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Communicating Expectations to Prevent Disappointments

As a leader, how often do you have expectations for your team to solve basic problems or complete a task and end up being disappointed? If and when that happens, do you as a leader confront the team regarding his, her or their less than acceptable behavior? Before you as a leader of substantial qualifications address such disappointing behavior in a failed expectation, ask yourself what you may have done to contribute to the situation. In most cases you will find expectations unachieved are usually caused by unclear communications. Expectations not clearly communicated can be a cascade of major disappointment. Unspoken expectations lead to expectations unmet, which lead to disappointment. Disappointment can lead to dissatisfaction, which can lead to negative consequences such as decreased commitment. Decreased commitment can lead to failure. When expectations are clearly communicated and achieved, teams are generally more successful as compared to those teams with expectations unrealized. 

Expectations are the key elements of attitude, behavior, motivation, and success. With so much on the line to prevent disappointment and possible failure, you need to communicate expectations clearly and often. You as a leader need to inform your team how they fit into the big picture, and how their commitment will affect that picture. Follow these steps in communicating your expectations:

· Clearly communicate what is expected from the effort or task

· Speak openly with honesty and all due passion

· Your team does not have to agree with you, but they need to understand you

· Explain what needs to happen to be successful

· Ask your team what they want or need to succeed

· Understand the difference between an expectation and a promise, they are not the same

After your team has completed their commitment to you following your well-communicated expectations, offer feedback in the behavior and actions the team used. Positively reinforce the things they did right, not the things they did not do well. If there are negatives, instead of bringing them up have the team discuss them openly on their own terms. During this part of the feedback, always reinforce the positives. The team has a right to openly express their frustrations. 

If you can clearly present your expectations, you will be meeting your team’s expectations of you as a leader and they will likely remain committed to become engaged in the big picture.

FORTY SECOND BOYD

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

When we fail to match word and deed, we create a flaw in our system providing our opponent a mismatch they can exploit. That mismatch can generate uncertainty and mistrust and entropy. When entropy is generated in your system, you undermine yourself and the enemy merely has to take advantage of your own self-inflicted weakness.

ALCYONEUS NOW



Predicting the Number of Medical Injuries in a Disaster

In disaster response services, there is a primary and secondary function. The primary function is the health and welfare of the victims from that disaster. The secondary function is the repair to the infrastructure needed to support those victims and the rest of the people within the community.

With the health and welfare of victims first and foremost in a responder’s focus, it is important to understand the potential medical conditions of those victims. In a study of incidents from 1975 through 2005, there are statistics of various ‘incidents’ stating the number of fatalities as compared to the number injured.

· Earthquakes
3,239 deaths
45,928 injured
(7.1% fatality rate)

· Tornadoes
866 deaths
11,488 injured
(7.0% fatality rate)

· Tsunami
250,400 deaths*
3,379,200 injured * 
(6.9% fatality rate)

· Terrorist Attacks (bomb-related)  2,514 deaths
27,038 injured
(8.5% fatality rate)


*     The number of deaths and injured are close estimations from available reports from the tsunami stricken areas. 

The total number of victims in the above documented incidents over the past 30 years totaled 3,720,673, with a fatality rate of 6.9%. Although, there is a higher fatality rate in terrorist attacks (bomb-related), it appears the fatality rates of all the above incidents to be in the 7% range. Of equal interest in this is the disposition of the various injuries. Further investigation of the types of injuries found consistent percentages of three categories of injuries. If the injuries were divided into the categories of major injuries (requiring hospital critical care), minor injuries (requiring hospital treatment), and first-aid (ambulatory care), the injuries from the incidents above were in the following percentages:

· Deaths
7%

· Major injuries
21%

· Minor injuries
29%

· First-Aid injuries
43%

In 1969, Industrial Hygienist F. E. Bird documented 1,753,498 industrial accidents from 297 companies. He discovered a pyramidal relationship of the number of accidents to the number of documented deaths. In a further study conducted from 1975 to 1985, he classified the accidents in each of four categories: Danger, Risk, Incident, and Accident (Injury). He found for every Accident (Catastrophic Injury or Death) there were 10 incidents (Non-catastrophic Injury), 60 close calls (no injuries) and 300 dangers (reported situation of imminent risk). The proportional accidents have been called “Bird’s Pyramid” with the ratio of 1:10:60:300, as the number of catastrophic injuries/deaths to reported dangerous situations. 

