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To Be Ready, Responsive, and Relevant

DEDICATION

This issue is dedicated to my father, SSGT Leland F. Marxsen (USA 1945-47) who passed away on 07-Mar-2007. There was nothing he could not do with anything having an engine and steering capacity. No severe weather condition could slow him down for whatever task he had to complete. He was a natural, tough NCO and was an extreme emergency responder in his heart, because he never quit doing what had to be done for others. He was always an inspiration to me in everything I did. His motto was, “It is not what you do, but it is how well you do it.”

SEMPER VI




Learning Through Shu-Ha-Ri- The Japanese Method of Knowledge Transmission

The Japanese have a centuries old budo concept of knowledge transmission called “shu-ha-ri”, which roughly translated means “hold, break, leave”, creating an on-going evolution of training fundamentals so what is passed on from teacher to student is a practiced wisdom leading to operational flexibility.

“Shu” refers to the basic structure of knowledge and training, forcing the ‘student’ to adhere to the basic principles. The student will demonstrate a glimmer of talent and skill with the knowledge and training. But, the student must pass up opportunity in order to continue to adhere to the basic fundamentals they have been taught and practiced. During ‘shu’, the student must embrace the knowledge, remaining focused on what exactly has been taught. Only when the student has absorbed and mastered the information, utilizing that information consistently and beyond satisfaction, can the student progress to the next level of training.

“Ha” refers to the next level of training/learning as the ‘student’ gains experience. Following ‘shu’, there is a slight separation and experimentation done with the basic fundamentals. The student begins to ask ‘why’, and those opportunities previously passed up due to adhering to the fundamentals during ‘shu’ are now attempted. These attempts are made with a creative and intuitive application, using the existing fundamentals. It is during ‘ha’, failure is encouraged in a controlled training environment. With each failure the student discovers the boundaries within themselves and limitations of their training fundamentals. With each success the student demonstrates the real potential of their skills and their training. The student will then more fully appreciate what they have learned and develop a technical wisdom for application. The student’s mind is intellectually stimulated and they can progress to the next level of training.

“Ri” refers to the discarding of the fundamentals. It is a point where the application of the fundamentals no longer resembles those fundamentals taught during ‘shu’. It is a training evolution where the student has internalized the fundamentals tempered by experience. The operating skills of the student are at a higher level than previously thought possible. It is during ‘ri’ where the student creates new fundamentals to pass on to the next ‘shu’. The cycle begins again, with a newly developed and evolved training program.

At the end of ‘shu, the student sees nothing but the fundamentals, with no deviation from those fundamentals. As the student masters the ‘shu’, he or she enters the ‘ha’. In the ‘ha’ what the student experiments with and experiences is modestly different from their learned ‘shu’. With new insight from the ‘ha’, the student enters ‘ri’, and develops the new ‘shu’ to be passed on. The Japanese budo process of shi-ha-ri embraces a student-teacher relationship of developing and passing the knowledge and wisdom forward responsibly. The skills that are passed on from generation to generation are in a continual cutting-edge evolution, with an eye on operational flexibility.

What this means in emergency services is for us to teach the fundamentals over and over, but when necessary real life experience be brought in to modify the fundamentals. We need emergency responders who know the fundamentals well enough to be able to make in-field judgment calls when the fundamentals do not fit the situation and a fluid response is required. Based on the experience of the past, emergency planners then must recognize when the fundamentals should be quickly modified. 

FORTY SECOND BOYD

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

Effective strategy works on three levels: moral, mental, and physical. We are a risk to others physically. We defeat ourselves mentally and morally when we let ourselves become mentally confused or weaken our moral standards. Integrity is central. Moral conviction is a necessity. We will defeat our opponents when we can confuse them mentally and weaken their moral standards.

