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COURSE OVERVIEW

About This Course

Being able to lead others—to motivate them to commit their energies and
expertise to achieving the shared mission and goals of the emergency
management system—is a necessary and vital part of every emergency
manager, planner, and responder’s job. This course is designed to improve
your leadership and influence skills. It addresses:

= Leadership from within.

= How to facilitate change.

= How to build and rebuild trust.

= Using personal influence and political savvy.

= [Fostering an environment for leadership development.

FEMA'’s Independent Study Program

FEMA's Independent Study Program is one of the delivery channels that the
Emergency Management Institute (EMI) uses to provide training to the general
public and specific audiences. This course is part of the Federal Emergency
Management Agency’s (FEMA'’s) Independent Study Program. In addition to
this course, the Independent Study Program includes courses in radiological
emergency management, the role of the emergency manager, hazardous
materials, and disaster assistance.

FEMA's independent study courses are available at no charge and include a
final examination. You may test individually or through group training.

Leadership and Influence Page 1



COURSE OVERVIEW

FEMA's Independent Study Program (Continued)

If you need assistance, or if you have questions,
contact the Independent Study Program at:

FEMA Independent Study Program
Administrative Office

Emergency Management Institute
16825 South Seton Avenue
Emmitsburg, MD 21727

(301) 447-1200

Information about FEMA'’s Independent Study Program also is available on the
Internet at:

http://training.fema.gov and click on FEMA Independent Study

Final Examination

This course includes a final examination, which you must complete and submit
to FEMA's Independent Study Office for scoring. To obtain credit for

taking this course, you must successfully complete (75% correct) this
examination regardless of whether you complete this course through self-
instruction or through group instruction.

You may take the final examination as many times as necessary.

Course Completion

Leadership and Influence has no prerequisites. However, it is recommended
that you complete the other courses in the PDS Series—Effective
Communication and Decision Making and Problem Solving—before taking this
course.

Leadership and Influence Page 2



COURSE OVERVIEW

How to Complete This Course

Work through this course at a pace that is comfortable for you. You should
resist the temptation to rush through the material, however. Take enough time
with each unit to ensure that you have mastered its content before proceeding
to the next.

Knowledge Checks

To help you know when to proceed, each unit is followed by a Knowledge
Check that addresses the material contained in the unit. The Knowledge Check
asks you to answer questions that apply to what you have learned in the unit.
The answers to the Knowledge Check follow each Knowledge Check.

When you finish each exercise, check your answers, and review the parts of the
text that you do not understand. Do not proceed to the next unit until you are
sure that you have mastered the current unit.

When you have completed all of the units, complete the final exam online, or

use the answer sheet (if provided in your course packet). EMI will score your
test and notify you of the results.

Begin the Course

You may begin the course now.

Leadership and Influence Page 3
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UNIT 1: COURSE INTRODUCTION

Introduction

As an emergency management professional, you must be able to use
leadership and influence effectively to lead your organization and the
community in planning for, preventing, and responding to emergency situations
and disasters. Leadership involves providing vision, direction, coordination,
and motivation toward achieving emergency management goals. These skills

are necessary whether dealing with subordinates, those with more authority
than you, your peers in partner organizations, volunteers, or the public.

Unit 1 Objectives

After completing this unit, you should be able to:

= Review the main topics that will be covered in this course.
= Relate the topics to your job and community.

= Determine a strategy for completing the course successfully.

Leadership and Influence Page 1.1



UNIT 1: COURSE INTRODUCTION

Leadership in Emergency Management: What's at Stake?

It probably goes without saying that leadership is critically important when
emergencies happen. By its very nature, emergency management connotes
leadership—safeguarding life and property by marshalling both the will and the
required resources to respond to and recover from an emergency quickly.

To illustrate what can happen when emergency personnel cannot or do not

exercise effective leadership, read the following case study and answer the
accompanying questions.

Q@CNSW Case Study 1.1: The Los Cuchillos Fire

The Los Cuchillos Fire started as a result of a private aircraft crash in the rugged Los Cuchillos
Hills area. Local firefighters responded at 8:00 a.m. By noon, as the fire quickly grew to 20,000
acres in scrub brushland, the Los Cuchillos Fire Department invoked its mutual aid agreements.
This bolstered the firefighting force by two teams. Even with five wildland fire strike teams on
the fire, the fire had spread to 40,000 acres by 6:00 p.m.

At 6:15 p.m., with all department and mutual aid fire assets committed, Fire Chief Ed Blakely
called the County Emergency Operations Center (EOC) and requested that Emergency
Manager Fran Tinsley ask for outside help. Mrs. Tinsley phoned the duty officer at the State
EOC, Ellen Burgess. Mrs. Tinsley requested that the State Emergency Response Act be
invoked. Under the Emergency Response Act, the State Director of Emergency Management
could commit State assets (people, equipment, and money) to the fire.

Ellen Burgess contacted Chief Blakely in the field. He quickly communicated the situation:
“This fire is taking off and | cannot hold it. | have got three of my strike teams committed and
two mutual aid teams on site. The well has run dry. Not only that, but this fire is headed
straight for the Tres Rios Nuclear Power Plant. In fact, it just crossed the plant boundary and is
only a mile-and-a-half from the plant itself. It is also threatening the Los Cerros housing
community. You need to invoke the Emergency Response Act because | am going to need
State resources.”

The State EOC had already been activated to monitor the situation as Acting State Director Rick
Douglas considered the County’s request for State help. Rick was a cautious decision maker.
He had encountered problems in the past when he had made decisions without getting all of the
facts. Ellen Burgess stated, “The fire is out of control, mutual aid assets are committed, and the
fire is headed for a nuclear power plant. There is really not much to think about.”