From the numbers above, ‘Bird’s Pyramid’ could be used in a way to predict the proportion of injuries as compared to fatalities in a natural/man-made disaster. If this proportion were to be used based the above disaster information, the ratio of fatalities to injuries would be; 1:3:4:6

· For every fatality, there would be 3 major injuries

· For every fatality, there would be 4 minor injuries

· For every fatality, there would be 6 first-aid/ambulatory concerns

The above represents data from medical facilities, and it is estimated the number of minor injuries and/or first-aid/ambulatory cases could be significantly higher with victims choosing not to report to a hospital for treatment, selecting instead self-care at home or were treated by first-responders on site. Realistically, the ratio presented by Bird of 1:10:60:300 could be possible in the aftermath of a large-scale disaster. From an emergency preparedness perspective, steps should be taken to support the community health care facilities in how they would deal with such injuries. With the medical facility focus primarily on the most critically injured, the number of minor injuries/first-aid victims could quickly over-whelm the system.

CARRYING THE FIRE




Achieving Great Customer Service

Like it or not, we in emergency services provide a service to a customer and our operations are to be run like a business. With a creed of providing a quality service and customer satisfaction, we must develop plans to meet the needs of our customers and ultimately the needs of the communities we serve.

When we create our plans for developing procedures, techniques, and systems for Homeland Security, there are three service-values that need to be considered. How well our operations are developed relating to the value the customer needs and receives could directly affect our work in disaster relief. 

· Strategic Value- Determine how our plans and operations fit into the strategic needs of the customer. Providing a wilderness search and rescue plan to a customer who’s strategic goal is to mitigate the effects of a flood or tornado to a community, does not meet the strategic value of the customer.

In order to meet the strategic value of the customer, investigate the customer’s goals of service. If we cannot understand and meet some of those same goals with our operations, a quality service the customer will use cannot be provided. Find a direct way for that customer to save time, effort and money. If we can do that, we will become a valued service organization to them.

· Tactical Value- Once our operations meet their strategic value, promote and provide a tactical value to the customer. If the customer and our operations share a strategic valued plan of disaster relief, but their tactical valued need is the shelter and care of displaced victims, it does the customer no good to for us to provide a tactical value aerial videography operation.

In order to meet the tactical value of the customer, we need to provide a service that they desperately need while still supporting their strategic value. We need to provide a professional service that we do better than anybody else, along with an ease of accessing our services. Our tactical operations must be perceived as a very valued and necessary element to the customer’s operations.

· Action Value- When given the opportunity to provide our service, we need to do it as professionally and successfully as possible, with all due urgency. If our requested tactical valued operation is providing aerial and ground damage assessment, it does not represent an action value if we delay in providing the service, complete only half the assigned tasks, or tell the client our equipment is not functioning properly after we have made a commitment.
In order to meet the tactical value of the customer, provide a rapid response with crews and teams that are aware of the critical nature of the service request. The response must be completed professionally, proactively, with total accountability for the actions taken. No less than superior performance is acceptable with each requested task.

Valued Service in Emergency Services: An Example

· Strategic Value- To provide rapid response services in the form of air, ground, mission support, and communications supporting disaster relief for our communities in the aftermath of a terrorist attack or natural disaster. The strategic effects from such a disaster will include the following:

· Damage to man-made structures

· Disruption of utility services

· Loss of housing

· Disruption of transportation systems

· Mass casualties

· Loss of internal and external communications capabilities

· Tactical Value- To provide rapid response teams in the form of air, ground, mission support, and communications to assist in mitigating the aftermath of a terrorist attack or natural disaster. The tactical plans of action will include the following:

· Aerial and ground damage assessment of damaged housing and industrial tracts

· Aerial damage assessment of transportation and utility systems

· Assist in the shelter management of displaced victims of the disaster

· Assist in the mass feeding of displaced victims of the disaster

· Assist in the re-routing of traffic around devastated areas

· Assist in the evacuation of residential areas subject to hazardous plumes

· Assist personnel at blood donation centers

· Assist in the transport of blood and blood products from collection centers to medical centers