ALCYONEUS NOW



Communications Malfunctions During a Disaster

In June 2000, a joint disaster relief exercise was held in Hawaii called ‘Strong Angel (SA-I)’, to demonstrate how civilian and military agencies can effectively work together. The exercise was designed to focus on cutting-edge techniques and technologies to facilitate the flow of information, and improve cooperation across the civil-military boundary. What the exercise demonstrated was the technologies for advanced communication were there, but the ability to use that technology was lacking. In July 2004, following the experiences of 9/11, ‘Strong Angel II’ (SA-II) was conducted to test a new and improved infrastructure utilizing the strengths of both civilian and military communications capabilities, to varying degrees of success. But, in 2005 during the post-Katrina and Rita Hurricane disasters, it was found the lessons learned in SA-II did not work in a real-time disaster environment. ‘Strong Angel III’ (SA-III) was set up and run in August of 2006 to “encourage a collaborative cooperation between responders and the community they serve, eliminating the source of tension between the responder’s procedural requirements and the stated needs of the people directly affected by the events.”

Communications inoperability has been used as a catch phrase to describe multiple issues of emergency response communications: the inability to have radio connections between state and local officials, the inability for police and firefighters to communicate by radio at the same incident, a lack of radio system coverage, frequency spectrum capacities, too strict military procedures, too lax civilian radio discipline, too few radios in command and control, too many radios in command and control, messages going out on unsecured frequencies, too many people in charge and on a radio. All are part of communications inoperability, but are not the entire problem in the failure to communicate.

The communications inoperability issues of SA-III were similar to the previous to SAs, what was experienced on 9/11, and in the post Katrina/Rita disaster responses. It was discovered following 9/11 there was an abundance of money to pay for technology solutions, with little effort to develop a communications infrastructure and train people to support the new technology. The Department of Homeland Security’s Project SAFECOM issued a 2006 report to Congress regarding communications inoperability; stating communications success is not solely dependent on the purchase of new radios. Nor, the congressional report added, is the failure of communications during a disaster caused by insufficient or poor technology. Beyond insufficient radio infrastructure, failure in communications is influenced by behavioral reactions of emergency responders in stressful situations, dysfunctional inter/intra-governmental relations, inadequate procedures, and incomplete training. The essence of the congressional report stated through large homeland security grants, large sums of money was spent on communications equipment, creating the impression emergency responders during a disaster would have instantly improved communications when the equipment was put into use or “plugged in”. The following is what can cause a failure in communications when communications are needed most during a disaster:

· Much is being said over the radios, but communicating critical information is weak due to almost constant choppy, and unintelligible chatter

· Emergency responders tend to revert to their routine usage of the radio frequencies, even though other agency responders are patched in, creating a system overload

· Buying new equipment did not change the routine bad habits and usage culture

· Communications funds were used for upgrading equipment, not to include proper training

· There is considerable sensory overload with emergency responders making on-site, automatic, intuitive decisions not knowing they have to communicate those decisions to others

· Decision makers developing a cognitive bias to information they receive, which is discounted because the information does not confirm their preconceptions

· Emergency responders under stress develop a ‘speech center deficit’, which can alter their normal verbal pace, voice pitch, and inflection while talking on the radio

· Emergency responders forcing themselves to ‘remain calm’ by suppressing emotion while communicating, can trigger some significant critical incident stressors after the incident is over

Communications during an emergency response is critical, when the safety of lives and the protection of property are at its greatest. Emergency responders during the response phase are under a great deal of stress, which produces emotionally charged communications. When stressed those responders will revert to their practiced and routine behaviors. The tendency will be to talk too much during the response, when listening to what is being said by others is what is needed. For communications planners, the situation requires routine and proper training under emergency type conditions to match the quality of the communications equipment.

CARRYING THE FIRE




Strategies for Retaining Good Volunteers

Retaining good volunteers is critical for any agency or organization involved in emergency response. Since ‘9/11’, there are considerable organizations which were developed, with only a finite number of dedicated and qualified volunteers to fill new slots to make those organizations viable in emergency response. Until new volunteers can be found and trained, those already qualified volunteers are a very valuable and non-expendable resource. Losing a good, qualified volunteer can have as much negative impact on an organization as would be experienced by any company losing a highly qualified and experienced staff member:

· Decreased employee (volunteer) satisfaction

· Difficulty in maintaining high quality standards of performance

· Decreased levels of performance compared to customer expectations

· Disruption of good customer relationships

Retention of good volunteers begins with the volunteer’s orientation. When recruited, the new volunteer needs to acquire the following:

· A feeling of attachment to the organization

· A feeling of comfort with the other volunteers within the organization

· A feeling of familiarity with the organization’s goals

· A feeling of pride and satisfaction with the decision to join the organization

· A feeling the volunteer will have an impact on the goals with extended effort

The following are ten strategies to use when attracting a new volunteer to your organization:

1. Define what your organization is and how it relates to the goals and ‘mission’ of emergency response.

2. Explain the organizational structure and how it relates to other emergency response organizations.

3. Introduce the potential volunteer to some established volunteers to foster personal relationships and a feeling of welcome comfort.