Leadership and Influence Page 1.2



UNIT 1: COURSE INTRODUCTION

Case Study 1.1: The Los Cuchillos Fire (Continued)

Rick and Ellen did not work well together. Each felt that the other was untrustworthy and, as a
result there was little cooperation or communication between them. Rick turned his back on
Ellen and pondered the request. The pace of State operations quickened as media calls came
in requesting information on the fire. EOC staff were busy fielding the media calls, drafting
situation reports, and trying to plot the location and size of the fire.

Ellen confronted Rick with some issues. “Look, we need to move out on this thing. What is to
decide? The fire is out of control and heading for the nuclear power plant. They are
overwhelmed even with mutual aid. We need to decide now, and we need to activate our full
emergency staff here with an increased staffing pattern and shift schedule for the EOC.”

Rick backed away, holding his head and said, “Enough! You are making my head hurt. | am
not going to make any kind of decision until | know how many fire rigs are on the scene.” He
then directed the Operations Section Chief to call the fire scene to find out how many fire assets
were committed. This took several minutes and did not produce a satisfactory answer when
Chief Blakely confessed that he was not exactly sure how many rigs were on the scene
because the two mutual aid teams had not reported their strength.

At 6:50 p.m., County Commissioner Vera Morgan called the EOC. Ellen fielded the call, called
Rick over, and put Vera on the speakerphone.

“We have just lost two homes in the Los Cerros community, and | want something done
immediately, Rick. Invoke the Emergency Resource Act now!”

“I am working on it right now, Commissioner,” Rick replied. “I will get right back to you.”

As he hung up, Ellen noted, “She is one upset lady. We have got to invoke the Emergency
Response Act. Those people need help now!”

“Okay, okay, don't push me.”

Finally, at 7:20 p.m., after Operations learned from Chief Blakely that seven houses in the Los
Cerros area were destroyed and that the fire had spread to within a half mile of the nuclear
power plant, Rick invoked the Emergency Response Act and released State firefighting assets
from nearby Mancos State Park to deploy to the fire.

By the time the fire was controlled, it had grown to 65,000 acres, destroyed seven homes and
two businesses, and burned within 300 yards of the nuclear plant. The State response time
would be an issue in the Los Cuchillos community.
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UNIT 1: COURSE INTRODUCTION

Case Study 1.1: The Los Cuchillos Fire (Continued)

Questions:

» What leadership problems do you see at the EOC?

= What are the likely consequences of the leadership problems?
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UNIT 1: COURSE INTRODUCTION

Case Study 1.1: The Los Cuchillos Fire (Continued)

Answers to Case Study
What leadership problems do you see at the EOC?

Rick has not created an environment in the EOC that is conducive to effective leadership. He
neither seeks nor accepts input to decisions that are clearly difficult for him, and he appears to
be paralyzed by his own political agendas, the pressure to decide quickly, and a self-
preservation mentality.

Ellen is a party to the climate of distrust that pervades the EOC. Neither she nor Rick appears
to have worked at building a trusting relationship, and each contributes to the communication
barriers. Although Ellen’s analysis of the emergency situation appears right, and she attempts
to persuade Rick to see her view of the situation, she presents her input in a way that ignores
Rick’s perspective and puts him on the defensive.

What are the probable consequences of the leadership problem?

Rick’s inability to respond quickly results in delays and loss of property. The consequences to
human safety could have been much worse if the fire had reached the nuclear plant. There will
undoubtedly be a loss of trust within the community as well as within the emergency
management network.
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UNIT 1: COURSE INTRODUCTION

Leadership and Influence in Emergency Management

As the case study illustrates, leadership is critically important in emergency
management, and lack of it can result in loss of public trust, loss of property, or
worse.

And the need for leadership and influence is not confined to the response and
recovery phases of emergency management. Effective leadership is equally
necessary for implementing mitigation programs and for emergency
management preparedness and disaster prevention.

In all of these phases of emergency management, leadership and influence can
take many forms. For example, you are leading and influencing when you:

= |nvite other members of an emergency management team to a meeting to
discuss common goals.

= Use that meeting as an opportunity to really listen, to learn “where they’re
coming from” and what they’re aiming for.

= Ask for help with or input on a project that will help your community prepare
for disasters.

= Speak out to persuade others to accept your point of view.
= Encourage someone else to assume the leadership role in a group.

=  Work to establish partnerships with neighboring communities to share
resources for prevention, preparedness, response, recovery, or mitigation.

= Recognize the differences among people and drawing on the strengths of
your organization to prepare for emergencies.

= Marshal local resources to respond during an emergency.

= Demonstrate high standards of honesty, integrity, trust, openness, and
respect for others.

These are only a few examples. You can probably think of many other
leadership roles that you or those around you fulfill in the day-to-day operations
of your job.
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UNIT 1: COURSE INTRODUCTION

Recent Changes to Emergency Planning Requirements

The terrorist attacks of September 11, 2001, illustrated the need for all levels of
government, the private sector, and nongovernmental agencies to prepare for,
protect against, respond to, and recover from a wide spectrum of events that
exceed the capabilities of any single entity. These events require a unified and
coordinated national approach to planning and to domestic incident
management. To address this need, the President signed a series of Homeland
Security Presidential Directives (HSPDs) that were intended to develop a
common approach to preparedness and response. Two HSPDs are of
particular importance in effective decision making for your jurisdiction:

= HSPD-5, Management of Domestic Incidents, identifies steps for
improved coordination in response to incidents. It requires the Department
of Homeland Security (DHS) to coordinate with other Federal departments
and agencies and State, local, and Tribal governments to establish a
National Response Plan (NRP) and a National Incident Management
System (NIMS).

= HSPD-8, National Preparedness, describes the way Federal departments
and agencies will prepare. It requires DHS to coordinate with other Federal
departments and agencies—and with State, local, and Tribal governments
to develop a National Preparedness Goal.

Together, NIMS, the NRP, and the National Preparedness Goal define what
needs to be done to prevent, protect against, respond to, and recover from a
major event; how it needs to be done; and how well it needs to be done. These
efforts align Federal, State, local, and Tribal entities; the private sector; and
nongovernmental agencies to provide an effective and efficient national
structure for preparedness, incident management, and emergency response.