· Assist in the control of vehicle parking at medical centers

· Assist the medical personnel at triage centers

· Establish communications capabilities at medical centers, command centers, and emergency response teams

· Assist in the critical incident stress management of victims and responders

· Action Value- To provide rapid response teams in the form of air, ground, mission support, and communications that work efficiently and effectively within an Incident Command System. Those crews and teams to perform their tasks professionally, and proactively assisting wherever possible to help victims of the disaster, within the confines of regulations, common sense, and the law. Emergency responders will provide the most qualified personnel possible who will accept accountability for their actions. 

CREW’S CONTROL




Failure Through Hubris

Hubris is an exaggerated self-confidence or overbearing pride, often resulting in fatal retribution. In Greek mythology hubris against the gods is often attributed as a character flaw of the heroes, and the cause of their destruction. Failure can usually be traced back to a lapse in judgment or analysis. A lapse in either can lead to accidents or develop into operational failures leading to serious accidents. According to Professor Matthew Hayward of the University of Colorado (Author of the book, ‘Ego Check’), when confidence and self-assurance are left unchecked, hubris can take over. Ego driven self-assurance turns into false confidence. It is the false confidence, which causes the lapse and leads to accidents or operational failure.

Professor Hayward’s research separates false confidence into four causes:

1. Getting too full of themselves- when people have excessive pride they can develop contrived views of whom they are and they believe they are invincible. This encourages them to push the boundaries of what could be done and should be done.

2. Getting their own way- excessive pride can lead to people single-handedly taking on problems, decisions, or actions, which should be made within an entrusted group. Rarely can an individual determine the best decision or action without discussing counter-points with others equally informed.

3. Kidding themselves about their own situation- an ego driven individual often will not see the difficulty or seriousness of the situation they are in. They fail to seek out or listen to accurate feedback, particularly if it does not match their sense of the situation and how they perceive the outcome. 

4. Discounting the need to manage tomorrow today- when self-assured people act, they never know if they are acting accurately or falsely. As such, they seldom anticipate the consequences ahead of time, to be prepared for when their ego-driven decisions or actions fail.

The following is how Professor Hayward recommends how the bad effects of hubris can be fought off to remain operationally sound and safe:

1. Stop believing too much what you are reading in our ‘press clippings’. Rely more on the reality of what you actually know, what you do not know, what you can do, what you cannot do, what your real strengths are, and what weaknesses need to be monitored.

2. Do not be afraid to ask for a contrary opinion and listen to what is being said, no matter how different it is from your view. Evaluate all information equally on the merits of the information and give it weight in your decisions or actions.

3. Never be afraid to ask for help, particularly if the situation is bleak. Multiple minds on the same problem are likely going to determine the best solution. You may give up on the speed of the decision, but the quality of the decision will likely be better.

4. Always establish a full range of potential problems, probable consequences, and possible solutions before you jump into any situation. Be prepared to act on them when they arise.

The final recommendation from Professor Hayward is to stop allowing your ego to drive you to failure. 

THE ACE FACTOR




Leadership Under Pressure

Within any organization, the leaders of that organization at any level of responsibility will experience pressure. There are two forms of pressure an organization will face; external and internal. ‘External pressure’ can come from customer demands, competition, or it can be regulatory with government guidelines and requirements. ‘Internal pressure’ can be from the top-down (down pressure), or from the bottom-up (up pressure). ‘Down pressure’ can be from higher command, or an immediate supervisor. ‘Up pressure’ can be from team members seeking clarity or demanding attention to special needs. ‘Up pressure’ can also be with the leader’s personal life from family responsibilities. When ‘external pressure’ meets ‘internal pressure’ and/or ‘down pressure’ meets ‘up pressure’, a leader will reach what is referred to as a ‘flash point’. If all four forces are at work, the leader can face an explosive situation.

A leader will always be under some form of pressure, so the presence or absence of pressure will not determine success or failure. A great leader needs to know how to handle the pressure. There are four steps to handling a pressure situation:

1. Identify the source of the greatest pressure, and determine if it is external, internal, down, up, personal or professional.

