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Adaptive Leadership

Adaptation is an instinctive characteristic for survival. Adaptive leadership is a very active form of leadership where the leader is expected to adapt to and safely overcome any situation. Adaptive leadership is how you effectively influence others during the situations you encounter. In everything we do, whether it is in emergency services, business, or in school, the environment today is anything but static. The pace is faster, and much more dynamic than it was 10 years ago. The level of technology is expanding faster than our comprehension, and the scope of our responsibilities is broadening. Adaptive leadership is an active form of leadership that will allow us to adjust to any situation. When circumstances or situations are unchanging and become predicatively static, the role of leader turns into that of a resource manager. Resource management then is a concern for maintaining efficiency and effectiveness. When that happens the resource management leader is underdeveloped in commitment, creativity, influence, and potential.

Adaptive Leadership (AL) Compared to Resource Management (RM)

· RM
Attention is focused on activities

· AL
Attention if focused on value added outcomes

· RM
Expectations are narrow and rigid

· AL
Expectations are fluid to match the situation

· RM
Authority is confined and communicated by higher command

· AL
Authority is open to match the circumstances and approved by higher command

· RM
Sortie assignments are oriented toward control and what people cannot do

· AL
Sortie assignments encourage people to openly think and safely respond

· RM
Responsibility is based on age and rank

· AL
Responsibility is based on abilities and reliance

· RM
Efficiency and predictability are sought and reinforced

· AL
Achievement, innovation, and outcomes are sought and rewarded

· RM
Turf guarding prevails, with success a competition

· AL
Cooperation is highly regarded in value and easy to gained

· RM
Information is kept close

· AL
Information is widely disseminated to facilitate accomplishment and opportunity

· RM
Strict obedience to the leader is fostered to the point that it stifles initiative

· AL
Values such as cooperation and responsiveness are highly regarded

Characteristics of Adaptive Leaders

· Think and act to exert strategic influence on their environment

· Foresee opportunities, remaining proactive with coordinating necessary resources

· Employ a style that enables them to be personally more flexible and adaptive

· Entertain diverse and divergent views (when possible) before making major decisions

· Can admit they are wrong and later change or abandon non-productive courses of action

· Remain observant and astute students of their environment (situational awareness)

· Generate creative options for action

· Expand their team’s capacity for learning and adapting to technology

· Stay knowledgeable of what they may encounter during a mission response

· Are willing to experiment, taking risks that will enhance success, while remaining safe

· Strive to improve their personal openness to new ideas

· Encourage innovation from within the ranks of his or her team

None of what is mentioned above is new in leadership. What is new is we are in a time in emergency services where we will need to more readily adapt to a dynamic situation, than has been our more traditional emergency services past responses.

ALCYONEUS NOW



Aviation Security Begins at Home

Aviation security begins with our own fleet of aircraft and how secure we make them:

· When not being used, lock the airplane’s doors, even if it is behind the locked doors of a hangar.

· Use the prescribed auxiliary locks (ex. throttle locks) provided by CAP-USAF as a third deterrent.

· Wherever you fly to, ensure when you land and leave the aircraft unattended, you have at least two forms of deterrent for someone to gain unauthorized access 
· Know where your keys (airplane, hangar, and auxiliary locks) are at all times, and if possible have them on separate key chains to make it as difficult as possible for someone to gain access to the airplane.

Here is what to look for to keep airports safe *:

· Pilot’s who appear under the control of someone else.

· Anyone trying to access an aircraft through force, without keys.

· Anyone who seems unfamiliar with aviation procedures trying to check out an airplane.

· Anyone who misuses aviation ‘buzz words’, or seems all too eager to use them.

· People or groups who seem determined to keep to themselves.

· Any group of people unbeknownst to you at your airport who work to avoid contact with you or other airport tenants.

· Anyone who appears to be just loitering, with no specific reason for being there.

· Any out-of-the-ordinary videotaping of aircraft or hangars.

· Aircraft with unusual or obviously unauthorized modifications.

· Obvious dangerous cargo being loaded into an airplane.

· Anything that strikes you as wrong, and causes an instinctive reaction.

Never approach someone you fear may be committing a criminal act with an airplane. Make notes, such as appearance, clothing, car license plate, type of aircraft and tail number. Or, take a picture, but keep your distance if the situation has the potential to become hostile.


* Adapted from the AOPA’s Airport Watch Instructions

Reporting what you find:

· If you cannot safely contact the closest and appropriate authorities without exposing yourself to risk, leave the field and go to a place where you can safely call.