NIMS

NIMS provides a consistent framework for incident management at all
jurisdictional levels, regardless of the cause, size, or complexity of the incident.
Building on the Incident Command System (ICS), NIMS provides the nation’s
first responders and authorities with the same foundation for incident
management for terrorist attacks, natural disasters, and all other emergencies.
NIMS requires that ICS be institutionalized and used to manage all domestic
incidents.
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UNIT 1: COURSE INTRODUCTION

NIMS (Continued)

According to the NIMS Integration Center, “institutionalizing the use of ICS”
means that government officials, incident managers, and emergency response
organizations at all jurisdictional levels adopt the Incident Command System.
Actions to institutionalize ICS takes place at two levels—policy and
organizational/operational:

At the policy level, institutionalizing ICS means government officials:

= Adopt ICS through executive order, proclamation or legislation as the
jurisdiction’s official incident response system.

= Direct that incident managers and response organizations in their
jurisdictions train, exercise, and use ICS in their response operations.

At the organizational/operational level, incident managers and emergency
response organizations should:

= [ntegrate ICS into functional, system-wide emergency operations policies,
plans, and procedures.

= Provide ICS training for responders, supervisors, and command-level
officers.

= Conduct exercises for responders at all levels, including responders from all
disciplines and jurisdictions.

NIMS integrates existing best practices into a consistent, nationwide approach
to domestic incident management that is applicable at all jurisdictional levels
and across functional disciplines. Six major components make up the NIMS
system approach:
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UNIT 1: COURSE INTRODUCTION

NIMS (Continued)

= Command and Management: NIMS standard incident command
structures are based on three key organizational systems:

o ICS: ICS defines the operating characteristics, interactive management
components, and structure of incident management and emergency
response organizations engaged throughout the life cycle of an incident.

o Multiagency Coordination Systems: Multiagency coordination systems
define the operating characteristics, interactive management
components, and organizational structure of supporting incident
management entities engaged at the Federal, State, local, Tribal, and
regional levels through mutual-aid agreements and other assistance
arrangements.

o Public Information Systems: Public information systems refer to
processes, procedures, and systems for communicating timely and
accurate information to the public during crisis or emergency situations.

= Preparedness: Effective incident management begins with a host of
preparedness activities conducted on a “steady-state” basis, well in advance
of any potential incident. Preparedness involves an integrated combination
of planning, training, exercises, personnel qualification and certification
standards, equipment acquisition and certification standards, and
publication management processes and activities.

= Resource Management: NIMS defines standardized mechanisms and
establishes requirements for processes to describe, inventory, mobilize,
dispatch, track, and recover resources over the life cycle of an incident.

= Communications and Information Management: NIMS identifies the
requirements for a standardized framework for communications, information
management (collection, analysis, and dissemination), and information
sharing at all levels of incident management.
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UNIT 1: COURSE INTRODUCTION

NIMS (Continued)

= Supporting Technologies: Technology and technological systems provide
supporting capabilities essential to implementing and refining NIMS. These
include voice and data communications systems, information management
systems (e.g., recordkeeping and resource tracking), and data display
systems. Also included are specialized technologies that facilitate ongoing
operations and incident management activities in situations that call for
unique technology-based capabilities.

= Ongoing Management and Maintenance: This component establishes an
activity to provide strategic direction for and oversight of NIMS, supporting
both routine review and the continuous refinement of the system and its
components over the long term.

Additional information about NIMS can be accessed online at
http://training.fema.gov or by completing EMI's IS-700 online course.

The NRP

The NRP is an all-discipline, all-hazard plan for the management of domestic
incidents. The NRP provides the structure and mechanisms to coordinate and
integrate incident management activities and emergency support functions
across Federal, State, local, and Tribal government entities; the private sector;
and nongovernmental organizations.

The NRP:

= Builds on what works from previous plans and incident responses.
The NRP represents a true “national” framework in terms of both product
and process. The NRP development process included extensive vetting
and coordination with Federal, State, local, and Tribal agencies;
nongovernmental organizations; private-sector entities; and the first-
responder and emergency management communities across the country.
The NRP incorporates best practices from a wide variety of incident
management disciplines, including fire, rescue, emergency management,
law enforcement, public works, and emergency medical services. The
collective input received from public- and private-sector partners has been,
and will continue to be, absolutely critical to implementing and refining the
core concepts included in the plan.

= Forges new approaches and mechanisms to address today’s threats.
The NRP is not just a compilation of elements. The whole is vastly more
than the sum of its parts.
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UNIT 1: COURSE INTRODUCTION

The NRP (Continued)

= Addresses the complete spectrum of incident management activities.
The NRP is unique and far reaching. For the first time, the NRP eliminates
critical seams and ties together a complete spectrum of incident
management activities, including the prevention of, preparedness for,
response to, and recovery from terrorist incidents, major natural disasters,
and other major emergencies.

= Uses NIMS to establish a framework for coordination among Federal,
state, local, and Tribal governments; nongovernmental organizations;
and the private sector. The NRP is built on NIMS, which provides a
consistent doctrinal framework for incident management at all jurisdictional
levels, regardless of incident cause, size, or complexity.

The NRP incorporates relevant portions of and supersedes the following plans:
= The Federal Response Plan (FRP).

= The U.S. Government Interagency Domestic Terrorism Concept of
Operations Plan (CONPLAN). The Terrorism Incident Law Enforcement
and Investigation Annex of the NRP revises and replaces the CONPLAN.
The annex describes the coordination of law enforcement and investigation
efforts during terrorist attacks.

= The Federal Radiological Emergency Response Plan (FRERP). The
Nuclear/Radiological Incident Annex of the NRP revises and replaces the
FRERP. The annex provides guidelines for radiological incidents that are
considered Incidents of National Significance and for those that fall below
the threshold of an Incident of National Significance.