2. Since pressure has its greatest effect as a flash point working against another pressure, find out where the greatest pressure is and what other pressure is causing the most friction.

3. Identify the driving force of the greatest pressure and the resistant force of the pressure creating the most friction. Behind each pressure there is usually a single responsible person who can have an effect on relieving undue pressure.

4.  Inform each driving force what effect he/she is having on the other and try to reach an accord with creative problem-solving to remove the friction.

SURVIVAL SENSE




Mastering Survival

Survival is making do with the minimum….getting by with next to nothing. Out of Camp Mackall, the U.S. Army Special Forces SERE (Survival, Evasion, Resistance and Escape) program are fourteen rules for survival.

Rule1- Use the emotions of the moment as a positive motivational force to keep going.

Rule 2- If you dwell on the negative you can become depressed, paralyzed, and indecisive.

Rule 3- Keep working to improve your situation, even if it is with small successes.

Rule 4- Master your emotions and learn what you have inside that will pull you through.

Rule 5- Your priorities will vary depending on your situation, so keep them simple.

Rule 6- You should drink a small amount of water every hour to replenish your fluids.

Rule 7- Your options are usually between something bad and something worse- pick the one that supports your priorities no matter how bad it seems.

Rule 8- All the things you need to survive you can get from fire- it is the ultimate life saver.

Rule 9- You can always make things better for yourself.

Rule 10- All around you, you will find the supplies and tools you will need to live off the land.

Rule 11- Survival requires mental toughness, practiced technique, and a creative imagination.

Rule 12- You will never be 100% prepared for every situation.

Rule 13- There is nothing unusual about survival because it is nothing more than what our ancestors did every day of their lives 200 years ago.

Rule 14- The mentally strong will survive.

POINT OF CARE




Stress Reduction Tips

According to stress management expert, Dr. David Posen (MD), managing stress is more related to managing life style:

1. Take control of your life and do things you can do for yourself (like going off coffee).

2. Set a routine eating pattern and maintain it, eating slowly and in a relaxed manner. Poor eating habits can cause physical and mental symptoms often sending a person to check with a physician.

3. Ensure an eight-hour sleep every night, going to bed early if you have to. When you are at a point of waking up without an alarm, you are getting the correct amount of sleep.

4. Pace yourself throughout your day, taking a mental break every two hours. Coffee drinkers do it for a coffee break, and smokers do it for a cigarette break, so why not people seeking calm mental health?

5. People today work an average of four hours more per week than people did twenty years ago. Try to make more time for leisure activities outside of the environment you normally work in.

Dr. Posen states you should manage your stress and make life style changes in order to make inherent physical benefits. With such life style changes you can have a sense of control over your life and enhance your self-esteem. With enhanced self-esteem you will be a more productive and less stressful person.

MISSION READY




River Search and Reconnaissance Procedures

In the spring, following considerable rainfall, rivers have the tendency to flood. During a flood there may be a need to conduct aerial scanning of the flooded riverbanks for a number of reasons: flood damage, flood stage over-flow and boating accidents. There is some basic information about a flooded river, which is important to know for an aerial reconnaissance for a boating accident:

· The more water a river has in it, the faster the flow. The faster the current flow, the more debris that will be washed into the flow from the riverbanks. The more debris washed into the river from the banks, the more likely the possibility of a boating accident along the bank.

· The fastest and deepest water of a river (called the channel) is usually along the banks. Boats tend to stay in the deepest and fastest part of the river (the channel).

· Most boating accidents occur close to the riverbank. It is important to get the best observation view of the riverbanks from an aircraft.

· The average width of a river is between 50-400 meters (160-1300 feet). Most navigable rivers by motorboats are 150-300 meters (480-980 feet) in width.

· Most rivers have tree branches or vegetation hanging over the banks, obscuring overhead view from the air.

· The ideal search scanning range from an altitude of 1000 feet AGL, is 400-800 meters (1300-2600 feet). 

The most inefficient position of a search aircraft for a boating accident would be flying directly over the river, not allowing the on-board observers and scanners to scan under the over-hanging trees and vegetation along the river bank.

