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c. relevant skills, abilities and expenence which may have been
developed through agency training or Iife expenenca:;
team members' job preferences; and

e.  any restricions that may mpact on the team's ability to do the
Jjob

The team member may voluntesr addiional information, but the team
leader should be conscious of the indvidual's nght to privacy

ENCOURAGE TEAM MEMBERS

Leaders who pick the nght people for the nght job will maximise
individual and team success Leaders will bwild commitment by drawing
on therr knowledge of each individual to best fit them to succeed. This
means the leader will give people jobs that the feader knows they can
do well to further develop therr skills and knowledge There are four
elements to encouraging team members

a. Empowerment—Empowering people by delegating authorty as
well as responsibiity implies trust on the part of the leader,
improves individual performance, fosters ownership and increases
commitment,

b. Foster Individual Participation—Leaders need to ensure that all
members of the team are given the opporunity to participate
Often, quieter people may have excellent ideas or may ba expert
in a particufar area but will not come forward. Leaders should
identify these people and encourage their contribution.

¢.  Acknowledgmeni—Meaningful, approprate acknowledgment will
encourage continued good performance. The leader should be
ready to praise when a job is done well This may be just a quiet
word to the individual or a public acknowledgment of that
individual or the team's contribution

d Redirection—A good leader will concentrate on improving
performance and correcting poor procedures through redirection
and coaching, and never resort to abuse or public gnficism. In
providing redirection, the leader 1s giving feedback to the individual
or team ¢n their performance.

TRAIN TEAM MEMBERS

Leaders must ensure individual team members are franed to perform
tasks that will contribute to the team goals. Well-trained team members
will be an example to others and provide a positive role model. Leaders
should encourage individuals to seek new skills and give them the
opportunity to acquire those skills A good leader will identify and
develop additional leaders from well-trained membears of the team. A
key responsibility of leaders 1s to develop team members as possible
SUCCESSOIS.
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CARE FOR INDIVIDUALS

It 15 essential that the team leader provides for the physical and
psychological well being of members of the team. Leaders In
emergency management should consider the following

a.  Physical well-being ncluding:
(1) appropriate safety measures,
(2) adequate rest;
(3) adequate nutrition; and
(4) shelter and warmth
b Psychological well-being including:

(1) accepting and managing team members’ concerns about
family and friends who may be involved,

(2) resolving conflict within the team,
(3) managing stress including crincal incident stress, and

(4) managing the stresses of boredom, false alarms and
cancelled callouts.

ADAPT LEADERSHIP STYLE

5.33

5.34

5.35

Leadership style is the pattern of behaviour which is used by the leader
when influencing team members. There are an infimte number of
leadership styles No single leadership style suits all occasions. Leaders
need to adapt their style to meet the varying demands of the task, the
team and therr people as individuals A style which 15 appropriate for
dealing with one task may be inappropriate for dealing with ancther. For
example, the style of leadership used to evacuate a building under
threat will be more directive and urgent than that used when the same
building 1s being evacuated as a tnal to test a new procedure

Similarly, a style which works for one indwidual may not work for
another. A new team member might need a more directive style of
leadership which includes close supervision, whereas an expenenced
team member can be expected to respond much better to a less
directive approach with minimal supervision. Indeed, a leadership style
which is effective with one individual for a particular task may be
ineffective for the same individual with a different task For example, a
team member who lacks confidence in one part of their job will require
a more supportive leadership style than they need for a part of their job
in which they are confident of their ability.

To be able to adapt their style, leaders need tc understand the
elements of leadership style and how they may be applied. Leadership
style 1s the mixture of direction and support given to the team member.
The amount of direction and support is determined by the team
member's competence and confidence. and influenced by the
urgency and critical nature of the task.



5.36

5.37

5.38

5.39

DIRECTION AND SUFPPORT

a. Team leaders provide direction when they specify how a task Is
to be completed, tell an individual or the team what to do. where
o do i, when to do it, how o do it and supervise closely.

b. Team leaders provide support when they praise team members,
listen to them, encourage their ideas, nvolve the team in planning,
provide a reason why and delegate responsibility

c Team leaders can vary the balance between diraction and support
to meet the circumstances To do this they will assess the team
members’ level of confidence and competence and the critical or
urgent nature of the task

COMPETENCE AND CONFIDENCE

Team members will have different levels of competence and confidence
in completing a given task. Good leam leaders know that direction 1s
needed for pecple with low competence (they need to be told what to
do and how to do it) Fhey will also know that people who can do the
|ob do not need much direction.

When people are not sure of themselves, the good leader provides
support. Support builds confidence and 1s needed whenever team
members’ confidence or motivation 15 low The wise leader understands
that everyone needs some support at some time.