4. Explain the type of work the volunteer can expect to be assigned within the organization and how their role can be adjusted over time.

5. Define the expectations for conduct, and performance standards, stressing the training and mentoring the volunteer can expect to receive.

6. Discuss the internal and external political culture, and how the volunteer is to navigate to maintain strong personal relationships good for both the volunteer and the organization.

7. Create a positive environment the volunteer can readily find comfortable, stressing a balance between their personal life and their volunteer work.

8. Sell the good the organization has accomplished in the past and how the new volunteer can fit into the program to make it even better.

9. Stress the organizational values and the volunteer’s values are conducive for success.

10. Request feedback from the potential volunteer in how he or she views the opportunity and the future of the volunteer’s relationship within the organization.

The above strategies should not stop at the orientation, but need to continue on throughout the course of the volunteer’s career, no matter how long the volunteer has been with the organization. The above will be the keys to attracting, signing up, and retaining good volunteers within your organization. The retention of good volunteers is directly related to the volunteer’s understanding of the organization, a comfort level with other volunteers, and in knowing extended effort will have an impact on the mission of the organization.

CREW’S CONTROL




Building a Culture of Safety

In emergency services we expect a shortcut to safety or at the very least when we are told “be safe out there”, a magic switch will be available and we will become instantly safe in all we do when we flip it on. Then, at the end of the operation we can turn the ‘safety switch’ off and go back to our routine (safe or not). Safety cannot be a slogan or verbal warning. Safety must become a living part of our culture in everything we do. As leaders it is our responsibility to develop that safety culture in our teams. There are a few ways you can build a safety culture:

· Explain to your team why it is good for them to always make sound and safe decisions before acting. Each member of the team is a very unique and valuable resource who essentially cannot be replaced. His or her absence from the team will reduce the chance of success. 

Once you have established why you care, you then can play a highly active and visible role in supporting/communicating the safety message.

· Sometime before, after, or between emergency services operations, find time to meet with all levels of the emergency management team (including members of your team), to discuss pressing safety issues during or away from operational concerns. Use the time to recognize special safe efforts and discovered ‘best practices’.

More often than not, the higher the person is on the ‘management’ ladder, the less in touch with safety concerns he or she will be. Get your team used to openly discussing safety concerns with ‘upper management’ and provide upper management an opportunity to update his or her knowledge of safety concerns and best practices.

· Empower everyone to become directly involved in safety. Educate, communicate and motivate team safety as everyone’s concern, and reporting an unsafe act is essential to the success of the team.

Empowerment means anyone can and should shut down an operation where safety has been compromised without debate or retribution.

· Establish a culture of safety being a 24/7 operation and it is to become a cultural routine in your teammates lives. Periodically provide time where the team can gather to discuss non-emergency services related safety topics, effort, and best practices. 

A majority of the team’s time will likely be spent in more domestic, daily routine activities as compared to the shorter-term emergency services operation. There is a much greater opportunity to develop a safety culture away from emergency services operations. So, when the team is used during an operation, the safety culture is a natural part of the member’s character.

THE ACE FACTOR




A Teamwork Reality Check

Sometimes even the teams with the best records for success fall into a slump. If you are a leader of a team you suspect is in a slump or not performing as well as you feel it could be, follow the instructions for this reality check.

You (as the team leader), and at least two other members of your team should answer the questions with a ‘Yes’ or a ‘No’. It is advised that one of the two additional team members be one of the most experienced members, and the other one of the least experienced members. It is a brave team leader who will give these questions to all of the team members to answer.

