Instructor Guide—Emergency Management Operations Course



Unit 7

Maintaining Cooperation and Coordination in the EOC
TIME:  45 min

OBJECTIVES:

At the conclusion of this unit, participants will be able to:

· Understand the options that can be used to resolve conflict and promote cooperation in the EOC.

SCOPE:

· Conflict management; promoting cooperation; problem solving in the EOC.

METHODOLOGY:


· Lecture/discussion

INSTRUCTOR QUALIFICATIONS:

· The presenter for this unit should have an understanding of human behavior as it relates to teamwork and the development of teams within an Emergency Operations Center environment.

EQUIPMENT/MATERIALS NEEDED:

· Instructor Guide

· Student Manual

· Course Agenda

· Participant List

· PowerPoint visuals 7-1 thru 7-8

· Acetate visuals 7-1 thru 7-8 (backup)

· Overhead or computer image projector (with spare bulbs)

· Screen

· Slide projector (if 35 mm slides are added)

· VCR/TV monitor(s) (if video(s) are added)

· Extension cords and surge protection

REFERENCES:

· Course Instructor Guide

· Course Student Manual
· “EOC’s Management and Operations Course,” FEMA IG 275, July 1995
NOTES:

A suggested time plan for this unit is as follows:

Introduction and Overview



  5 min

Cooperation and Communication in the EOC
15 min

Team Building




20 min

Summary





  5 min

Total:
45 min

INSTRUCTOR NOTES

Unit Time: 45 min

Topic Time: 5 min

SM: 7-2

Visuals: 7-1, 7-2

Topic Time: 15 min

SM: 7-2

Visual: 7-3


CONTENT/ACTIVITY

Introduction and Overview

At the conclusion of this unit, participants will be able to do:

· Understand the options that can be used to resolve conflict and promote cooperation in the EOC.

Cooperation and Communication in the EOC

Briefly discuss contributors to cooperation and communication.

The importance of cooperation and communication in an emergency response effort cannot be overemphasized.

Communications—There are two components to the communication dimension. First, you must have the technical ability to effectively collect and distribute information. Second, communications problems during disasters are often not technologically rooted but are socially, intra-organizationally and inter-organizationally based.

The breakdown of information flow from sub-units of an organization to its central communication and/or coordination point is a common difficulty. A lack of knowledge of the activities of various responding units results in simply not knowing with whom to

communicate. What is especially critical is that organizational liaison personnel be knowledgeable and possess certain authority and decision making ability within their own organizations.

INSTRUCTOR NOTES


CONTENT/ACTIVITY

A coordinated response at the EOC is often limited by having lower-level personnel represent various agencies. These individuals not only lack adequate knowledge of the resources, domain, and capabilities of their own organization, but also suffer from a lack of integration into the decision-making structure of their organization. Similarly, as you learned in the last section, you must adequately staff and train the personnel that will be operating within the EOC.

Physical facilities are important as well. At a minimum, adequate communication facilities, adequate workspace, and certain critical resources, such as maps and resource inventories, are necessities.

Cooperation—Cooperation is essential for effective EOC management and operations. The EOC is a place of decision making and it’s a “pressure cooker” in an emergency. If you’re responsible for EOC management and operations, you can expect to encounter conflict, arguments, short tempers, deadlock, and numerous other ineffective approaches to dealing with the tension inherent in the environment. While there is no way you can prevent any of these situations occurring, you can take precautions to minimize their impact. Two effective ways to ensure cooperation are team building and conflict resolution.
INSTRUCTOR NOTES

Topic Time: 20 min

SM: 7-3

Visual: 7-4


CONTENT/ACTIVITY

Team Building

One challenge we face is that teams we work with (and there may be many) often do not have stable memberships. Even individual organizations and agencies sometimes have high turnover rates, so that new people must be brought “up to speed” on emergency management issues and integrated into new roles on their agency team.

In addition, we have changes in interagency teams. We must often meet and work with new people from other agencies on a task-specific basis. There is, in fact, a national trend toward “temporary” teams or task forces, which come together to deal with a specific need—such as an emergency—and dissolve as a module when the need is met. These teams may be under the leadership of different members as circumstances dictate.

As an emergency management professional, you may often work with experts brought in to supplement existing team expertise, perhaps with knowledge and skills pertinent to handling or planning a specific emergency. You may be part of an organization that changes leadership frequently, or you may be called upon to work with personnel in many different agencies.

The changes in team membership and the challenge of forging a sound working relationship in a “temporary” team with an important mission can be stressful. On the other hand, longstanding teams are sometimes burdened by a “history” of poor relations that hinders effective teamwork. Each situation calls for careful attention to group process and application of skills to improve process where needed to better accomplish the task at hand.

