supportive of their efforts. The danger with the leader not being supportive is that the individual/team may not know how to successfully adapt their competence to the task, falling back to ‘low competence’ requiring more coaching.

· High Competence/High Commitment: Delegating- the individual/team has the will, the skill, and the follow-through to successfully complete the task on their own. The individual/team needs to be given a sense of what is expected and then let them complete the task as they see fit. This type of leadership requires very little directive and very little support, but will require an on-going feedback to assure proper direction for the effort. At this stage, the danger of too much leader involvement is with the level of individual/team maturity. It is easy for the individual/team to lose their commitment and fall back to needing a supportive leader. Delegation is the ultimate leadership role.

The above represents the four levels of leadership for situational leadership. If the leader fails at ‘delegation’, the individual/team falls back to needing ‘support’. If the leader fails at supporting, the fallback is the need for ‘coaching’, and with a failure in coaching the individual/team will require more ‘directive’ leadership. A leader focusing on directive leadership has very little opportunity to focus on strategic or tactical plans of action, and also limits the potential for success by the individual or team. The other downfall for leaders is that they cannot adapt to varying leadership roles to meet the needs of the individual or team because they do not feel comfortable outside of their singular perspective of what type of leader they are. Meeting the needs of those that follow you is the key to success for any leader.
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Vehicle Safety in the Wet Season

During an activity, there may be times when you drive your vehicle through water. It may be because the team 4x4 must pass through water running across a road following a rainstorm, or a large van driving through rain filled streets. (By the way, neither situation is considered safe. It would be ill advised, but it is routinely done). If you find yourself in a situation that requires driving through water, be aware of the potential damage it may have done to your vehicle.

Water can leak through worn or broken seals of the wheel bearings removing the grease, which can cause brake freeze-ups.

· As soon as possible after driving through water, inspect the bearing seals to see if they need to be replaced, or if water has leaked through. If water has leaked in, have your brake system checked out by a professional brake mechanic as soon as possible. If you do not, your brakes could ‘freeze up’ at the most inopportune time later.

Water also has a habit of finding its way down through the transmission system through ventilation ‘breather tubes’. Water in the system will contaminate the system oil or fluid. Transmission fluid color changes from a red color to a frothy pink when contaminated with water. The color of contaminated differential/transfer case oil changes from black to gray. Water in the transmission system is not a very good lubricant, and can cause considerable damage to the drive train.

· As soon as possible after driving through water deep enough to have covered the transmission system, stop and check the level and color of the transmission fluid. If it is a frothy pink color or appears low, have your transmission system checked out by a professional transmission mechanic as soon as possible.

The best thing to do is to stay away from driving through water at anytime. Water running across a road is a dangerous situation anytime, with the potential of sweeping the vehicle off the road and into a water-filled ditch. Water-filled streets mask a lot of debris or unexpected depth beneath its benign appearance. That apparent six-inch depth can easily cause hydroplaning while driving, splashing water up and over transmissions, wheel wells and into engine compartments. It can also mask that two-foot dip in the intersection that can cause grief even to the most experienced drivers.
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Preparing for the Thunderstorm Season (March 15 through June 15)

(Editor’s Note: The following information is summarized from a ‘Preparedness Guide for Thunderstorms, Tornadoes, and Lightning’ produced by the U.S. Department of Commerce- National Weather Service; NOAA/PA 99050.)

Spring is the beginning of the severe weather season, with the designated time frame of 15-March through 15-June identified as the most critical. Our seasonal severe weather seems to peak in May of each year. It is during this severe weather season that our most critical thunderstorms develop and travel through our areas. Thunderstorms affect relatively small areas as compared to hurricanes and winter storms. The typical thunderstorm is 15 miles in diameter and lasts an average of 30 minutes. Of the estimated 100,000 thunderstorms that occur each year nation-wide, about 10% are classified as severe. Thunderstorms can produce numerous hazards that suggest life-saving actions each of us should prepare for:

Tornadoes-

· Cause a nation-wide average of 70 fatalities and 1,500 injuries each year

· Can produce wind speeds in excess of 250 mph

· Can be one mile in width and stay on the ground for over 50 miles

· 88% of all tornadoes last between 1-10 minutes (causing less than 5% of the fatalities)

· 11% of all tornadoes last 20 minutes or longer (causing nearly 30% of the fatalities)

· <1% of all tornadoes can exceed an hour (causing 70% of all fatalities)

Safety Rules: 

· In a home or building, move to a pre-designated shelter or to a small interior room/hallway on the lowest floor and get under a piece of furniture. Put as many walls as possible between you and the outside.