URGENCY OR CRITICAL NATURE OF THE TASK

Two environmental factors that will influence the leader’s style are the
degree of urgency and the critical nature of the task Wherever a task I1s
urgent or crtical (or both), the leader's style will often become more
directive, Team members should understand the need for increased
direction under these circumstances

SUMMARY

5.40

Leaders should vary ther ieadership style as follows:

a. Direction may need to increase as the task becomes more urgent
or more critical.

b. Personnel with limited skills will usually need a more directive
style.

c.  Direction will normally decrease as the individual becomes more
competent

d Support should increase when an individual lacks confidence, and
conversely decrease as an individual becomes increasingly
confident
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SMEAC BRIEFING

The SMEAGC briefing 1s a proven method of relaying instructions to a team
Leaders should use the formar as a checklist 1o make sure they cover all points In
communicating to their team.

SITUATION

This section of the briefing should contain accurate information about what has
happened, and what the situation 1s now, and why the team is involvad. The
bristing officer will give an overview of the resources available (personnel and
time) plus any relevant inteligence, information and assumptions

MISSION

This section of the briefing provides a concise, single purpose statement of the
overall outcome (or mission) to be achieved by the operation.

EXECUTION

This section of the briefing provides detailed information about how the mission will
be accomplished and must include the who, what, how, when, and where of the
task to be carned out by the team. There may ba a general cutline, followed by
specific details for sub-teams.

ADMINISTRATION/LOGISTICS

This section of the briefing contains all the information needed for the
administrative and logistic support of the task.

COMMAND, CONTROL, AND COMMUNICATIONS (C%)

This section of the briefing provides information about the C® arrangements for the
task. Even a short, informal briefing should include essential elements of command
structure and communications arrangements.

A conclusion or summary can reinforce key points. The briefing should always
include an opportunity for questions
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THE APPRECIATION PROCESS

The appreciation process I1s a simple method of problem solving which 1s effective
in rascue situations It involves the logical assessment of the situation and results
in the formation of a workable plan.

The appreciation process consists of five basic steps:

1.

RECONNAISSANCE

It is essential that every member of a rescue team be trained in rescue
reconnaissance, as In many mnstances the team leader may be
responsible for a number of tasks and personnel deployed must be
capable of conducting reconnaissance and of reporting observations
back to the leader All sources of information such as relatives,
neighbours, Police officers etc, should be exploited to obtain information
regarding casualties, damage and likely hazards.

The team leader's reconnaissance should be aimed at an accurate
assessment of:

a the number and location of casualties,

b  dangerous situations such as gas, electricity, overhanging walls,
unsafe structural components, anything else which may endanger
rescue personnel or survivors;

access to the casualties or task;
the extent and type of the damage;
available resources, both personnel and equipment; and

-~ D a o

the time the task would take with available resources.

STATEMENT OF THE AIM

The aim (or objective) will define the problem which has to be resolved
and will state what is intended to be achieved during the peried under
consideration. Several things may have to be done simultaneously but
there must not be more than one aim The aim must be clear, definite
andhatéainable and should be expressed in positive steps. A typical aim
might be:

‘TO EVACUATE THE TOWN OF HARVEY'

Note that this is a simple statement without any ‘frlis’ or double
meaning.

At this time, any bmitations which have a direct effect on the aim should
also be identified



THE FACTORS

Factors are points relevant to the problem which has to be solved,
Some factors which may have to be considered in an operational
situation are:

a. time and space,

b topography;

c weather,

d. avallable resources, both personneal and equipment;
e support requirements and availability,

f communications,

g. logistics, and

h.  prionty of tasks.

Each factor will lead to ong or more logical deduction, so that the
leader should be n a position to say: it this 15 the case—therefore. ..’
Factors in an appreciation may be set out as in the following example-

Factor: There is no drinking water in the search area.

Deduction:  Therefore, search teams must carry their own. |
must allow for resupply.

Each factor should be thoroughly examined and care should be taken
not to introduce irrelevant facts into the examination

COURSES OPEN

All possible courses that will attain the aim and that are practical must
be considered in the 'Courses Open’ segment Only facts dealt with in
'Factors’ should be considered and no new material should be
introduced at this stage.

Deciding Upon a Solution

At this stage a choice must be made from one of the possible solutions
thrown up by the appreciation process.

If more than one workabie solution is produced and the best course is
not obvious, the following cnteria should be applied to each:

a.  Risk: Which solution carries the greater risk factor In its execution,
or the consequence of falura?

b.  Simplicity. Which is the simplest plan?

Time: If urgency is a factor, which plan can be completed n the
shortest time?

d Economy. In the terms of resources, which solution imposes the
least demand?