= |nitial National Response Plan (INRP).

These plans are linked to the NRP in the context of Incidents of National
Significance but remain as stand-alone documents in that they also provide
detailed protocols for responding to routine incidents that normally are managed
by Federal agencies without the need for DHS coordination. The NRP also
incorporates other existing Federal emergency response and incident
management plans (with appropriate modifications and revisions) as integrated
components, operational supplements, or supporting tactical plans.
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UNIT 1: COURSE INTRODUCTION

The NRP (Continued)

The NRP, as a core operational plan for national incident management, also
establishes national-level coordinating structures, processes, and protocols that
will be incorporated into certain existing Federal interagency incident- or
hazard-specific plans (for example, the National Oil and Hazardous Substances
Pollution Contingency Plan) designed to implement the specific statutory
authorities and responsibilities of various departments and agencies in specific
contingency scenarios.

The main benefit of the NRP is that it fully integrates emergency response and
law enforcement elements into a single national strateqy.

Information regarding the NRP can be found at
http://www.fema.gov/emergency/nrf/

What These Changes Mean to You

Depending on your jurisdiction, the changes to the emergency planning
requirements may mean little—or a lot. Minimally, the changes mean that your
jurisdiction must:

= Use ICS to manage all incidents, including recurring and/or planned special
events.

= Integrate all response agencies and entities into a single, seamless system,
from the Incident Command Post, through department Emergency
Operations Centers (DEOCSs) and local Emergency Operations Centers
(EOCs), through the State EOC to the regional- and national-level entities.

= Develop and implement a public information system.

= Identify and type all resources according to established standards.

= Ensure that all personnel are trained properly for the job(s) they perform.

= Ensure communications interoperability and redundancy.

Remember that, by its very nature, emergency management connotes

leadership—safeguarding life and property by marshalling both the will and the

resources required to prevent, protect against, respond to, recover from, and
mitigate the impact of incidents, regardless of their cause, size, or complexity.
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UNIT 1: COURSE INTRODUCTION

Leadership and Influence: What Do They Mean?

So, exactly what do we mean by leadership? How does it differ (if at all) from
management? And where does influence fit in?

Organizational development literature contains a wide range of definitions and
descriptions of leadership. Some people argue that leadership and
management are quite different and that they require different perspectives and
skills. Others hold the view that leadership is a facet of management and that
influencing is a facet of leadership.

In the context of this course, we’ll take the broad view:

A leader is someone who sets direction and influences people to
follow that direction.

By this definition, a manager may or may not be a leader. This course is about
developing the skills that are needed to become an effective leader.

Leadership theories. There are numerous theories about leadership and
about carrying out the role of the leader. Although this course will not delve into
these theories in any depth, you may wish to seek more information on your
own. Some of these theories include:

= Servant leader.

= Democratic leader.

= Principle-centered leader.

= Group-man theory.

= Great-man theory.

= Traits theory.

= Visionary leader.

= Total leader.

= Sjtuational leader.
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Leadership and Influence: What Do They Mean? (Continued)
Leadership styles. Leaders carry out their roles in a wide variety of styles.
Leadership style is influenced by the individual's beliefs, values, and
assumptions as well as the organizational culture and the situation. Styles that
have been identified include autocratic, laissez-faire, democratic, and others.

Again, we will not study particular styles in any detail in this course, but you may
wish to research these styles on your own.

Course Objectives
This course is designed to promote effective leadership and influencing skills
among emergency management personnel. At the conclusion of this course,
you should be able to:

= Explain what leadership means for emergency personnel.

= Explain why effective leadership begins with personal insight and
development.

= |dentify your leadership capabilities and areas for personal development.

= Describe a change management model for emergency management and
the process for planning, communicating, and implementing change.

= Describe how to build and rebuild trust in an organization.

= Use personal influence and develop political savvy to network and influence
people effectively.

= Develop strategies for creating a positive work environment that fosters
leadership and a commitment to continuous improvement in others.
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Course Content
This course is composed of seven units.
= Unit 1 offers an overview of the course content.

= Unit 2 discusses what it means to be self-aware and the link between self-
awareness and leadership.

= Unit 3 explores the topic of change and how to facilitate change effectively
in the work environment.

= Unit 4 focuses on the importance of building trust as a foundation for
effective leadership and change management and examines strategies for
building and rebuilding trust.

= Unit 5 addresses personal influence and political savvy and their role in
each phase of emergency management.

= Unit 6 examines the critical elements of a leadership environment and
presents strategies for fostering such an environment.

= Unit 7 summarizes the course content. At the conclusion of Unit 7, you will
have an opportunity to evaluate your success in meeting your personal
course goals.

Leadership and Influence Page 1.15



UNIT 1: COURSE INTRODUCTION

Activity: Self-Assessment: Leadership Behaviors

The purpose of this activity is to assess your leadership skills and priorities.

Instructions:
1. Fill out the questionnaire on the following page, as follows.

Imagine that you have a finite amount of time and skill with which to lead
your department or work group (which, by the way, you do).

= In column one, assess your current proficiency in the 15 leadership
behaviors by rating yourself on a percentage basis (0% — 100%) for
each behavior.

= In column two, estimate how much time you spend on the 15 behaviors
by apportioning your sum total (100%) of actual time spent among the
roles.

= In column three, assess where you need to be spending your time for
your work group to excel. Again, apportion your sum total (100%) of
where you should be spending your time among the 15 tasks.

Each column must total 100%, but not every individual item may have a
number in it. If other words, if you feel you have no skill in an area, or
devote no time to it, you will leave that box blank.

2. After you have filled out the questionnaire, complete the questions that
follow.
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Activity: Self-Assessment: Leadership Behaviors (Continued)

How proficient | How much time For your group to
Leadership Behaviors are you in this | do you spend on | excel, how should you
behavior? this behavior? apportion your time?