National Response Center:
1-866-GA-SECURE (1-866-427-32873)

Local Emergency Response;
9 – 1 – 1

· Be specific in details whenever you report something of this nature to authorities. Details carry weight.

THE ACE FACTOR




The Corporate Bully: The Anti-Ace

In corporate society, it is estimated that one in thirty people (male or female) is considered a ‘corporate bully’. The Civil Air Patrol is a non-profit corporation, so it seems possible that our organization has its share of the people who share the ‘corporate bully’ behavior patterns.

“Most organizations have a corporate bully. It never ceases to amaze me how one person’s divisive, disordered, dysfunctional behavior can permeate the entire organization like a cancer.”

“Those who can, do. Those who can’t bully.”

· Author Tim Fields, ‘The Field Foundation for Unlimited Success and Empowerment’

Who does the following profile describe in your organization?

A corporate bully:

· Is a convincing and practiced liar, and when called to account will spontaneously make up anything to fit their needs at the moment.

· Is vile, vicious and vindictive in private, but innocent and charming in front of witnesses or authority.

· Excels at deception.

· Uses excessive charm, and is always plausible and convincing to peers or superiors.

· Is glib, shallow and superficial, but there is no substance.

· Is possessed by an exceptional verbal facility to out maneuver people in verbal interaction.

· Relies on regurgitation of information from others to superiors, but makes it sound as if the information was his or hers totally.

· Cannot be trusted or relied upon to complete a task without considerable help.

· Fails to fulfill commitments.

· Is skilled in being able to anticipate what people want to hear and is more than willing to use the right buzz words to say it.

· Is self-opinionated, displaying arrogance, audacity, and a sense of entitlement.

·  Refuses to be specific and never gives a clear or straight answer when cornered.

· Undermines and destroys anyone who he or she perceives to be as a potential threat.

· Is adept at creating conflict between those who would otherwise have incriminating information about him or her.

· Is quick to discredit and neutralize anyone who can talk knowledgeably about anything they do not know.

· Is likely to pursue a vindictive vendetta against anyone who dares to hold them accountable.

· Is highly manipulative

· Is very good at poisoning people’s minds by manipulating perceptions.

· When called upon to share exacting information they know little about, but have verbalized plenty, they will respond with impatience, irritability and aggression.

· Is more than willing to take because they feel entitled, but never a giver unless they too can gain from it.

· Often will claim fraudulent qualifications, experience or affiliations, which are ambiguous, misleading or bogus.

· Will constantly impose on others a false sense of reality made up of distortion and fabrication.

· Is likely to spend time and effort when engaged in attention-seeking activities or evasion of accountability, but will never be seen extending effort that will not garner attention.

· Demonstrates a deep-seated contempt for clients in contrast to his or her professed compassion.

· If challenged on a lack of success will readily have blame prepared as to someone else being responsible or the set of circumstance beyond his or her control.

· Appears and sounds to be intelligent, but often performs poorly in academic or professional roles.

· Is unable to maintain confidentiality, often breaching it with misrepresentation, distortion and fabrication.

· Is drawn to positions  of power, but will soon abuse that power.

· Will use gossip, backstabbing or the spread of rumors to undermine, discredit and isolate others.

· Often keeps false accusations and allegations of others alive, in order to keep his or her own actions covered.

· Demonstrates poor language and social skills, is unimaginative, lacking creativity and innovation.

· Acts out of gratification and self-interest only, often using and hiding behind a person of authority.

· Will often use false praise in front of authority for the benefit of witnesses (particularly the authority).

· Is financially irresponsible and often has a bad credit rating.

· Is quick to blame others.

CARRYING THE FIRE




Customer Relationship Management- The New CRM

Like it or not, our emergency services mission within the Civil Air Patrol is customer-driven. Customer Relationship Management (the other CRM) is the knowledge of what to do, how, when and where to do it to provide the best service possible for the customer. Our purpose within emergency services it to provide a service that will enable us to attract, serve, and retain customers. In the past the traditional approach to customer relations has been to align the organization from top to bottom with ‘sales’. “Here is our product, you must use us because we are the best deal around”, is no longer the future of marketing. Today, and for the foreseeable future, CRM will require an ability to know the customer’s current needs, combine that knowledge with information gained in the relationship, and predict the customer’s future needs. 