The ideal observation view (from an altitude of 1000 feet AGL), of a riverbank where most of the accidents occur is from a distance of 1000 - 2000 feet offset from the bank being scanned. This would offer an observation angle of 30-45 degree from the aerial platform to the bank, which is ideal for scanning without interference from trees and vegetation. That would mean the aircraft would be flying more directly over the opposite bank of the riverbank being searched for the best possible observation view angle, instead of over the middle of the river where the observers would not get a very good view of the riverbanks.

Procedure:

· Start at a point along the river flying in a direction so the right side of the aircraft is facing the river. (It is preferred the first leg of the flight has the front and back right-side observers facing the side of the river with shadows from the trees and vegetation)

· The pilot in command should set up a 1000-2000 foot tracking away from the river bank being scanned, parallel with the flow and bends of the river

· Fly at 1000 feet AGL along the river for a selected time period of time between 5-7 minutes in one direction. After the time is up, cross over the river and fly back down the other side of the river for the same time period (This allows the right-side observers to view both banks of the river during this time)

· After the return flight for the selected period of time, cross over the river again and fly back up the original side for double the selected period of time (10-14 minutes) of the first leg.

· At the end of that time, cross back over the river and repeat the process.

· When the river grid search has been completed, fly back down the river on the opposite side of the river from the starting point. This will ensure each bank of the river is scanned twice during the sortie.

Editor’s Comment: As in all procedures presented in this section, the above represents a point of view as a ‘best practice’ of many good practices. 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


Resonant Leadership

Recent corporate scandals have indicated a need for better understanding of leadership: who their leader is, and full disclosure about their leader’s activities. People in any organization at any level are demanding their leaders to be resonant. They want leaders they can trust and relate to. Followers in any organization increasingly expect their leaders to act with integrity, relate to them and understand their concerns, adapt to change, while still moving their organization forward. All too often an organization has a leader who feels the follower’s pain, but does nothing about it. There are other leaders who believe that no change is good, and change only brings out the potential for error. No change, no error, and as long as they can survive without making an error this is a good thing for the organization. A third group of leaders are in it for the honor and recognition, and will move the organization in any direction as long as the leader benefits along the way.

What is needed in today’s leader is resonance. A resonant leader will tune into his or her values, priorities, sense of meaning and goals to lead with integrity and authenticity. A resonant leader will do it in a way that tunes it into the follower’s sense of values, priority, meanings and goals. Resonant leadership creates a climate where you can articulate a shared mission that moves people in a positive direction. This positivity will free the best in people.

Resonant Leadership Behaviors:

· Acting as an emotional shock absorber for follower’s concerns

· Openly explain how to handle major disruptions to the organization and what the consequences will be

· Controlling emotions and remaining calm in the face of adversity

· Willing to engage in dialogue to address concerns and explain your thinking

· Demonstrating an understanding of other’s concerns and transparently addressing them

The opposite side of resonance is dissonance. Dissonance is the dark side of resonance, and a dissonant leader can range from an abusive tyrant to a manipulative sociopath. Dissonant leadership throughout history has been in the form demagogues and dictators who have used (abused) their leadership position to deplorable ends. Dissonant leaders do not care how people feel. They just want to get the job done no matter what, and if the leader comes out for the better, then that is good. Dissonant leaders pressure people, they create fear as a motivator with their sole motivation being what they can personally gain from the exchange. They will do things that will make followers angry, and act as though it does not matter because they are after all the leader. According to Pulitzer-prize winning author Daniel Goleman the data is very strong in showing that if your take two leaders (one resonant and one dissonant), the resonant leader will always do better than the dissonant leader by a wide margin.

Is Your ‘Boss’ Dissonant? (A short quiz adapted from ‘Fast Company’ Magazine, July 2005)

If you work for a ‘boss’ you suspect is dissonant, or report through an ‘administrative weenie’ that seems to interfere with your effort within the organization, take this short quiz to determine the level of dissonance. For each question, score two points for every ‘yes’, one point for every ‘maybe or sometimes’, and zero points for ‘no’. 