Hawving decided upon a solution, there is now a need to prepare a plan
and promulgate this in the form of orders or instructions



5. THE OUTLINE PLAN

The outhne plan will result from the choice of the best course open.
That 15, it will be the solution to the problem with the most important
advantages and the least important disadvantages The plan must be
simple, and it must relate directly to the aim When completed, the plan
should be checked agamst the following test questions:

a

~ o aeo T
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CONCLUSION

Is the reasoning sound?

Is it set out in logical order?

Is everything in it relevant to the problem?
Has anything relevant been left out?

Is 1t free of uncertainties and ambiguities?

Is it accurate? (posttions, timwings and so omn)
Has the aim been kept n mind throughout?
Can the plan achieve the aim?

The appreciation process affords good practice in logical thought and sound
reasoning. Whather written or not, it must never be allowed to become a
theoretical process that will not stand up to the realities of operations, It should be
a flexible means for the rapid, orderly and practical consideration of the factors and
deductions afiecting the solution to a problem.
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SECTION THREE—MULTI-TEAM LEADERSHIP

CHAPTER SIX
LEADERSHIP ACTIONS IN A MULTI-TEAM
ENVIRONMENT
INTRODUCTION
6.01 Leadears will most often begin their leadership experience by leading a

6.02

6.03

6.04

6.05

small team. It is here that they will start to enhance their existing skills
and develop new skills by working with people They will experience
success and failure, and the good leader will learn from those
expenanceas. As they contmnue to develop, they may be identified as a
person capable of leading larger teams and leading in a mult-team
environment This chapter descnbes how leading n a multi-team
environment differs from leading a single team, and will provide some
additional techniques that may be used.

Chapter Two presented a model for leading a single team. The model
suggested that leaders buitt upon foundations by developing leadership
skills and practising leadership actions This chapter extends those
leadership actions to meet the challenges of multi-team leadership.

In a multi-team environment, leaders can be responsible for more than
one team or group of people. They are often appointed for the duration
of a single event. They will be more concerned with contrel and
coordination tasks than they were as an individual team ieader, where
their focus was on command. The groups they lead may consist of tharr
own service’s teams, or teams from other agencies, or a combination of
both. Where teams from another agency are involved, they may be
working for the multi-team leader, but they will reman under the
command of their own agency, and are anly tasked by the multi-team
leader In this example, the leader has control, rather than command of
teams from the other agency

A multi-team environment can exist dunng normal work situations,
training or operations The basic leadership model remains the same
but there will be other factors which must be considered. These factors
and relevant leadership requirements will be discussed in this section.

The multi-team leader leads a team of leaders, each of whom will lead
their own team to perform individual tasks i support of the common
goal Those leaders will guide therr team In their own area of expertise
under direction of the muli-team leader who sets the overall am and
provides continued support Multi-team leaders will use the same
leadership actions as they do in leading an individual team: build the
team, focus the team, manage the task, support the individual, and
adapt leadership style There 1s a different emphasis, but the skiils are
the same.



BUILD THE TEAM

6.06

6.07

6.08

6.09

6.10

6.11

When dealing with an individual team, the team leader informed;
organised; traned; set standards and examples, and developed and
maintained disciphne, morale and team spirit. In a multi-team
environment, the emphasis in team bulding will shift toward informing,
organising and setting objectives and standards. A particular challenge
for multi-team ieaders is to achieve team building when they may never
meet face-to-face with other team leaders.

PROVIDE INFORMATION

Keep your team of leaders informed. The greatest challenge a feader
will face with a group of unfamiliar people s communication. Leaders
must first establish ther position and what they want from that group
Only after establishing communications will people start te feel
committed to the goal. From the outset, all communication must be
clear, consistent and complete

To enable the team leaders to get commitment from their individual
teams, the muiti-team leader must first provide sufficient information o
encourage team leaders to adopt the am. Each team leader must
understand the plan and therr team's part in it. The multi-team leader
should ask questions t© confirm understanding and invite team leaders
to seek clarfication where anything is uncleat.

In a multi-team environment, particufarly with teams from other
organisations, leaders must use words that everyone understands
Avoid jargon and acronyms wherever possible and check for
understanding

ORGANISE AND TRAIN

A muiti-team leader's main task is coordination of other team leaders.
To effectively coordinate those leaders, the multi-team leader will be
more concemed with organisation, than fraining. The only training a
multi-team leader may be able 10 denver 1s guidance in establishing
common operating systems and procedures, where required, for the
auration of that activity. Prior to operations, the responsibility for traing
n & multi-team envisonment rests with the agency, who should prepare
leaders and members of teams to operate in a multi-team environment

Orgamsing a number of team leaders 15 a challenge that will face every
multi-team leader. The challenge can be mat with effective delegation.
Delegation is the sensible division of work amongst those who are
competent to complete the task. Delegation 1s even more important
when leading a number of teams than it is when leading an individual
team. Multi-team leaders delegate entire tasks to teams and leave the
detall to the individual team leader to manage They will provide support
and guidance on request but, in effect, leave the job to the person
delegated.
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6.13