1. Has the team leader taken the time to know and understand the needs of all the team members? YES / NO

2. Does the team leader know who the team ‘slayers’ are (those team members whose behavior detracts from the overall team performance)? YES / NO

3. Has the team leader spent time with weakest members of the team to determine how to best help them? YES / NO

4. Do the team members usually have a clear understanding of what is expected of them? 
YES / NO

5. Are the leader’s values clearly evident while achieving goals and objectives? YES / NO

6. Does the leader routinely and clearly demonstrate a commitment to the team’s success? 
YES / NO

7. Does the team often complain or exhibit a lack of motivation? YES / NO

8. Do all team members routinely support other team members at critical times? YES / NO

9. Is there an active training program where the team trains together? YES / NO

10. Is the team leader properly trained in teambuilding skills? YES / NO

11. Is the leader properly trained in the necessary technical skills? YES / NO

12. Are team meetings routinely conducted that the team members find interesting?          YES / NO

13. Do the team meetings include information and motivation? YES / NO

14. Is the communication between the team leader and the team effective? YES / NO

15. Is the communication between the various team members effective? YES / NO

16. Does the team leader and the team members feel well informed from higher command and expectations? YES / NO

17. Does your team cooperate well with other teams? YES / NO

18. Is the team facing the same types of problems today as they were 30 days ago?        YES / NO

19. Does the team openly and effectively deal with conflict? YES / NO

20. Is the team innovative in how it approaches a difficult task? YES / NO

21. Are team members recognized for their team contributions along with individual accomplishments? YES / NO

22. Has the team celebrated its efforts and success recently? YES / NO

 After the checklist questions have been answered, the more ‘No” answers you have, the more teambuilding has to be done in those particular areas. If your team leader answers do not correspond with those answers from the selected team members, it is a sign of a disconnect between the team leader and team members in those particular areas.

SURVIVAL SENSE




Pain is Your Friend

You body’s most natural danger signal is pain. Pain is always the precursor of something worse if you do not pay attention to it. The sore heel you are experiencing is the message a debilitating blister can occur at anytime. Tender skin may indicate the initial stages of sunburn. A lingering feeling of thirst is the sign your body needs water, and if you ignore the sign dehydration is next. That throbbing headache is telling you to stop what you are doing immediately, because your brain cannot take what you are doing for much longer. Do not try to be tough and ignore the minor discomforts. Listen to what your body is telling you early, before it becomes too late. If you pay attention to the small pains, you will likely prevent much greater suffering. You are the only one who can recognize and interpret your pains. There is no one who can do it for you. If you allow a simple pain to progress to impairment, it will be your team who will have to suffer with you while getting you to safety. Listen to what your body is trying to tell you, it is on your side.

POINT OF CARE




Creating Stress Through Impatience

 As emergency responders, patience is not an expected virtue. Emergency responders routinely want things to happen quickly so what they are doing will have a positive impact on the situation. Demonstrating impatience while working as Incident Command Staff can cause you to waste energy worrying about how slow things are changing instead of directing that energy to desirable changes. Or, it can cause you to lose control with bursts of anger, temper, and blame on others. For in the field responders, a lack of patience can be demonstrated by ignoring all positive gains you and your team have made, only to concentrate on what has not been accomplished. Or, it can cost you your ability to reinforce levels of success attained by your team, discouraging yourself and the team from further effort. In all emergency services activities, impatience can lead to mistakes and jeopardize the health and safety of yourself, your team, or the victims you are there to support.

There is nothing good associated with impatience. Impatience is manifested in the following feelings, all of which lead to stress:

· Irritation

· Agitation

· Frustration

· Resentment

· Anxiousness

· Misdirected

· Tense

· Over stressed

· Nervous

· Ill tempered

· Over responsive

In order to increase your level of patience to avoid the associated stress, you need to do the following:

· Take each moment as an exciting challenge and as a chance to learn from it

· Accept the reality you are going to need time, effort and energy to deal with all situations

· Do not dwell on past mistakes or failings

· Do not worry about how you will act in the future

· Break large goals down into shorter and achievable objectives

· Be systematic in your planning of activities

· Accept the fact you are not perfect

· Everyone else around you has the same weaknesses and struggles you do

· Let go of anxieties

· Work the problem, not the worry

Impatience is not an inbred characteristic, because patience is a learned function!