1. Is the person entertaining, persuasive, but a little bit too smooth and slick? Does the person pass him or herself off as an expert, even though does not know much about the topic? Does the person tell interesting, but unlikely stories celebrating his or her past? 
Score _____

2. Does the person fail to accept responsibility for his or her own actions? Is there always an excuse, or an indication of blame pointing to others for what has happened? 
Score _____

3. Does the person have an elevated sense of self-worth? Is the person arrogant, superior, and/or domineering? Does the person act as though everything revolves around him or her? Does he or she downplay personal setbacks or problems, usually blaming others? Score_____

4. Does the person use his or her skill at lying to cheat or manipulate other people in his or her quest for personal benefit? Is the person a con artist or master manipulator? Does the person sometimes get caught in dishonest schemes? 

Score _____
5. Does the person seemed detached, particularly when someone near is involved in a devastating situation? Are there brief dramatic displays of emotion that seem to be apparent theatrical events for effect? Does the person claim to be your friend, but rarely or never asks about the details of your life or emotional state?

Score _____

6. When others are harmed or face considerable disappointment due to his or her actions, is there any sense of remorse? Does this person say he or she feels bad, but acts as though he or she really does not? Does he or she blame others for what has transpired to cause the harm or disappointment? 

Score _____

7. Does this person seem to be callous and lacking in empathy? Is this person profoundly selfish in talking about what he or she has gained or deserves? Does he or she cruelly mock others (particularly not in their presence)? Is this person verbally abusive to others? Does this person show contempt for others not gaining recognition for good effort, particularly if this person already did?

Score _____

8. Has this person re-invented his or her own past in a more positive light? Does this person weasel out of apparent lies? Do you often suspect a lack of total truth or a lack of total disclosure when this person tells you something or asks you to do something? 

Score _____

Total Score= _________

If your ‘boss’ or ‘administrative weenie’ scores:

1-4 Be frustrated

5-7 Be cautious

8-12 Be afraid

13-16
Be very afraid

Coping With Dissonance (Tips from Martha Stout, author of ‘The Sociopath Next Door’)

1. Suspect outrageous flattery that does not seem sincere. It is usually an attempt to draw you into a snare. If you feel your ego is being massaged, be careful.

2. Take titles with a grain of salt.  Just because someone is older, holds a higher position, or has more awards/recognition, it does not mean his/her moral character is better.

3. Always question authority when it conflicts with your own sense of right and wrong.

4. Never agree to help a person conceal his or her suspicious activities in the organization.

5. Never confuse fear with respect.

6. If you cannot deal with the dissonant ‘boss’, you may have to leave for your own health.

DID YOU KNOW?

Sore Muscle Solutions

It is not uncommon for emergency services workers to develop sore muscles during the course of a response, if not muscles strains, joint sprains, and lower-back pains. According to the American Medical Society for Sports Medicine, try these tried and true tips:

· Apply ice (or a bag a of frozen vegetables) to the soreness area for 15-20 minutes at a time, several times a day allowing a few hours between treatments. Continue the treatment until swelling and the pain subsides.

· For muscle strains (i.e. lower-back), use the ice application method for the first couple of days, then experiment with moist heat and/or ice to see what works best.

· For joint sprains (ankles), stick with the ice application method without switching to heat.

· If the pain is associated with the inflammation of ligaments and tendons, use sonic heat periodically as you would the ice treatments until the pain subsides.

· No matter which treatment you choose, always place a towel between the skin and the source of cold or heat to avoid frostbite or burns.

· If you have significant swelling, or if the pain persists for more than three or four days, seek medical attention as soon as possible through your medical doctor.

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

Never give an order that cannot be obeyed.

Leaders need to be able to change and re-invent themselves. Leaders must be ready to adapt, to move, to forget yesterday, to focus on today and think about tomorrow.

If out numbered, out gunned, and your back is to the wall, don’t screw around, develop a quick plan and go for it. If it doesn’t work, try something else. Just keep working at it.

A new horse can make the most seasoned veteran trooper look like a tenderfoot. (from an old U.S. Cavalry saying)

FAMOUS QUOTES

Leadership and learning are indispensable to each other, (US President John F. Kennedy)

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