· Do not try to outrun a tornado in your vehicle. Instead, get out of your vehicle immediately to seek shelter as mentioned above.

· If you are caught outside and there are no available shelters, lie flat in a nearby ditch or depression and cover your head with your hands. Be aware of flying debris, which causes most of the injuries and fatalities.

Lightning-

· Causes a nation-wide average of 93 fatalities and 300 injuries each year

· Occurs with all thunderstorms

· Lightning can occur as far away as 10 miles from any rainfall

Safety Rules:

· Postpone outdoor activities if thunderstorms are imminent.

· If you are caught in a thunderstorm, move to a sturdy building. Do NOT take shelter in small sheds, under isolated trees or convertible vehicles. Stay away from tall objects such as towers, fences, telephone poles, and power lines. 

· If you are caught outdoors in a thunderstorm and your only shelter is a vehicle, get inside, keep the windows up, and avoid touching any metal.

· If you are caught outdoors in a thunderstorm and there is no shelter or vehicle nearby, find a low spot/depression away from trees, fences, and poles, but ensure the place you pick is not subject to flooding. Squat low to the ground on the balls of your feet, placing your hands over your ears and your head between your knees. Make yourself the smallest target possible and minimize your contact with the ground. Do NOT lie down.

· If you are in the woods and cannot get away from trees, take shelter under shorter trees.

· If you are boating or swimming, get to land and find shelter immediately.  

· If indoors, unplug unnecessary appliances, avoid using the telephone or appliances, do not take a bath or shower, and turn off high electrical usage utilities such as air conditioners.

· Respect the 30/30 Lightning Safety Rule: Go indoors if, after seeing lightning, you cannot count to 30 before hearing the thunder. Stay indoors for 30 minutes after hearing the last clap of thunder.

Flash Flooding-

· Causes a nation-wide average of 146 deaths each year

· Most flash flood fatalities occur at night with most being trapped in motor vehicles

Safety Rules:

· Avoid walking, swimming, or driving in floodwaters.

· Stay away from high water, storm drains, ditches, ravines or culverts. If there is water moving swiftly, even water six inches deep can knock you off your feet.

· If you come upon floodwaters, stop, turn around and go the other way. Climb to higher ground

Straight Line Strong Winds-

· Can exceed 100 mph

· Can cause damage equal to a tornado

· Can be extremely dangerous to motor vehicle driving and aviation

Damaging Hail-

· Causes more than $1 billion in damage to property and agriculture each year

· Large hail stones fall at speeds faster than 100 mph

Every thunderstorm has the potential to produce any combination of the above hazards, resulting in injuries or fatalities, and the destruction of property. It is imperative to know what to do BEFORE severe weather strikes. The following suggestions for preparation could save your life, and the lives of your family:

1. Develop a plan to follow for you and your family at home, at work, at school and when outdoors.

2. Identify safe places to take shelter at home, at work, at school, while in a commercial/ public building, or while outdoors.

3. Always check the weather forecast before leaving home for the day and watch for signs of an approaching storm.

4. Your first line of defense for a thunderstorm is the National Weather Service broadcasts of forecasts, watches and warnings.

· The ‘Forecast’ will provide you the potential for severe weather in your area and the time frame: Plan your day accordingly.

· The ‘Watch’ will inform you that the conditions exist for severe weather in your immediate area: Review your pre-designated action and shelter plans for severe weather.

· The ‘Warning’ will inform you of when and where the severe weather is imminent: Activate your pre-designated action and shelter plans.

SURVIVAL SENSE




In-field Weather Forecasting

Predicting changes in weather does not always require access to meteorology equipment or the Weather Channel. There are some elementary weather indicators that could be used to monitor weather changes while in the field:

· Clouds that appear to lower usually means an increase in humidity and the increased probability of precipitation.

· Clouds that appear to move higher are usually signs of fair weather.

· A ring around the moon means precipitation (likely with 24 hours).

· When stars appear to twinkle, strong surface wind will arrive within a few hours.

· A rainbow around the sun means colder weather is coming soon.

· A large number of stars showing in the sky indicate clear visibility with a good chance of dew or frost.

· Low hanging clouds over mountains means a change in weather.

· Clouds growing larger in the daytime indicate bad weather will arrive shortly.

· Diminishing clouds mean dry weather is on its way.