INSTRUCTOR NOTES

SM: 7-4

Visual: 7-5


CONTENT/ACTIVITY

Whatever the circumstances, you need to know the principles of effective teamwork and help apply them, overcoming challenges such as temporary teams or task forces, changing leadership, changes in personnel, and changes in agency involvement. No matter what the nature of the team, the same basic principles apply to effective teamwork.

Advantages of Teams

The use of teams in any context represents several important advantages:

· Greater use of human resources in the emergency services network.

· Greater involvement of all personnel.

· Greater ability to be innovative and to consider new approaches.

· Greater “bank” of skills.

· Greater effect on the major, more permanent organizations involved with emergency management in the jurisdiction.

· Greater communication and information flow.

It is therefore well worth mastering the skills we need to help both longstanding and temporary teams accomplish their goals as smoothly as possible.

Each of us has had extensive experience in working with teams as team members, team leaders, or perhaps as team advisors. An integrated approach to emergency management requires regular participation in team efforts to produce the most desirable result.

INSTRUCTOR NOTES

SM: 7-5

Visual: 7-6


CONTENT/ACTIVITY

Assumptions of Effective Teamwork

Two basic assumptions underlie effective teamwork for emergency management experts:

· In order for an emergency management team to be effective and productive, members of the group must coordinate and merge their efforts toward the accomplishment of mutually acceptable work goals.

· The personal needs of members for recognition and communication must be met.

As with any team, emergency management teams must be concerned with two dimensions: the specific purpose that caused the group to come together and the process by which the group manages itself.

A team may be defined as a group of people with a definable or observable set of relationships. A random collection of people—for example, in a restaurant or on a bus—is not a team. But if something happens to change the pattern so that these people have a common purpose, the same collection of people can become a team.

For example, if people standing in line band together to keep someone from crashing the line, they will have been transformed from a collection of people into a group with a common purpose. For that brief moment, they have acted as a team.

INSTRUCTOR NOTES

SM: 7-6

Visual: 7-7


CONTENT/ACTIVITY

Five Conditions That Exist In Effective Groups or Teams

John Paul Jones has enumerated five conditions that exist in an effective group or team. These conditions are:

· Mutual trust takes a long time to build, yet it can be destroyed quickly. Unspoken “rules” in a team determine whether each member feels free to express his or her opinion about issues and to ask questions that may display ignorance or disagreement, without concern for retaliation, ridicule, or negative consequences.

· Mutual support results from group members having genuine concern for one another’s job welfare, growth, and personal success. If mutual support is established in a team, members need not waste time and energy protecting themselves or their functions from others. All will give and receive help in accomplishing whatever objective the team is working on.

· Genuine communication has two dimensions—openness and authenticity of the person who is speaking, and equally open, unprejudiced listening by other members. Open, authentic communication takes place when mutual trust and support are so well established that no member feels guarded or cautious about what is said. It also means that members of a good team will not play games with one another, such as asking “trap” questions.

INSTRUCTOR NOTES


CONTENT/ACTIVITY

· Quality listening requires removing “bias-filters” so the merit in the other person's contribution is fairly recognized. Most people listen through an evaluative screen and tend to hear only those aspects of a message that do not threaten their own status, roles, and convictions. No learning takes place under these conditions.

· Accepting conflicts as normal and working them through must be a factor because individuals are unique. They differ from one another and will not agree on all things. An unproductive heritage left by the “old school” of human relations management is the notion that people should strive for harmony at all costs. A good team (where mutual trust, mutual support, and genuine communication are well established) accepts conflict as normal, natural, and, in fact, as an asset.

Conflict occurs naturally when people with different perspectives care about something. It is from conflict that most growth and innovation are derived. It also is worth noting that conflict resolution is a group process, and the notion that a manager can unilaterally resolve conflict between or among subordinates is a myth.

INSTRUCTOR NOTES

Topic Time: 5 min

SM: 7-7

Visual: 7-8


CONTENT/ACTIVITY

Mutual respect for individual differences must be present. In a goal-oriented team, some decisions require the commitment of all team resources and cannot be implemented without this commitment. However, a good team will not demand unnecessary conformity of its members. It is easy for a group to drift into the practice of forcing decisions on individuals when clearly, for their own growth and for the good of the organization, they should make the decisions.

Individual members should be free to ask advice of other members who, in turn, must recognize that no one is obligated to take the advice. A good team delegates within itself. In such a team, only important issues need to be “worked through,” and there is much delegation from the leader to members, from members to other members, and even from members to the leader.

Summary and Questions
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