Building Customer Relationship Management Systems:

· Provide the customer access to all information they need to make valued decisions

· Analyze every customer, collecting significant data to design a total customer profile 

· After assessing the customer’s needs, assess and identify the feasible, the non-feasible, and write up a plan for the customer that includes the likely, the probable, and the possible

· Match the offered services with the customer’s needs

· Whatever you deliver, ensure it works 100% of the time

· Analyze the customer’s reactions to the provided service

All of this means listening to and learning from the customer, establishing a relationship based on asking the customer what is needed, and applying technical assets to meet those needs. This may mean individualized marketing to customers based on the uniqueness of their needs and our organization abilities to provide a reliable service.

· Listen to the customer

· Learn from the customer

· Strategize with the customer

POINT OF CARE


Evacuation- Stay or Go

In any evacuation effort facing the anticipated destructive power of a large-scale disaster such as a hurricane, wildfire, or flooding, there will be a certain number of people who will refuse to evacuate, choosing instead to shelter in place. Why do some people remain in their homes facing a major disaster, while others readily evacuate? According to Dr. Joseph C. Napoli, a specialist in disaster psychiatry with the College of Physicians and Surgeons of Columbia University, these people have varied justifications that can over-ride their fear of disaster:

· Some will not have the transportation means to leave

· Some allow themselves to believe they can handle the destructive nature of the situation

· Some will wait too long and the avenues for evacuation will be shut-down

· Some will tire of previous evacuations with no destruction and adopt the ‘cry wolf’ stance

· Some will stay because it gives them the only sense of control against nature

· Some will stay for fear of losing everything and they need to protect their possessions

· Some cannot force themselves to disrupt the safe comfort zone of their home by leaving

· Some will stay as a means of demonstrating a heroic stance and their bravery

· Some will have a false sense of security because they had stayed in previous/similar disasters and survived, believing it is not that bad

In most cases, evacuation from a community to a safe haven is a strong recommendation by the local government unless there is an enforced mandatory evacuation. It is estimated that between 28-40% of residents of a community will refuse to evacuate their homes during a recommended evacuation. If the evacuation is declared as mandatory, it has been determined between 10-12% of residents will refuse the declaration and will have to be forcibly removed from their property to a safe haven. Of those who remain and shelter in place, it is estimated that 5-10% will lose their lives when the projected disaster hits the area and their community.

CREW’S CONTROL




How to Competently Manage Risk

Everything we do in life involves risks. From driving our vehicles through traffic to crossing a street as a pedestrian, there is risk involved. In emergency services we face substantially more risks due to the unknown nature of operations. Risk assessment goes on in everything we do on a continual basis. For those things that are routine in nature, the risk assessment is in the form of experience. Studies have indicated in several venues that most accidents, incidents, and operational errors happen to inexperienced or poorly trained individuals. The causes of these occurrences usually fall into three categories:

· Unknowing- failed to comprehend the situation and potential risk

· Untrained- was not trained to deal with the situation and potential risk

· Poor Judgment- did not apply the correct procedures to deal with the situation and risk

The difference with those who experienced fewer accidents, incidents, or operational errors: increased knowledge and experience when facing the unknown

Some researchers compare this to military combat, where the inexperienced replacement troop is more likely to become a casualty, than a veteran with more experience. The number and seriousness of accidents, incidents, and operational errors decreased as the level of knowledge and experience increased. 

However, these studies also indicate an increase in accidents, incidents, and operational errors began to increase with those individuals with significant experience. Those occurrences that were unexpected according to the hypothesis that experience and knowledge lessens accidents, were classified into three more categories:

· Over Confidence- failed to respect the critical nature of the situation

· Stagnated Training- assumed the situation could be controlled within scope of current level of training

· Cut Corners for Efficiency- ignored or forgot emergency procedures

The difference with those who experienced more accidents, incidents, or operational errors: the experience edge was lost


According to the researchers, it appeared that people reach an operational peak performance over a period of time, but for various reasons seem to lose or lessen their risk assessment abilities. The researchers have projected two hypotheses:

· It is thought that prior to peaking in risk assessment abilities, the inexperienced person requires significant mentoring, training and monitored development to learn how to make valued judgment decisions. Over that time frame of mentoring, training, and monitoring, the number of accidents, incidents, or operational errors would decrease as the experience and knowledge level increased.

· It is thought that following a peak in risk assessment abilities, the experienced person stopped learning, feeling that he or she has learned it all and there was no further knowledge to gain or experience they could not handle. With this mental picture of ‘I know it and have experienced it all’, also comes an increase in accidents, incidents, or operational errors as knowledge and experience reached a plateau.

From these hypotheses came the idea that the experienced person requires periodic advanced and significant training to challenge the level of experience. There is also an implied need to have a quality assessment of technique to ensure a high level of performance.