1. Plan for the future
2. Remain up to date with

emerging issues and trends
3. Communicate a sense of where

the organization will be over the

long term
4. Foster commitment
5. Emphasize organizational

values
6. Challenge people with new

goals and aspirations
7. Create a sense of excitement or

urgency
8. Inspire people to take action
9. Manage the efficiency of

operations
10. Evaluate proposed projects
11. Integrate conflicting

perspectives and needs
12. Manage performance
13. Focus on results
14. Solve problems
15. Influence operational decisions

0, )

TOTALS N/A 100% 100%

Adapted from Deep Change by Quinn, Robert E. Jossey-Bass: San Francisco, 1996 (p. 149).
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) Activity: Personal Learning Goals
Based on the self-assessment that you have just completed, the content
outlined for this course, and the course objectives, identify two or three specific

learning goals for yourself. Write your goals in the space below, and use them
as a reference for the course.

Personal Goals

1.

Leadership and Influence Page 1.18



UNIT 1: COURSE INTRODUCTION

Summary and Transition

Unit 1 provided an overview of the course content and asked you to identify
personal leadership goals. Unit 2 discusses how self-knowledge and
understanding contribute to effective leadership.

For More Information

—IReference
B Library

FEMA EMI Independent Study Course 1S-700: National Incident Management
System (NIMS), An Introduction

National Incident Management System (NIMS): www.fema.gov/NIMS

National Response Plan (NRP):
http://www.fema.gov/emergency/nrf/
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UNIT 2: LEADERSHIP FROM WITHIN

Introduction

This unit focuses on leadership from within—the relationship between self-
knowledge and effective leadership. Part of being an effective leader is the
ability to create an environment that encourages self-discovery and the testing
of assumptions that may impede growth, change, and the development of a
shared vision. As we work to increase self-knowledge, balance inquiry and
advocacy, and solicit authentic feedback, we free ourselves—and our
organization—to embrace constructive change.

Unit 2 Objectives
After completing this unit, you should be able to:

= Describe how self-knowledge and understanding contribute to effective
leadership.

= |dentify the qualities of a Transformational Leader.

= Use self-assessment, self-reflection, and authentic feedback to increase
your self-knowledge.

= |dentify factors that underlie your thought process and affect your ability to
lead.

= Differentiate inquiry and advocacy and identify strategies for balancing the
two.

= |dentify personal goals for improving your inner capacity for leadership.
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Where Leadership Begins
In his book, Leading from the Inside Out, Kevin Cashman said:

“We tend to view leadership as an external event . . . as something
we do. Rather, leadership is an intimate expression of who we are;
it is our being in action.”

In other words, we tend to think of leadership as telling others what to do
instead of looking inside ourselves and thinking about how our leadership
actions reflect who we are. Thus, instead of thinking, “What action should | take
in this situation?” perhaps we ought to think more broadly and look at how our
view of the world impacts our decisions, and how the messages that we send
through our language and actions impact others.

Paradigms that Guide Thinking

The word paradigm tends to be overused, and it is often thought of as a
“leftover” from the 1990s. Nonetheless, paradigms help us understand why
people have different views of reality.

Paradigms are mental models that provide a structure for our thoughts and
guide our thinking. They help us make sense of all of the information that we
encounter by telling us what to pay attention to, how to arrange what we pay
attention to, how to draw conclusions, and how to interpret things. This process
is guided by a set of unconscious assumptions that we carry to make sense of
what we experience.

We develop our paradigms over time from our family, region of the country,
cultural niche, organizations—any environment in which we learn the written or
unwritten rules that guide our behavior.

Paradigms are useful in that they help us structure how to think about and act in
a situation. They cause problems when we think that our paradigm is the only
paradigm. When we view people who have different paradigms as thinking in
confusing, unpredictable, irrational, immoral, or unethical ways, it frequently
creates conflict.
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Three Paradigms

Robert Quinn, in his book, Deep Change, describes the shifts that need to occur
in our paradigms (i.e., our beliefs and assumptions) to move successfully from
the role of Individual Contributor to the roles of Manager and Leader. He talks
about three paradigms that govern each of these roles and impact the way we
think and act:

= Technical Paradigm (Individual Contributor)

= Transactional Paradigm (Manager)

= Transformational Paradigm (Leader)

These paradigms are not mutually exclusive. Each augments and complements
the others, providing a range of thinking from which to draw, depending on the
situation at hand.

The chart on the next page provides an overview of how these paradigms differ

on the six dimensions listed in the left-hand column. Those differences are
described on the following pages.
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Three Paradigms (Continued)

Three Paradigms

Technical Paradigm
(Individual Contributor)

Transactional Paradigm
(Manager)

Transformational
Paradigm (Leader)

View of
Organization

A technical system; focus
on technical competence

A technical system plus a
political system; a
coalition of political
interests, a system of
exchange

A moral system

Credibility,
Source of Power

Own competence based
on standards; power
derived from reputation for
technical proficiency

Organizational position
and grade; power derived
from effectively
accomplishing
transactions

Behavioral integrity and
core values

Orientation to
Senior
Management

Cynical, in the way of
progress, self-serving and
bureaucratic

Responsive

Self-authorizing

Approach to
Opposition

Argue through rational
thought; the most logical,
best decision wins

Compromises, thinks in
terms of what the other
person wants in exchange
for getting what he/she
wants

Complex confrontation

Communication
Pattern

Literal, fact-based

Ascribes meaning through
looking at patterns,
actions, behaviors,
policies, over time

Symbolic

Intention

Self-preservation

Self-preservation

Vision realization

Adapted from Deep Change by Quinn, Robert E. San Francisco: Jossey-Bass, 1996 (p. 123).
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Dimension: View of the Organization

Individual Contributors tend to see the organization through the filter of the
technician, viewing the organization as a technical system designed for
technical production. They see the organization in terms of the importance of
output—whether in their unit or elsewhere—and they respect technical
knowledge in the unit.