6.14

6.15

6.16

SET STANDARDS BY EXAMPLE

Where a number of teams who have not previously worked together are
combined in a multi-team environment it is important to have a common
set of minimum standards that will be maintained for the duration of the
activity. The role of the mutti-team leader 1s to establish the minimum
standards in consultation with the individual team leaders. In a farge
operation it may be prudent to establish a method of ensurning that
standards are being maintained

A good example set by an individual team leader will be a positive
influence on that one team. A good example set by a muli-team leader
wifl have a similarly positive influence over all the teams involved and
hence the entire activity. The multi-team leader should be decisive, give
clear directions when needed and provide a scurce of stability and
calm.

DEVELOP AND MAINTAIN DISCIPLINE

Individual team leaders are responsible for maintaining the discipline of
their teams, while the multi-team leader establishes a collectve
discipline within the multi-team environment. This 15 achieved by gaining
commitment to the shared objectives and standards

Mulii-team leaders must develop a strong sense of self-discipline to
help them make difficult decisions which, while contributing to the
overall aim, may disadvantage an individual team. This will sometimes
mean the multi-team leaders are seen as unpopular and demanding,
however, they will eamn respect by showing commitment to the overall
aim

MORALE AND TEAM SPIRIT

Just as individual team leaders should maintain high morale and team
spirit, the multiteam leader should build high morale and team spirit
amongst all the teams nvolved in the acuvity. They will do this by:

a. displaying confidence it indwidual team leaders,
providing information;

seeking appropriate advice and comment;
trusting indwidual team leaders; and

P oo o

ensuring open and constructive feedback.

FOCUS THE TEAM

6.17

Ingividual team leadership 1s primarly concerned with motivating
individuals. Multi-team leadership, while concerned with motivating
individuals, has a greater emphasis on motivating team leaders to
willingly achieve desired goals. A multi-team leader's goal 15 to focus
each of the individual team leaders on the overall task This is achieved
by establishing the overall aim, specifying team missions and
encouraging initiative
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6.19

6.20

ESTABLISH THE OVERALL AIM

in a muilti-team environmert, the leader must ensure that the goals of
each individual team are consistent with the overall aim. The muti-team
leader will check that the overall am is clearly understood by individual
team leaders. They will also ensure individual team leaders understand
how their team’s goals contribute to the ovearall aim

SPECIFY TEAM MISSIONS (TASKING)

Multi-teamn leaders should discuss with individual team leaders how
each eam’s mission will meet the overall am They may give a general
outline of how the mission will be achieved or this may be left up to the
ndividual team [eader.

ENCOURAGE INITIATIVE

A multi-team leader must rely on the skill and ability of individual team
leaders to complete therr tasks as they are best placed to decide how a
task will be completed The mult-team leader must show trust and
confidence in each indvidual leader's judgement. It 15 sensible to build
relationships with individual team leaders that encourage appropriate
use of initiative

MANAGE THE ACTIVITY

6.21

6.22

6.23

6.24

RESPONSIBILITY

The responsibility for completion of mdividual team tasks lies with the
individual team leader. The multi-team leader, however, is ulimately
responsible for successfully achieving the overall aim. Mult-team
leaders must plan how all the team’s tasks combine to meet the overall
aim, allot the tasks to teams accordingly, check the progress of
individual teams and revise plans as necessary.

The mult-team leader may be physicafly isolated from the activiues of
the teams Therefore, each team leader must know how far to go
before seeking guidance and support. In a mulii-team environment,
some team leaders may have a higher overall level of knowledge and
experience of their task than the muiti-team leader These team leaders
will be able to provide a better indication of the limitations of that task.
The multi-team leader should be ready to accept the information
provided by individual team teaders, determine what if any actions are
required and alter the plan as necessary.

PLAN

Multi-team teaders are required to coordinate the activities of a number
of teams, and the scale of the planning task increases with the number
of teams involved. Despite the fact that planning in a mult-team
environment will be a more demanding task than planning for a single
team, leaders should stick to the principle that simple plans are usually
the best plans.

The principles of planning remamn (what to do, where to do &, when to
do it, how to do if, who to do it}. Multi-team leaders must, however,
answer a new question - which team or agency is best placed to
complete the mission?
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6.26

6.27

ORGANISE

Organisation in a multi-team environment is an extension of the
problems of organising a single team Multi-team leaders need to liaise
to determine the resources avalable and their capabilities. This 15
critical when coordinating teams from other areas or agencies

a Managing Human Resources (Coordinating the People}

The multi-team leader must take into account the following human
resource issues.

(1) Number of personnel avalable—Are there encugh to do the

task”.
{2) Abilty of avallable personnel—are they able to do the task?
{3) Endurance—How long can they stay on the task?
(4) Relief personnel—Are they required, if so, when?