· Thin cirrus clouds arriving from the west precedes a storm.

· A red morning sun indicates the arrival of stormy weather.

· When the view is clear, a storm is near.

· Dusty air means weather fair.

· A morning rainbow is often followed by a rainsquall.

· When flowers seem more fragrant, stormy weather is close.

· Waterfowl fly close to the water before the arrival of a storm.

· When sounds are clear, as storm is near.

· Birds will flock close together before a storm.

· Flowers will close before an advancing storm.

· Smoke that raises then sinks lower indicates an approaching storm.

THE ACE FACTOR




Success From Failure

Failure is not success, and with few exceptions it is unpleasant to discuss. Just thinking about failure can be demoralizing. Too much focus on failure can lead to failure, or the acceptance of failure as being pre-ordained. In spite of all the negativity associated with failure and our drive for success, there is one thing that is certain. Failure is inevitable. We need to look at failure differently than we have in the past. Why should we look towards our failures, if we are looking for success? The early 20th century Platonist Philosopher George Santayana (1863-1952) has an oft-repeated quote; “ Those who cannot remember the past are condemned to repeat it.”

In our emergency services society, we avoid preparing for failure with a sense of ‘failure is not an option’. With the quality of life for victims in the balance between success and failure, we often do not admit there is a potential for failure. When we do meet failure, we are inclined to produce excuses to cover up or minimize that which went wrong. Our ‘failure’ is in not understanding the dynamics that lead to failure. We find ourselves putting too much faith in safety slogans, assumed qualifications, expected experience, and our ability to measure or manage risk.

Types of Failure- There are different six causal types of failure that will elicit differing reactions, responses and strategies for coping:

· Personal

· Subordinate

· Supervisory

· Equipment

· System

· Perception

Personal Failure- This is probably the most common type of failure. In this type, you or a peer personally feels responsible, and will likely bear the consequences of the outcome.

Subordinate Failure- In this type of failure, someone acting as a direct report, fails in an assigned task due to his or her behavior or actions.

Supervisory Failure- This is when someone higher up causes an inappropriate response that cascades into failure.

Equipment Failure- When equipment fails, the blame is often placed on the rarity of the occurrence, instead of the ‘why’ and ‘how’.

System Failure- This type of failure includes any situation where multiple factors contribute to the failure. In most cases they occur from a lack of situational awareness and risk management.

Perception Failures- This type of failure is the most difficult to grasp, with the sense that fate or luck played a major role in a lack of success.

Negative Reactions to Failure- All too often we choose to focus negatively on the consequences of failure, instead of why or how we failed. The following are forms of negative reactions:

· Deny that it is your fault

· Explain why it is not your fault

· Shift or fix blame

· Fix the symptoms

· Minimize the consequences

· Shut down communications

· Withdraw from the line of fire

· Attack everything around you

Positive Reactions to Failure- With positive reactions to the consequences of failure we take the same emotions and translate them into positive behaviors:

· Acknowledge the failure

· Accept responsibility

· Investigate the cause

· Explain the solutions

· Acknowledge the effects

· Vent your emotions out of view

· Accept responsibility

· Allow others to disagree

In risk management, there are four modes of dynamic failure:

· Low Impact/Low Probability

· Low Impact/High Probability

· High Impact/Low Probability

· High Impact/High Probability

Each mode requires a proportional response. Each has a different and relative risk factor. The low impact/low probability has a substantially lower risk factor, than the high impact/high probability. To focus your risk management efforts on all four modes equally as a means to counter-act failure, is a waste of resources. Most of your effort should be in understanding the potential for failure in the high impact/high probability mode and finding ways to prevent it. With any emergency services activity, that is where the greatest risk will be. 

For those modes with a high probability, it is important to focus and prepare for lowering the probability.

For those modes with a high impact, it is important to focus and prepare for mitigating the consequences if and when they occur.

Once you include the concept that failure is inevitable in your mission planning, the shock, anger, and frustration that accompanies failure is lessened emotionally. In planning for failure, your chances for success improve. It comes down to two easy steps:

1. Plan for failure with options in mind for every sortie or operation.

2. Plan to learn from failure to reference in future sorties and operations.

Setting an expectation of 100% success, with no option of failure will most likely lead to very limited success. In Major League Baseball, the batter who leads the league in home runs also leads or is close to the top of the league in strikeouts. The key to finding success in failure is in how quickly you can react, sorting and prioritizing information, and moving quickly to another option. Experiencing failure is not failure. It is an opportunity to practice your situational awareness and thinking in a crisis.