Managers respect and understand the organization as a technical system, but
they also see the organization as a political system that consists of a coalition of
political interests. They tend to view the organization as a system of exchange
and view it in terms of the quantity and quality of transactions.

Leaders, on the other hand, see the organization as a moral system governed
by a central core of moral values that support the common good.

Dimension: Credibility and Source of Power

Individual Contributors get credibility from their technical competence. Their
power in the organization derives both from their technical competence and
from how others view their competence (i.e., their reputation for being
technically proficient).

Managers’ credibility stems from their organizational position, including grade
level, and credentials. But their power is based on the extent to which they
operate in a political environment (i.e., effectively getting transactions
accomplished). The people who get things done are the most successful.

Leaders’ credibility comes from behavioral integrity—"walking the talk and
talking the walk.” Leaders’ power comes from their consistent, principle-
centered behavior and actions that demonstrate honesty, integrity, trust, dignity,
and respect for all people. They have a need for power but use it for
empowering others rather than for their own purposes. When it is used
personally, power becomes a source of energy rather than a source of control
over others.
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Dimension: Orientation to Senior Management

Individual Contributors’ orientation to senior management and authority tends
to be cynical. They see authority as standing in the way of progress and
management as being self-serving and bureaucratic.

Managers see their ability to respond as currency for conducting future
transactions. They are selective about which battles they pick, they don't fight
every fight, and they get on-board when a decision is made.

Leaders are self-confident, committed to and motivated by a higher purpose.
They are centered, have an internal locus of control, and exhibit self-
understanding and self-discipline. Because their power and sense of self come
from inside, they have the freedom to take risks—even the risk of
failure—because they have the confidence that what they are doing is the right
thing to do.

Dimension: Approach to Opposition

This dimension refers to the kinds of arguments that one puts forth when faced
with any kind of opposition.

Individual Contributors argue using rational thought, describing what they
think is the best way to accomplish things or resolve problems. They typically
believe that if you show others that this is the best approach, other people will
see it and they will get their way.

Managers argue that the best way to deal with opposition is to make
compromises—i.e., think in terms of what the other person wants and how they
can provide that. They may also think about what kind of deals to make, or how
to get the next level of the organization what it wants, in exchange for getting
what they want.

Leaders are known for their good judgment and their expertise in their
profession. They are able to attend to complex and competing needs
simultaneously, and they approach challenges with a variety of perspectives
and approaches. They use and promote the use of critical, creative, and
reflective thinking which provides the basis for multiple frames of reference,
situational alternatives, and challenging the status quo.
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Dimension: Communication Pattern

Individual Contributors tend to communicate very literally and to look at
situations as isolated events.

Managers will not only communicate the facts but will also ascribe meaning and
intent to the facts. They tend to come to their conclusions about the meaning
behind the facts by observing patterns, actions, behaviors, policies, etc., over
time rather than by looking at situations as discrete events.

Leaders know that their every action (or lack thereof) is subject to symbolic
interpretation by followers and, as a result, frequently use symbolic actions in a
sincere and authentic manner to make a point. They give careful thought to the
meaning of their actions.

Dimension: Intention

Both Individual Contributors and Managers have self-preservation as their
primary intention. They strive to preserve their power base and reputation in the
subordinate, peer, and supervisory ranks. But they come at this intention from
two different assumptions.

Individual Contributors tend to preserve their knowledge base and keep a close
hold on it to maintain their reputations while Managers maintain their self-
preservation by becoming politically savvy and understanding the transactions
that it might take to get ahead.

Leaders are passionate—focused and committed to a vision of the common
good. They tend to be disenchanted with the status quo and pursue their calling
with a sense of giving.
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Activity: Which Paradigm?

Instructions: Read the following descriptions of how different people approach
their leadership roles. Decide which leadership paradigm each one represents:

A. Technical (Independent Contributor)
B. Transactional (Manager)
C. Transformational (Leader)

You may mark more than one box if appropriate.

1. Jane is working toward an alliance with the smaller neighboring ] ] ]
jurisdictions because she’s convinced that a comprehensive,
cooperative response capability will best serve the citizenry.

2. Buck’s rank and seniority carry a lot of weight with his employees. ] ] ]
He’s the boss, he knows the ropes, and he works hard. So they
do too.

3. Corina wants to get the Emergency Operations Plan (EOP) ] ] ]
revised quickly and according to the current guidelines because
Regional will be reviewing the plan next month.

4. Robert is convinced that the new Standard Operating Procedures ] ] ]
(SOPs) just create a lot of busywork. No one at Headquarters has
enough field experience to understand what really goes on.

5. The consensus among Jim's employees and colleagues is that he ] ] ]
iS someone you can count on to be fair, principled, and beyond
reproach. The new strategic plan seems a little scary to some,
because it means a lot of changes, but he hasn’t let them down in
the past.

6. Anna has locked horns with other response agencies over ] ] ]
equipment resources. She decides to give in on the staffing issue
to get access to the needed debris removal equipment.
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Activity: Which Paradigm? (Continued)

Check your answers against the following:

>
oy}
@]

1. Jane is working toward an alliance with the smaller neighboring ] ] 1
jurisdictions because she is convinced that a comprehensive,
cooperative response capability will best serve the citizenry.

On the Intention dimension, the Transformational Leader
operates from a commitment to a vision for the common
good.

2. Buck’s rank and seniority carry a lot of weight with his employees. ] M ]
He is the boss, he knows the ropes, and he works hard. So they
do too.

A Transactional Manager derives credibility and power from
position, credentials, and effective transactions.

3. Corina wants to get the Emergency Operations Plan (EOP) 1 1 ]
revised quickly and according to the current guidelines because
Regional will be reviewing the plan next month.

Both Individual Contributors and Managers have self-
preservation as their primary intention.