MISSION READY



Communications Limitations During an Emergency Response

The initial communications infrastructure for any disaster is usually simple and well practiced. Unfortunately as an incident escalates, there will likely be an increase in personnel, command resources, and technology deployed on-scene. While such an increase in support is welcome by any Incident Commander, the effective use of these resources are difficult to coordinate unless there is an effective communications plan to follow. A good Communications Director must have a complete understanding of such events and a solid, well tried and routinely trained communications plan to support any escalating incident to support the ‘operations’. A good Communications Director needs to have a communications plan to counter-act the limitations of emergency communications during a large-scale disaster. Here are some of the lessons learned for emergency communications planning:

· Routine training can improve standard radio use practices. But, the more intense and stressful the incident, the more the emotion of the emergency responders (and Incident Command Staff) can handicap routinely trained for communications.

· During critical situations, an increase in radio usage and volume of radio traffic can greatly hinder a communications network not normally set-up for such an event.

· As an incident grows in scope, there will be an increase in radio operators who will remain talkative as they would in routine, non-critical situations. They will have no sense of urgency to listen as high as the urgency they feel to talk.

· Conversely, as the incident grows in scope, there will be radio operators who will become dysfunctional and cannot relay valuable information, except in very clipped, short, and sometimes unintelligible verbiage.

· As an incident grows, the need and speed of information the Incident Commander must obtain will be inversely related to the speed in which the information can be collected and transmitted. 

Special Note: There is an inverse relationship of time between incident command staff and the on-scene commander: 5 minutes waiting at mission base is an eternity, while those same 5 minutes needed to accurately gather and send the information from on-scene is but a brief moment.

· In a collective analysis of data from several government sponsored routine training exercises, it was determined nearly 20% of all radio traffic time was lost to inefficiencies:

· ~5% lost to radio traffic, which needed to be repeated

· ~12% lost to unacknowledged receipt of messages (65% of those received not acknowledged by Incident Commander)

· ~3% lost to questionable use of radio air-time (i.e. redundant or questionable information being relayed)

Special Note: These inefficiencies can be expected to double with a critical situation. 

· The more intense the situation becomes on-scene, the more clipped, emotional, and ineffective bits of information are broadcast back to the Incident Commander.

· When on-scene responders expressed vocal excitement, there is a distinct rise in pitch and verbal pace. The mission base communications staff can calm responders with controlled voice inflection, whereas telling responders to “remain calm” has the opposite effect.

· Transmissions of information with preface key words such as “urgent”, “priority”, or “emergency” traffic received greater attention than continued talk which was unacknowledged or unsolicited, even if there is urgency in the pitch and verbal pace in the message.

· During a disaster response, a relatively small number of responding units dominated a majority of the airtime, often with non-critical matters, while many units said nothing.

· Incident Commanders in an effort to preempt use of the radio frequencies with summaries of information to responding units in the field, trying to anticipate questions before they were asked, produced a disproportionate number of repetitious and unnecessary radio traffic in response to clarify the information provided.

Special Note: Incident Commanders or Communications Directors should not do that.

It was found the use of timed milestone updates gave the most effective communications set-up, with responding field units radioing back to base at set times with status information. But, also Incident Commanders sending out updated information to the responding units at set times was essential for effectiveness. Set-time communications of updated information to support agencies at distant emergency operations centers was also considered effective.  

The assumption failed communications are strictly related to technical issues is not right. Although failure in technology places a significant role, communications plans should shift focus to procedural and human factors, rather than networking more radios. There is a greater need now to modify procedures and behaviors in daily use and retrain emergency responders in optimal radio operation procedures. The focus should be to prioritize reporting information that has a direct impact on the safety of victims, communicating differently in frequency overload situations, and in reporting changes in status for broad command and control by the Incident Commander. 

Editor’s Comment: As in all procedures presented in this section, the above represents a point of view as a ‘best practice’ as summarized from an article written by Ronald P. Timmons, ‘Homeland Security Affairs, Vol. III, No. 1- (February 2007) It is up to the reader to determine if the procedure should or should not be used in their operations. At the very least, an inexperienced crew and/or team can benefit from trying them out.