POINT OF CARE




Critical Incident Stress Following a Disaster

A disaster will take a serious toll on its victims. Aside from the damage to property and infrastructure, there can be loss of life to family and friends. The combination of effects develops into a primary emotional response by everyone involved in that disaster. Nobody is immune to the emotional reaction of a disaster. Even in communities not directly affected by the disaster, extensive exposure to media reporting of the events can lead to a secondary level of emotional stress. For many, that secondary emotional response can be almost as devastating as if they were directly involved with the disaster. Primary and secondary emotional responses to a disaster can easily lead to critical incident stress.

There are certain things to remember when dealing with potential critical incident stress management following the aftermath of a disaster:

· Everyone involved in a disaster from the victims to the responders can be affected

· The elderly and children are especially susceptible to critical incident stress

· Each person has his or her own way of dealing and coping with stress

· It is normal for responders to feel anxious about their own safety, as well as their family and friends before the safety of the victims

· Sadness, grief, anger and despair are normal reactions to a disastrous event

It is important to get counseling and assistance to recover from a disaster as a victim or as a responder. Until you can be provided assistance, there are initial coping mechanisms that can be used to get you through until that time:

· Acknowledge your feelings to begin the recovery process

· Focus on your strengths, abilities, and those things you can control to help you begin the healing process

· Accept help from the outside to share the physical, psychological, and emotional load

· Nothing is ever gained by negative thoughts, actions or language

· Talk to someone about your feelings and emotions, no matter how difficult it may seem

· Do not get frustrated when you feel you are not doing enough to help the victims

· When it is all over, participate in memorial services and symbolic rituals as a way to express your feelings

· Seek out professional counseling when you can

GOING FROM GOOD TO GREAT


Adapting to Change

Change is all around us. We are living a sea of change and there is nothing we can do to stop it. In order for us to adapt to change, we must first understand why change must occur in our lives. 

· Change is inevitable, as we see in various forms of evolution.

· Change is necessary, as demonstrated in modernization.

· Change is emotional, because it gives us an unknown.

· Change is exciting as it presents us with challenges we need. 

As we see from our management point of view, there are nine basic types of change over which we have little control:

1. Our Health

2. Our Individual Growth

3. Personal Finances

4. Careers

5. Moving or Relocation

6. Interpersonal Relationships

7. Major Losses

8. Tasking

9. Standards of Performance

All or most of these changes will occur sometime in every person's life. Today these changes are happening more rapidly than ever. Not all people are quick to embrace change. With every new initiative it is inevitable that some people put up real resistance, providing a barrage of reasons why there should or should not be change. Managers must be on the alert for resistance, cynicism, or foot-dragging, while still accepting the real concern the people have for the change. A good manager must understand why many people resist change and be able to apply the best strategies for introducing innovation through change.

The major reason people resist change is fear: fear of job loss, fear of losing relationships, and fear of the inability to cope. However, mostly people fear the unknown. The element of a surprise in a proposed change can be shocking, so it is not surprising that the first reaction to change is often resistance. Fortunately, keeping the people informed and involving them in the planning and/or implementation process can mostly alleviate this fear. Another barrier to change is the fear of obsolescence, where people feel that the change will make their skills and competencies obsolete. This fear can be negated by instituting training programs to help the people better understand the change and to develop new skills.

Research has shown that people respond more positively to change if they feel they have some control over what is happening. The following are ways to help people overcome their resistance to change:

· Communicate- Explain the need for change, telling them how they will be affected. Be honest and direct.

· Reassure- Listen patiently to their fears and do your best to alleviate them. Validate their feelings with agreement or empathy.

· Empower- People respond more positively to change if they feel they have some control over what is happening. The more they get involved, the more confidence they will have.

· Be Patient- Change should not be implemented until everyone knows what to expect and has had a chance to express concerns.

There is no denying that change can stir up fears and emotions that lead to resistance. But, by recognizing these barriers, a good manager can facilitate meaningful change.

MISSION READY



Using the Radio in Tactical Communications 

The purpose of tactical communications is to provide a simple, reliable, flexible and fast form of communicating between mission base and operational units in the field. Tactical radio communications is a key element in mission operations. The act of sending a message is not necessarily communications. Effective tactical communications is a process of exchanging information with a mutual understanding of that information. Predominant in most mission activity is the technical focus on the radio equipment we use. It is equally important to understand how we communicate in order to communicate over the radio more effectively.