4. Robert is convinced that the new Standard Operating Procedures M ] ]
(SOPs) just create a lot of busywork. No one at Headquarters has
enough field experience to understand what really goes on.

Individual Contributors’ orientation to senior management
tends to be cynical.

5. The consensus among Jim’'s employees and colleagues is that he ] ] W
is someone you can count on to be fair, principled, and beyond
reproach. The new strategic plan seems a little scary to some,
because it means a lot of changes, but he has not let them down
in the past.

Leaders’ credibility and power come from behavioral
integrity, honesty, and trust.

6. Anna has locked horns with other response agencies over ] M ]
equipment resources. She decides to give in on the staffing issue
to get access to the needed debris removal equipment.

Transactional Managers’ approach to opposition tends to be
compromise—giving up something to get something.
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Balancing the Paradigms

Three Lenses of Leadership

We have examined three different ways of looking at the world. Is one right and
are the others wrong? Of course not. The best of leadership is both
transactional and transformational. Every leader displays both. However,
Quinn would argue that to be effective, leaders have to be more
transformational and less transactional.

In the final analysis, leadership is a way of thinking that guides your behavior,
decisions, and actions. Given the complexity of the challenges you encounter
as an emergency management professional today and in the future, you'll want
your thinking to be as multidimensional as possible.

The three paradigms will help you expand the range of your thinking. Think of
them as three lenses through which to view a situation and determine your
actions.
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Three Lenses of Leadership (Continued)

Telescopic lens. The telescopic lens is more transformational. When you look
through this lens, you’re more likely to:

= Establish your beliefs and values and be consistent with them.

= Determine a course for change in the future and articulate it as a vision.

= Stimulate coworkers and yourself to challenge traditional ways of thinking.
= Develop yourself and others to the highest levels of potential.

Mid-distance lens. When you look through the mid-distance lens, your view is
more transactional. You're likely to focus on articulating standards,
expectations, goals, and rewards, and the consequences for not meeting
expectations.

Microscopic lens. When you look through the microscopic lens, your view is
like that of the individual contributor. You may be part of a task force or team
where your focus is on detail-oriented, task-specific work and your style is more
laissez-faire.

For most of us, growing as a leader requires us to become aware of our
paradigms and develop the ability to view situations through the three lenses
just described.

What it takes. To do this, you may need to let go of behaviors and beliefs
about leadership that are comfortable for you but that no longer serve you well.
You may have to stop doing some things you're good at and love to do, and
instead delegate them to someone else to further that person’s professional
development. Or, you may begin to rethink behaviors that haven't served you
well and consider how to change them.

Benefits. Moving away from old habits and out of your comfort zone can free
you to expand the ways in which you think about leadership, change your
behaviors and actions to become more effective, and move freely between the
paradigms through more conscious choices. If you want to think like a leader,
you'll need to sacrifice some of the Technical and Transactional thinking and
balance these with more Transformational thinking.
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The Case for Self-Knowledge

The first step in this process of leadership growth is developing self-knowledge.
Self-knowledge is an awareness of our internal feelings, preferences, biases,
strengths, and weaknesses.

What are some of the ways that increased self-knowledge can strengthen you
as a leader? Take a few moments to jot your ideas in the space below.

Self-knowledge can make me a stronger leader in the following ways:
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Benefits of Increased Self-Knowledge

Self-knowledge is a common trait among great leaders. Effective leaders tend
to look inside themselves. They are centered, have an internal locus of control,
and exhibit self-understanding and self-confidence. Most leaders find that
increased self-knowledge helps them:

= Understand others.

= Understand and manage their reactions to others.

= Appreciate others’ points of view.

= Leverage their strengths.

= Strengthen or compensate for their weaknesses.

= Earn trust.

= Be aware of how they impact others, both positively and negatively.

=  Have more self-confidence.
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The Johari Window

The Johari Window, shown below, is a model that gives us a visual way to think
about self-knowledge.

JOHARI WINDOW

Known to Self Unknown to Self

Known to

Others Open Area Blind Area
Unknown to

Others Hidden Area Unknown Area

Joe Luft and Harry Ingham
This model delineates four quadrants involved in interpersonal relationships:
= The open area is what we both know about me and openly share.
= The hidden area is what | hide from you about myself.

= The blind area is what you know about me—what you keep from me, what
you observe about me, or think or feel about me, of which | am unaware.

= The unknown area is part of me, from my past, about which neither one of
us yet knows, at least on a conscious level.
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Expanding the Open Area

The more we can increase the parts of ourselves that are known to self and
others, the greater our potential for building effective relationships, both at home
and in the workplace.

The most effective leaders expand their open area, creating a picture that looks
more like this:

JOHARI WINDOW

Known to Self Unknown to Self

Known to /

Others Open Area—» | Blind Area
Unknown to Hidden Area Unknown
Others Area

Benefits. You've already considered some of the benefits of increasing the
area that you know about yourself. But increasing what others know about you
is one of the most important things you can do to build trust with those you lead.

When leaders make their reasoning and thinking apparent to others, they build
trust over time. As a result, others are then more willing to give them the benefit
of the doubt during those times when the leader can’t share information.

Opening Up. Becoming more open means showing people more of your
thinking, more of the things that you are wrestling with, more about your
objectives, and your likes and dislikes with respect to the “business” of
emergency management. It means making yourself more available.
(Remember, though, we're talking about work-related issues, not personal
issues.)
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Expanding the Open Area (Continued)

Test for yourself to see if this is true: have the leaders you really trusted and
respected been more open about themselves than other leaders? Did they let
you in on their preferences, biases, strengths, and weaknesses with respect to
work issues?

True—being more open involves some risk. But the potential payoff is greater
trust, understanding, and the benefit of the doubt when it's needed.

Ways to Increase Self-Knowledge

Whether or not you consider yourself a self-aware person, there are many ways
to learn more about yourself and how you lead. Three important methods
include:

= Self-assessment.

= Self-reflection.