(5) Information and briefing—What do they need to know?
(8} Critical Incident Stress Management—Do they need it?
b. Managing Materiel Resources (Coordinating the ‘Things')

Materiel resources inciude equipment, vehicles and supplies
needed to achieve the overall aim. This may include task-relevant
items such as tarpaulins, radios or fuel, or personnel-relevant
items such as food and raincoats. The multi-team leader 1s
ultimately responsible to ensure that all avalable resources are
obtained and deployed as necessary, and in accordance with local
arrangements. Materiel 1ssues to consider include the following.

(1) Type of resource required—Ask the practitioner.

() Quantity required—Exercise managerial responsibility 1o
ensure economic use of resources.

(3) Availability—Local, commercial, and government resources.
{4) Funding—local regulations

5)

{8)

CHECK {MANAGING THE ACTIVITY}

In order to effectively manage the activity, multi-team leaders must,
wherever possible, establish themselves in a single location and remain
there for the duration of the task. Reconnaissance will normally be
allocated to individual team leaders. Multi-team leaders should open
and mantan lines of communications to individual team leaders and
establish a clear reporting process

——

Duration of requirement—Consumable or not.
Transport.

The multi-team leader will use the reporting process to monitor the
effectiveness and efficiency of the plan, thereby keeping a check on
prograss. They will give encouragement and explore alternative options
to meet the changing circumstances.
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REVISE

Where a number of teams are deployed, information is collected
centrally by the multi-team leader, who will continue to develop the ptan
to meet the changing circumstances. The multi-team leader must be
prepared to respond to information received and redirect individual team
leaders if required to meet the aim, The multi-deam leadar will have the
most up to date and complete understanding of the state of the activity.
The big picture, and any changes to the plan, should be communicated
to team leaders so they will know, and be able to explain to their team
members, what is happening.

SUPPORT TO TEAM LEADERS

6.29

in a multi-team environment, the multi-tearn leader supports the team
leaders. The multi-team leader provides this support by:

a.  appropriately using the information provided by team leaders;

b.  knowing the capabilities of teams and using them on appropriate
tasks;

c. empowering the team leader to respond to the situation on the
ground within the agreed limitations, while advising the multi-team
leader,

d.  meeting reasonable requesis where possible;

e. keeping the team leader informed and involved through active
communication;

f. rostering adequate rest periods in consultation with team leaders;

g. acknowledging team achievements and difficulties;

h.  monitoring the team leader's well being, including stress; and

managing effective liaison with the media, other agencies and the
public.

ADAPT LEADERSHIP STYLE

6.30

Multi-team leaders will continue to adapt leadership styles to meet the
changing situation and the nature of the teams within the group who
are allocated to the task. Multi-team leaders may have to liaise with
personnel from the Defence Force, other emergency services,
volunteers, industry, government representatives, contractors, the media
and deal with members of the public. This will require the full range of
leadership styles if the multiteam leader is to be sucecessiul.
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CHAPTER SEVEN

OTHER MULTI-TEAM LEADER CONSIDERATIONS
CONFLICT RESOLUTION

7.01

LIAISON

702

Conflict may be construclve or destructive The way in which the
conflict 15 resolved will determine how constructive it 1s Conflict is best
dealt with as soon as it 1s dentified. using open and honest two-way
communication to discover the nzeds and concerns of all the invoived
parties Conflicts which arise within the multi-team leader's area of
operations must be dealt with immediately f the task is to be
successfully completed Multi-team leaders will have the responsibility of
ensuring that any conflivls which occur botween the teams working
under their direction are constructively resolved by interservice
cooperation or executive decision making within the Ieader’s authority.

Limison 13 the process of communication between personnel irom
varigus agencigs 10 ensure that each organisation’s confribution 15
coordinated for the benefit of the whole activity. Liaison 1s essential in
any multi-team environment

TASK COMPLETION, REST PERIODS, HANDOVER

7.03

7.04

It 1s often difficult for multi-ieam leaders to take adeguate breaks and
rest periods because of the demands on their time and ther
commitment to the task Just as multi-team leaders guard the well-being
of teams by rostering ther work periods, they should inmate the same
routing for their own well-being and that ‘of the actvity Being &
muit-team ieadar in control of an activity imposes speciai stress. Good
leaders at any level will realise the danger of over-extending theur
period in authority and control, to the detriment of the actvity To
remain ellectve a multiteam leader should program regular breaks,
inctuding sleep periods away from the control centre.

ROSTER AND HANDOVER BRIEF

Part of the multi-team leader’s planning should include a rostered relief
of the multi-team leader position. Indeed, the tme will come when the
multi-team leader will reinquish control of the operation to another
agency or another person. At this tme the cutgoing multi-team leader
will have prepared a clear handover brief for the incoming multi-team
leader This brief will include an up to date report on the status of the
activity, also known as a situation repont (SITREP), and a description of
the operation of the activity control orgamsation, including personnel
rosters and checklists.