Effective Communications- Effective radio communications is based on three components; the sender, the receiver, and the message content:

The sender needs to convey necessary information that can lead to mission success. The sender must ensure that the receiver will understand the message. The sender must always be in tune with the receiver’s frame of reference and what they want to hear. The sender needs to consider the message content from the receiver reference point:

· What is the purpose of the message?

· Who is going to be receiving the message?

· Why is the receiver getting this information?

· What is the receiver to do with the information?

· How technical is the information being sent?

· How can the information be presented to match the receiver’s frame of reference?

In any format for communications, the sender must do the following:

· Think before speaking

· Ensure the delivery is clear and simple

· State one idea at a time

· State the idea simply

· Explain when necessary

· Repeat as required

· Encourage feedback to reach understanding

The receiver requires information to an assigned task. It will be the receiver who must exert control over the communications process. The sender must understand what the receiver wants and why they want it. The receiver must do the following to ensure the completeness of the information being heard:

· Focus attention on the message, giving it immediate priority

· Keep an open mind and reserve judgment

· Write down the information and verify what has been heard

· Do not assume that what you heard is what was sent

· Provide the sender with feedback to ensure understanding

The message is the information the sender wants to communicate to the receiver with the intent to provide the receiver with the information required to successfully complete the mission. The message must be:

· Relevant to the receiver with an appropriate amount of urgency

· Clear and concise without ambiguity

· Inclusive of the required information the receiver needs

· Transmitted clearly

· Not a distraction

· Enough technical information without being overwhelming

Establishing Effective Radio Communications-

-
Using standard terminology when communicating information (Limit the use of acronyms and slang)

-
Making statements that are clear and direct, leaving no room for ambiguity

-  
Providing clarification if requested

-  
Providing timely information updates when there are changes in status or to the mission

- 
Using proper order when communicating information

Influences on Radio Communications-

There are many influencing factors that impede or breakdown communications. Aside from the equipment itself, these factors can stop, distort or alter vital information:

- Aggressive behavior



- Distractions

- Lack of confidence



- Personality/cultural bias

- Differing priorities



- Preoccupation with tasks

- Anger or frustration



- Temporal distortions

- Differences in rank or status


- Interruptions

With understanding of these factors and taking appropriate measures to neutralize them, a crew or team can communicate effectively.

DID YOU KNOW?

Travel Tips for Flying

While flying in a small aircraft, as is the usual method of aerial search and locate, it is important that you try to stay as healthy as possible. It is not as if you can move around much in a small cockpit to get your exercise. But, there are things you can do to maintain your health during that four-hour airborne sortie.

Before you fly:

· Try to avoid heavy meals and caffeine. Wear loose fitting clothes and drink plenty of water.

While in the air:

· Keep drinking water as you feel thirsty, but still avoid caffeine.

· If you wear contact lenses, the dryness at altitude in the cockpit of the search aircraft may make your eyes sore, so pack your glasses, too.

· Chewing gum or sucking on a hard candy can help relieve the pressure that builds up in your ears during ascent or descent.

After the flight: 

· Following the end of the sortie and the completed debriefing, take a five minutes walk to stimulate full circulation again.

· Re-hydrate by drinking plenty of water to satisfy your thirst.

· Your recommended downtime between sorties should be one hour rest for every two hours of mission flight.

CHECK IT OUT!

This website will get your attention if you are interested in whether or not you are a change-manager or a change-resistor. Adapting to change is a critical factor for success. Take the on-line assessment and see where you are on your road to success.

http://www.aimmconsult.com/SamplePBAFlex.html
‘Critical Success Factor- Are You Ready For Change?’

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

Surround yourself with great people.

Do NOT (hack) them off.

Give them a job they are capable of doing, and then get out of their way.

All the spur in the world won’t turn a short-legged plow horse into a long-legged thoroughbred. (from an old U.S. Cavalry saying) 

FAMOUS QUOTES

Overwhelming force is the way to win. (Gen. Dwight D. Eisenhower)

SUBMISSIONS

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

Mail: 
Bruce Marxsen



E-mail:

bruce.marxsen@mdsps.com


5231 Topaz Crt.


Lincoln, NE 68516

The next issue of the ‘Emergency Services Hawk’ will be sent out on or about 15-Jun-2005. Please have information you would like to be considered in that issue to my attention no later than 01-Jun-2005.