= Soliciting authentic feedback.

Self-Assessment

We tend to be an outward-oriented society. That tendency leads us to think that
both our problems and their solutions are outside of us. Our culture doesn’t put
a high priority on self-assessment.

Significance. The upside of this is that we become good at recognizing and
analyzing the world outside ourselves. But the downside is that we tend to
overlook the ways in which we ourselves are impacting the world around us.
We tend to be less aware of the choices we make, our own responses to
situations, and our own resources that can help us succeed.

Our outward orientation can blind us to perhaps our most important and readily
available resources: our own talents, preferences, and choices.
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Self-Assessment (Continued)

Approaches. In the previous unit, you completed a simple self-assessment
that focused on proficiency and time spent on various leadership activities. You
can repeat that assessment from time to time to maintain awareness of your
leadership skills and growth. Job Aid 2.1 on pages 2.35 and 2.36 provides a
copy of the self-assessment instrument you can reproduce and re-use. Job Aid
2.1 is also included in Appendix A.

Another approach is to get others to rate you using the same instrument. This
will give you an idea about the degree to which your view of yourself is aligned
with how others see you.

If you develop self-assessment as a habit, you will be able over time to see
yourself with greater honesty and accuracy.

Self-Reflection

Self-reflection is another method for increasing self-awareness. Self-reflection
is the ability to “hit the pause button” and critically assess yourself or a situation.

Importance. Why is self-reflection important to leadership?
= Self-reflection helps you ensure that you are taking actions that are sound
and not simply running on “auto pilot,” but rather are conscious about doing

what is most important in any given situation.

= Self-reflection can help you learn from your experience—to avoid the trap of
simply repeating things that aren’t working.

= Self-reflection allows you to notice your habitual ways of responding so that
you have the option of approaching things differently.
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Self-Reflection (Continued)

Methods. There are many ways to reflect, and some methods may work better
for you than others. One approach is just to take a short time-out in which you
simply stop and think. Other approaches include:

Journal writing.

Note taking.

Talking to others (“thinking out loud”).
Speaking into a tape.

Meditation.

Drawing pictures.

Job Aid 2.1 provides guidelines for two of these methods: journal writing and
thinking out loud. Give them a try—either now or later, after you have finished
this course.
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Activity: Self-Reflection

1. Return to the Leadership Behaviors Self-Assessment you completed in Unit
1 (page 1.17).

The first eight items relate to transformational behaviors, and the last seven
relate to transactional behaviors.

Total your transformational and transactional scores, and enter them below.

How You
Proficiency Time Spent Appc?ﬂic}our:dYour
Time
Transformational behaviors
(Items 1-8)
Transactional behaviors
(Items 9-15)

2. Next, reflect on the following questions:

= What observations can you make about how your time and abilities differ
between the transformational and transactional behaviors?

= How does this make you think differently about your role as a leader?

= [For your organization or work group to excel, what specific shifts do you
need to make in how you spend your time? How will you make these
shifts?

= What skills do you need to strengthen to lead your organization or work
group to excellence? How might you go about strengthening those
skills?

3. Finally, given your reflections on these questions, reconsider the personal
goals you identified at the end of Unit 1. Do you wish to adjust them or add
others at this time?
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Authentic Feedback

The third technique for increasing self-knowledge is soliciting authentic
feedback from others. Leaders who know themselves and let others know them
are those who command respect and trust. Soliciting feedback is one of the
most effective methods for increasing the open area of the Johari Window,
“Known to Self and Others.” Feedback is critical to self-knowledge and thus,
your ability to lead. It helps you to know if you are leading in ways that are
effective for those whom you lead.

Feedback can be informal. We usually think of feedback as a formal process
that happens once or twice a year. But you don’t have to wait for a formal
process to get feedback. In fact, the more informally and frequently you get
feedback, the better. Itis vital to ask for and receive feedback in a way that
encourages others to tell us the truth as they see it.

Feedback requires trust. People may be reluctant to give you honest
feedback if they don’t trust you. That willingness to be honest is built on trust
that develops over time. And to some extent, most of us have a
tendency—usually unconscious—to do things that inhibit others from giving us
truthful feedback. Down deep, we may not really want the truth.

What can you do to encourage others to give you their honest feedback? On
the next page are some tips for encouraging authentic feedback.

Leadership and Influence Page 2.20



UNIT 2: LEADERSHIP FROM WITHIN

Authentic Feedback (Continued)

Tips for Encouraging Authentic Feedback

= Before you ask for feedback, be clear in your own mind why you’re asking.
= Ask for feedback only when you are open to hearing it.
= Listen to what they have to say. Take notes.

= Avoid being defensive. Don't try to explain yourself during the feedback
process.

= Restate what the speaker has told you, to make sure that you understand
what they've said.

= Ask follow-up questions to gain clarity; get specifics. For example:

e “Can you give me some specifics?”
“What impact is that having?”
“Can you tell me more about that?”

= Thank them.
= When possible, make changes as a result of the feedback.

= Initially, ask infrequently until others see that you're willing to make changes
based on earlier feedback given you. Remember that you need to build trust
in the fact that you really want to hear what they have to say and that you
will do something to change.

Remember, transformational leaders are leaders of change. The best way you
can model to others that change is welcome is to grow and change yourself.
Soliciting feedback is one of the best ways to show symbolically the people you
lead that you are open to input and willing to change. Then, take action on the
feedback that you feel is valid.

You are not required to adopt every bit of feedback that people give you. But try
thinking about feedback as similar to the gifts you receive for your birthday. To
some of them, you'll say, “YES! GREAT!" To others, you'll say, “Thank you,”
and put them in your closet. Nevertheless, you will benefit more if you stay
open to all of the feedback, consider it carefully and with an open mind, and
incorporate what seems valid.
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UNIT 2: LEADERSHIP FROM WITHIN

Activity: Authentic Feedback

1. ldentify at least three people from whom you can 