DEBRIEFING

7.05

7.06

7.07

There are two typas of debriefing for the multiteam leader to consider
The first is the operational debrief, the primary purpose of which 1s to
evaluate the activity and prepare for the next activity. The second type
of debriefing 1s critical incident stress debriefing which, when reguired,
must always be conducted separately from the operational debrief.

OPERATIONAL DEBRIEFS

The time for operational debriefs will be decided by the muiti-team
leader but should normally be as soon as possible after the activity.
The ‘whole of the activity’ debnef may be held in two stages, the first
immediately after task completion and the second some days after the
event to aliow collection of facts Uppermost in the mind of the
mult-team leader should be the need to mamtan accurate records of
events as they evolve This record will be used to form the basis of the
operational debrief and after-action report The purpose of the
operational debrief and after-action report is to

a evaluate the successes and shortcomings of the operation,

b identify the ways used to overcome problems as they occurred,
¢c.  ensure the record accurately reflects the timing of events,
d

amend operating procedurgs and plans to include the lessons
learnt from the activity;

indicate any training needs; and

™ @

indicate any resource needs.

CRITICAL INCIDENT STRESS DEBRIEFING

The need for critical incident stress debniefing or defusing should be
guided by the nature of the activity and the effect on the people
involved. Local policy will provide guidance on managing cribical incident
stress.

SUMMARY

7.08

Multi-team leadership 15 a challenging role, where effective,
well-developed interpersonal skills are demanded. The responsibilities of
multi-team leadership can be met by buiiding on the skills developed as
a leader of an individual team through training and experience.
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SECTION FOUR—LEADERS AS MANAGERS
CHAPTER EIGHT
TASK, ROLE AND ORGANISATION

INTRODUCTION

8.01

8.02

8.03

Readers of the previous chapters will have gained some insight into the
theory of leadership, leading an individual team and !eading a number
of teams. The remainder of the manual explores the changing role of
ihe leader as a manager.

Just as the individual team leader was identified as skilled enough to
act as a multi-team leader, the successful muiti-team leader is likely to
be appointed as a manager. Once this occurs, managers will be
challenged with a new form of jeadership. Much of what was leamnt in
developing their skills as leaders will continue to be used, however,
there has been a significant change to thair role. This and the following
chapters will introduce the concept of leaders as managsrs. For ease of
understanding, the term leader-manager is used to describe this role.

Leaders at all levels are managers in their own right. The
leader-manager, however, is the person appointed to the executive
level, where policy and final authority may rest. Therefore the
leader-manager's responsibilities and the expectations of the
organisation will be greater and require a different emphasis between
leadership and management skills.

DIFFERENCES BETWEEN LEADING A TEAM AND LEADING AS A
MANAGER :

8.04

§.05

Team leaders are task-focused and use task-relevant skills to achieve
their goals. Leader-managers, on the other hand, tend to use more
conceptual skills for problem solving, generating new ideas and
providing direction for the broader organisation. Therefore,
leader-managers will need to continue to build on their existing skills of
leadership to meet the challenges of the leader-manager role, whils
leader-manager will generally have the role of senior management but
this section will only address the leadership role, which is essential to
effectiveness as a senior executive officer.

This section will provide some tools to assist leader-managers to
develop essential leader-manager skills. 1t will not provide all the
answers. Individuals may use the basic concepts presented here to
further develop their own latent skiils which they have gained through
lifa's experience.



TASK AND ROLE

8.06

8.07

The leader-manager can be thought of as the ‘'manager once-removed’
This means that the leader-manager's role 15 1o provide direchon and
guidance to Jumor managers and leaders to complete their tasks, within
therr competence, and with minimum supervision. The key skill of the
leader-manager 15 the abilty to prowide junior managers within the
orgarusation with a focal point, a clear direction, and a reason to act

fn the longer-term, leader-managers should aim to maximise delegation
s0 they can focus on organisational leading by concentrating cn issues
which cannot be delegated Leader-managers should be aware that the
environment external to the organisation 1s always changing. They will
have to review any changes and be prepared to make further changes
to meet the challenges of the new environment The key tasks of
leader-managers are to provide the vision to focus the organisation, and
ensure that best practices are followed. Leader-managers should
remember therr obligation to lead by example and ensure that efiective
communication 1s mantained throughout the organisation.

ORGANISATIONAL STRUCTURE

8.08

8.09

One task of leader-managers is to establish an easily recognised,
agreed, organisational structure. This will provide members of the
orgamsation with clear guidelines on who does what, who is
responsible, and who can give direction or provide advice when
needed. This s often called the command framework. Structure also
provides individuals within the organisation with an identified position
within the group, a sense of belonging to the group, and a sense of
meaning and purpose as a member of the group.