The bottom line in this for increasing risk assessment abilities to decrease accidents, incidents, and operational errors, is to improve the assessment of a person’s qualifications and ‘experience’. No longer should the oldest and most experienced operational member be assumed to be the best and beyond evaluation. The idea is that we in operations always strive for a higher standard of performance by gaining more information and allow our ‘experience’ to be evaluated by someone better.

There are some easy steps to attain risk assessment abilities to maintain safe operations:

· Learn as much as you can about your response activity, and as much as you can from an experienced mentor.

· Prepare for the long haul taking advantage of practice activity to gain appropriate experience. Experience as much of the ‘unknown’ as possible under the careful guidance of a mentor, before the real event requires you to be experienced when you are alone.

· Train like you are preparing for the real thing. Ensure the elements of any exercise activity include a varying combination of realistic scenarios.

· Learn to expect the unexpected and adapt to a rapidly changing situation. Practice situational awareness and develop options for every possible scenario to expand your comfort zone.

SURVIVAL SENSE




How to Start a Fire with a Flashlight

(Note: Before you get too excited about this, it is important to know the additional material you need will be a section of fine steel wool and prepared, dry tinder.) Prepare your tinder for fire. Pull a fresh D Cell battery out of your flashlight. Get a section of very fine steel wool and roll it into an elongated shape with the center portion fatter than the ends. In the fat center portion gently pull apart the steel wool so there is only a fine mesh. Touch one end to the top of the battery and the other end to the bottom. The current will make the fine mesh center glow hot, then burn. When this happens, touch your tinder and you have made flashlight fire.

FORTY SECOND BOYD

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

A strong common outlook between superiors and subordinates establishes mutual trust. This reduces the need for continuous supervision and therefore diminishes micro-management. Strong trust encourages delegation and reduces the amount of information and tactical direction processed at the strategic level. With less information to process and a greater focus on strategic issues, the strategic decision cycle accelerates and the need for rules and regulations diminishes, creating a more fluid whole.

MISSION READY




The Psychology of Victims in Disaster Response

The effects of a natural or man-made disaster can be devastating in the number of people it can touch or in the size of the affected area. Large-scale disasters like hurricanes, earthquakes, floods, wildfires, tsunamis, tornados, and blizzards can cripple the psyche of the victims just as readily as it can cause physical harm. It is important to note disasters small in scale regarding the number of people or size of the affected area can be just as crippling to the victims physically or psychologically, as those in a larger scale disaster. To victims of disasters (large or small), it is always up close and personal.  

Victim psychology begins with noted Psychologist Abraham Maslow in his 1934 postulated five-layer ‘hierarchy of needs’ that are common to all people. Our approach to helping victims of a disaster, depends on how the disaster affects the five levels of need, so a quick understanding of ‘Maslow’s Hierarchy of Needs’ is important:

· Level 1- Basic Physiological Needs (food, water, shelter, clothing)

· Level 2- Security (safety, order, stability) 

· Level 3- Belonging (relationships)

· Level 4- Social (esteem, status, achievement)

· Level 5- Self Actualization (fulfillment, personal growth)

The personal development of humans begins by establishing each level of need, with the first and foremost level the physiological needs of food, water, shelter, and clothing. When a person has those needs fulfilled, the next level is sought: security. Security is established when order and stability are achieved, and the person feels safe within his or her comfort zone. With well established physiological and security levels, a person then establishes relationships as a sense of belonging, followed closely by level four: social status, achievement and esteem. Lastly with the first four levels ingrained in the person, the final need of self-actualization is sought where the person must experience personal growth to feel fulfilled.

When a disaster occurs, it removes the special needs of the person in reverse order, depending on the scale of the event. Small-scale disasters may only remove level 5, or 4 and 5 with most victims. Whereas the aftermath of a Iarge-scale disaster may have the capacity to remove levels 5 to 3, 5 to 2, or 5 to 1 from the victims. It is difficult to feel a need for ‘personal fulfillment and growth’, when the person may have just escaped with his or her life. The need for or ‘reflection on social status and achievement’ will mean little to people who have lost their home, or suffered an injury. It is important for emergency first responders to be prepared to focus on the first three levels, with an understanding that various support agencies will be available later to help the victims re-establish levels four and five. A victim will not feel the second level need for security, until the first level of physiological needs is met. That same victim will not feel the third level need for relationships and belonging, until the second level need of security has been satisfied. It may seem the higher the level, the less significant the need following the disaster. But, if the victim feels the level of need, due to the trauma they have gone through their requirements to fill that level may be greatly intensified no matter how high up in the hierarchy. 