GOING FROM GOOD TO GREAT


A Leadership Recipe for Success

From the heroic pages of World War II comes a leadership lesson for team leaders in emergency services. There is nothing more closely related to unpredictable emergency situations than those experienced by a field commander leading troops on the front line in battle. From the memoirs of Major Dick Winters of the 2nd Battalion, 506th Parachute Infantry Regiment, 101st Division is a self-described “recipe for success” for leadership.  Major Dick Winters (USA-ret) received national attention through the book by Stephen Ambrose, ‘Band of Brothers’ (and subsequent HBO movie by the same title), which described the actions of Easy Company of the 2nd Battalion in the European theater of World War II. His popularity in military circles as a distinguished speaker on leadership is still at a high point more than 60 years after the end of World War II.

Here is what Major Dick Winters would like to pass on from his experiences to the next generation of leaders:

· Every emergency situation is different and requires a leader to be flexible in adapting his or her leadership style to specific circumstances required to complete a mission.

· A leader should strive to be an individual of flawless character, technical competence, and moral courage.

· Those entrusted to lead must study his or her profession to become totally proficient.

· Leaders must be highly visible, if for no other reason than to share the hardships of the troops.

· Careful preparation and anticipation of potential problems you may encounter helps to overcome obstacles in your way. Don’t wait until the problem happens then make up your mind on what you should do. Try to anticipate every possible contingency.

· Remain humble. You get more done when you do not worry about who gets credit. Never let power or authority go to your head.

· Self-reflect on the implications of a decision before taking action. But, do not waste too much time before making the decision. You have to look at yourself in the mirror each night and ask yourself if you did your best.

· You cannot do a good job if you don’t have a chance to use your imagination and creativity. Part of the creativity is delegating responsibility to your subordinates and letting them do their job.

· Develop and nourish teamwork. Know what to expect from each member of your team. Be fair in setting realistic goals and expectations, then lead by example.

· Lead from the front, say, “follow me”, and then lead the way. You can’t make sound decisions unless you are at the point of attack.

· True satisfaction comes from getting the job done. The key is to earn respect- not because of rank or position, but because you are a leader of character.

· Hang tough, keep going, and never give up.

DID YOU KNOW?

Training Your Brain

It is common knowledge exercise will prevent muscle loss, and with time will improve your body’s overall fitness. The same can be said for your brain. Recent theories of brain development indicate cognitive exercise can improve the flow of blood to your brain. All it takes is a few moments per day to train your brain. The control tower for your brain is the ‘prefrontal cortex’, which determines how you use stored knowledge in practical situations. The prefrontal region of the brain maintains the foundation of communication, creativity, memory, and self-control. Research has shown reading out loud and performing simple math calculations quickly are excellent tools for training your brain. It is now becoming evident that video games can make a person more skilled and better coordinated, with evidence that ‘gamers’ are developing peripheral vision and concentration levels to rival top athletes.

If you do not have access to or a desire for video games, there are other ways to ‘exercise’ your brain. Continually challenging yourself by learning new skills is important. An active brain produces new connections between nerve cells, which allow cells to communicate with one another. This helps the brain store more readily available information for quick retrieval.

Here are some easy challenges without the need of a video game, which can help you maintain your memory longer as you age:

· Play Scrabble or Boggle

· Complete crossword puzzles, sudoku, or other word and number games

· Interact with others and continually expand your social contacts

· Start a hobby that involves physical or mental activity

· Learn a foreign language

· Take up crafts which involve hand-eye coordination

· Volunteer

· Read

· Stay informed about current events

WORDS OF WISDOM- Coffee Cup Leadership Advice from the Military Pros 

A problem talked out is a problem half-solved.

When the battle begins, the time to prepare is past.

Things turn out best for the soldier who makes things turn out.

Remember to toss your carbine over your shoulder before you mount up. Sitting on it is painful. (from an old U.S. Cavalry saying)

FAMOUS QUOTES

It appears we have appointed our worst generals to command forces, and our most gifted and brilliant to edit newspapers! In fact, I discovered by reading newspapers that these editor/geniuses plainly saw all my strategic defects from the start, yet failed to inform me until it was too late. Accordingly, I'm readily willing to yield my command to these obviously
superior intellects, and I'll, in turn, do my best for the Cause by writing editorials - after the fact.

(General Robert E. Lee in 1863)

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-Jun-2007. Please have information you would like to be considered in that issue to my attention no later than 01-Jun-2007.