Leader-managers will establish the structure to meet the organisation’s
goal. Structures need to be fluid because leader-managers, at times,
will give the inexperienced an opportunity to hone their skills, and may
accept a reduction in overall efficiency for the purpose of developing
junior managers Moreover, some tasks may require short-term
arrangements which draw together people from across an organisation.



SECTION FOUR—LEADERS AS MANAGERS
CHAPTER NINE
MANAGERIAL LEADERSHIP

INTRODUCTION

9.01

Managerial leadership is the method of combining people, processes
and procedures to complete the orgamsation’s work. Leader-managers
must be clear about therr own work before they can assign tasks, set
the context and provide guidance for nior leadars This will require
planning and programming and careful resource management

PLANNING AND PROGRAMMING

9.02

9.03

8.04

In order for members of an organisation to understand the dwvision of
wark and responsibilities, leader-managers must derive agreed plans
and program work In the emergancy management context,
leader-managars will develop strategies and programs in the areas of
training, organisational responsibilities and emergency planning

TRAINING PROGRAMS

Training 185 one way of addressing a deficiency in performance.
Leader-managers should appoint traming managers to assist tham n
definng performance deficits and developing a program to address
these The AEM Trairing Management provides guidance n developing
training programs.

ORGANISATIONAL PLANNING

The day-to-day work of any organisation must be continuously
monitored to ensure that it 1s contributing to the achievement of that
organisation's goals. Leader-managers will be monitoring work
processes, policies and practices to ensure that they are both efficient
and effective Organisations sometimes fall into the trap of dong
unnecessary work extremely well. Leader-managers will guard against
this tendency by checking that the work which 15 done needs to be
done. An important role for Isader-manager is to facilitate junior leaders’
development of their individual work Pians and policies. in this way
leader-managers ensure consistency of approach and conformity to the
organisation's vision.



5.05

806

9.07

EMERGENCY PLANNING

Leader-managers in emergency management will be involved in the
development of emergency plans at the appropriate level. This task
should be accepted as an immportant tocl to assist leader-managers in
the development of theirr own organisational planning Aciive
participation In emergency planning will assist leader-managers to
formulate the wision for thew organisation. Leader-managers will
represent their orgamisation n the development of emergency plans.
This will give them the opportunity to influence planning and ensure that
therr organisation’s skills, abilihes and roles are planned to be used
appropriately. Leader-managers will also hava the opportunity to
become aware of other agencies’ resources and the plans that will be
used in the event of an emergency. The mporance of actively and
positively participating in emergency planning cannot be over
emphasised.

RESQURCE MANAGEMENT

Emergency management organisations are required to meet ther
community service obligations within the lUmitations of available
resources. They will, in times of emergency, be able to access
additional resources and effective leader-managers will adopt plans to
identify the resources avadable in the local area and the means of
cbtaining those resources. Resources avadable to the leader-manager
include people, equipment, meney and time. The effective
leader-manager will develop plans for the acquisttion, improvement and
maintenance of these resources.

Commited, well-trained people are the key to successful operations.
Good l|eader-managers know that no matier how muech money,
equipment or time the organisation has available, If the organisation
does not have the right people, it will fail. Effective leader-managers will
not only concentrate on the development of the human resources within
the organisation, they will constantly seek ways to recrut, and retain
high guality people.



SECTION FOUR—LEADERS AS MANAGERS

CHAPTER TEN

OTHER ASPECTS OF LEADERSHIP AS A MANAGER
HANDLING DIFFICULT SITUATIONS

10.01

10.02

The difficult situations faced by team leaders and multi-team leaders
often revolve around solving cperational problems. The skills needed to
resolve these problems are generally practical, task-relevant skills.
Leader-managers, however, will be more often challenged by the
human element frequently found in difficult situations. At this level they
will need to employ the advanced interpersonal skills of negotiation,
mediation, conflict resolution, tact and diplomacy.

There is no magic formula that will enable leader-managers to acquire
these skills. Committed leader-managers will seek opportunities for
learning and developing their own interperscnal skills, It is beyond the
scope of this manual to attempt to address these issues in detalil.

DELEGATION AND EMPOWERMENT

10.03

10.04

VISION
10.05

Leader-managers are respensible for endorsing the appointments of
leaders in the organisation. Leader-managers will select and appoint the
right pecple for the job, and having made the appointment, empower
them to do the job within agreed boundaries and guidelines. To he
effective, leaders must have the authority of the position and the
support of the executive. They will be made accountable and should be
enabled to exercise their authority within the agreed limitations of the
organisational structure. This is leader-manager delegation and
ampowerment.