This is where the first responders need to be prepared to fulfill the needs of victims starting with level one (physiological/medical needs). The victims of a disaster are likely to need some form of food, water, clothing, shelter, and medical care. If a response team is going from house to house to check on survivors, the following is important to have on hand for distribution:

· Pure water in sealed bottles 

· Sealed ‘high energy’ food 

· Blankets 

· Contact with medical units and pharmacies

· Evacuation and sheltering instructions

If the victims do not have any physiological/medical needs, their attention will be focused on their security and safety needs. The victims will want to know what is happening, what they need to do to help others or how they can get back a sense of ‘normalcy’ in their lives as quickly as possible. They will want to know if they are now safe, the situation is secure, what can be done to move forward quickly to get their lives back in order, or what ‘help’ is coming and when will it arrive. Response teams must be prepared with the following to help the victims fill this need:

· Active communications

· Information on the disaster response

· Evacuation and sheltering instructions

· Contact information for support agencies

· Comforting assurances that there is a coordinated response on its way to help

If the victims do not have any physiological or safety/security needs, they will likely have a focus on the need for belonging and relationships. Victims at this level (if they have been isolated from others), may suffer from a serious social disconnect. They will want to know what is happening, what the status of close friends/family is, how they can make contact with friends/family, and with equal intensity how they can get word out to others they are ‘okay’. A response team must be prepared for how intense this need can be, and have an active mechanism for the relay of information to a central point for contact with the ‘outside world’. At the very least, the requests for relaying or transmitting contact information must be honored with thorough written documentation to be given to proper authorities later for follow through.

An emergency response to a disaster involves contact with many victims in various states of trauma-induced stress. The likely interaction between first responders and victims will be based on a situational combination of victims without food, water, and medicines, homes damaged or destroyed, social routines totally disrupted, family members missing, victims with no income or material possessions, and no vision of the future. Any first responder-victim relationship based on a combination of the above will likely be based on stressful resistance. The first responder must realize the victims have been disconnected from their comfort zone, no longer in control of their situation, fear great loss, and can be consumed by total despair and doom.

The answer for the first responder is to dress and act the professional, providing as much as possible to fill Maslow’s first three levels of needs as the first step in recovery, while maintaining a positive mental, yet sympathetic attitude.

GOING FROM GOOD TO GREAT


Volunteers in Missions for America

About 99.5% of the people involved with the Civil Air Patrol are unpaid, professional volunteers. One of the main concerns in expectations for our ‘Missions for America’ is not in only in obtaining the necessary equipment and training, but also how do we work with such a large voluntary force. To adequately understand the how, we need to look at the why volunteers volunteer. 

Studies have shown that adults volunteer for a combination of one or more of the following reasons:

· Issue Oriented- volunteering to make difference with a personal or public concern.

· Activity Oriented- volunteering because an activity blends in well with the volunteer’s interests.

· Social Interaction- volunteering to participate in an enjoyable activity for social contact and interest.

· Opportunity- volunteering as a means to work on a project to increase skills and experience, or to make a professional connection.

· Personal Recognition- volunteering as a way to be noticed and gain the recognition they normally would not receive in their day-to-day activities.

The key elements in all of this are volunteers needing to feel they are excelling at something unique and interesting, with associated appreciation and recognition. Volunteers want to feel apart of something important, and making a difference.

DID YOU KNOW?

Locating Critical Items in the Dark

For those items you need to find in the dark (especially flashlights) within the confines of an airplane cockpit or vehicle cab, mark the items with ‘see-in-the-dark’ tape so they can be easily located at night.

CHECK IT OUT!

Recommended Book:

‘An End to Evil- How to Win the War on Terror’, by David Frum and Richard Perle, 2003

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

Decision-making is important, that is why God invented sortie commanders (or First Sergeants).

If stumbling into a fight, it's better to first power back and carefully evaluate the situation before jumping in with guns ablazing.

If that is all the information you have, that is what you use.

Be sure your right foot is on solid ground before you place your left foot in the stirrup. (from an old U.S. Cavalry saying)

FAMOUS QUOTES

The day your troops stop bringing their problems to you, is the day you stop being their leader. (Gen. Colin Powell, USA- Former Chairman of the U.S. Joint Chiefs of Staff))

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-Dec-2005. Please have information you would like to be considered in that issue to my attention no later than 01-Dec-2005.