Leader-managers delegate in much the same way as other leadars.
The key element is that leader-managers will be providing more support
than direction. Leader-managers will be conscious of the need to
delegate using a consultative, rather than directive approach. For
example, the appointment of a training officer will involve delegation of
the responsibilities and authority of the position. Therefore, considerable
discussion will be needed to ensure that the vision of the
leader-manager is clearly understood and implemented.

Famous author and campalgner for vision-impaired people, Helen
Keller, once said:

‘The greatest tragedy to befall a person is to have sight but lack vision’

Much has been said about the importance of having a vision. The
vision provides excitement and motivation to accomplish something
special. It provides a focus, leading to greater productivity and improved



10.06

self-esteem. The vision is a cocmprehensive sense of where you are
going, how you plan to get there and what you will do when you arrive.
People who have vision are not afraid to fail. Vision is an important tcol
for understanding leadership.

An emergency management organisation’s vision is a short statement
which encompasses the collective thoughts and goals of the
organisation towards the ultimate aim. It is developed by consuitation
and open discussion with members of the organisation and with
consideration for the public whom they serve. The leader-manager has
the task of developing the vision. Sub-groups of an organisation must
ensure that their vision supports the organisation’s overall vision.

LEGISLATIVE OR ADMINISTRATIVE REQUIREMENTS

10.07

Leader-managers in emergency management operate within legislative
or other administrative frameworks. These will vary throughout the
nation and it is the responsibility of leader-managers to be thoroughly
familiar with all the relevant information that impacts on their activities.
Relevant acts and regulations can be found in the three tiers of
govemment, Federal, State and Local. Legislation will have an impact
on all areas of the organisation's operations, including heaith and
safety, finance, operational responsibilities and interaction of agencies
to name but a few. Leader-managers may refer to the headguarters of
their service for advice on, and access to, all relevant legislation.

REPORTING

10.08

Leader-managers in emérgency management have an important role in
the management of information. A critical component of managing
information is the production and distribution of reports both upwards to
more senior managers, laterally to peers and downwards to members of
their own team. Depending on local legislative requirements and
operating procedures, there may be a statutory need for reports on any
number of different aspects of the leader-managers’ responsibilities.
Effective leader-managers will, therefore, take every opportunity to
develop their skills to ensure that reports are timely, accurate, concise
and complete. An accurate, timely and well-written report will ensure
better understanding, and may support any requests for additional
funding or assistance required by the arganisation.

MEETINGS

10.09

Meetings are a key area in which team members interact. Qften
meetings are unproductive and ineffective, usually because they have
not been well planned or they have not been well controlled.
Leader-managers may find themselves fulfilling one or more roles in
meetings; the chair, the secretary or a contributor. There are skills that
apply to each of these roles which, if utilised, will enhance the
effectiveness of any meeting.



10.10

10.11

10.12

CHAIRING A MEETING

When acting as the chair of a meeting the effective leader-manager wilt
employ the following strategies:

a.  Prior to the meeting taking placs:
(1) ask, if the meeting is really necessary;
(2) decide the objectives; and
(3) produce a clear agenda including a time frame.
b.  During the mesting:
(1} start on time;
{2) clarify decision making and problem solving procedures;
(3) do not avoid conflict, get emaotions and opinions out into the

open;
(4} control speakers;
(5) clarify outcomes;
(6) identify individuals responsible for subsequent action;
{7) settime, date and venue for next mesting if necessary; and
(8) finish on time.

c.  After the meeting:
(1) ensure the minutes are distributed as soon as possible; and

{2) monitor the progress of the individuals responsibie for
actions.

MEETING SECRETARY

When acting as a secretary, the leader-manager's role is that of support
for the chair. The secretary prepares the agenda in consultation with
the chair, takes notes during the meeting, assists the chair maintain
control by keeping an eye on the passage of time and produces and
distributes minutes of the meeting after the chair's endorsement. The
minutes must clearly identify who agreed to do what and by when.

CONTRIBUTING TO MEETINGS

When contributing to a meeting effective leader-managers will have
read the agenda, discussed it with relevant members of their team and
prepared a position on each agenda item. During the meeting
leader-managers will represent their team and contribute to open and
honest communication. They will need to employ their interpersonal
skills to ensure that the meeting is productive. Effective
leader-managers will brief their team on the outcomes of the meeting
and advise them of any agreed commitments.



CONCLUSION

Leaders in emergency management have a responsibility to lead during each of
the phases of prevention, preparedness, response and recovery. Leadership in
emergency management is the ultimate challenge for those who seek to serve
their community. Developing the skills of a leader is a lifelong journey which
cannot be completed by reading books, attending training courses or slavishly
copying those whom you respect. Successful leaders will continue to develop their
own unique and special leadership styles through reflecting on their experiences,
seeking the advice and counsel of others, actively seeking feedback on their
performance as a leader, and listening.



