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Team Reconstruction

Create productivity and unity in difficult 

situations


Federal Emergency Management Agency - Disaster Field Training Operations

March 2002

	COURSE OBJECTIVES



	At the end of this course participants will be able to:

· Discuss the challenges of management in a Disaster Field Office

· Discuss the role of the manager in team reconstruction

· Enhance communication within your work team

· Develop management strategies for the DFO setting

· Create a personal action plan for immediate implementation 



	TARGET AUDIENCE



	The target audience for this training includes management staff assigned to Disaster Field Offices.  



	APPROXIMATE TIME



	2.5 hours



	CONTENTS


	This unit includes the following:

· Course Overview

· The Manager’s Role in Team Reconstruction

· Communication Approaches for DFO conditions

· Management Strategies

· Summary and Action Plan




	PREPARING


	Use the following checklist to help you prepare for this course:

Supplies and Equipment

· VCR and monitors

· Visuals 1 through 17 

· Overhead projector with screen or Power Point projection method

· Chart paper, easels, and markers

· Masking tape

· Name cards

· Pens and note paper

Handout Materials

· Team Reconstruction Student Handout



	NUMBER OF INSTRUCTORS


	One or two instructors may be used to teach this course.



	INSTRUCTOR QUALIFICATIONS
Instructors should have training experience, as well as previous experience working at a DFO.  Instructors without previous disaster field experience should not teach this course.  If you are inexperienced, request an experienced instructor to co-instruct the first session with you.



	REFERENCES USED IN DEVELOPMENT


	Baldoni, John, 180 Ways to Walk the Leadership Talk, The Walk the Talk Company, 2000

Pritchett, Price and Pound, Ron, Team ReConstruciton: Building a High Performance Work Group During Change, Pritchett Publishing Company, 1992




	COURSE OVERVIEW
5 minutes

	Visual 1 
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Course Objectives

§

Discuss the challenges of management in a 

Disaster Field Office

§

Discuss the role of the manager in team 

reconstruction

§

Enhance communication within your work 

team

§

Develop management strategies for the DFO 

setting

§

Create a personal action plan for immediate 

implementation 
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Ask Discussion Question and record answers on easel or writing board.
	Discussion Question:

What is differences do you see between managing in a Disaster Field Office and managing in a permanent work setting?



	
	Possible Answers:

· Changing workforce

· Stress level

· Hours of operations

· Setting, logistics, safety, security of facility

· Deadlines
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Ask Discussion Question and record answers on easel or writing board.


	Discussion Question:

What is the impact of these differences on the employees?  What behaviors might you see?




	
	Possible Answers:

· Distracted, confused

· Stressed out, angry

· Maneuver for position

· Give up

· Lose trust, lose loyalty
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	Distribute the student handout.  Tell the participants that they can use this handout to take notes.  


	COURSE OBJECTIVES

3 minutes

	Visual 2
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Team Reconstruction

§

Shorten the time to develop a 

functional work team

§

Keep the team productive

§

Develop spirit and energy within 

the team
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	Since you are the manager, these distracted, stressed, angry, and discouraged employees may turn to you to fix things, or to take the blame.  Would you rather get the credit for improving the productivity and morale, or take the blame for things going poorly?  

This workshop is designed to help you devise positive management strategies for the DFO.

The objectives of this course are to enable you to:

· Discuss the challenges of management in a Disaster Field Office

· Discuss the role of the manager in team reconstruction

· Enhance communication within your work team

· Develop management strategies for the DFO setting

· Create a personal action plan for immediate implementation




	TEAM RECONSTRUCTION

2 minute

	Visual 3
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	Team Reconstruction is the process of creating productivity and unity in a work team affected by a difficult situation.  In a DFO the difficult situation includes both:

· The disaster that caused the need for the DFO and 

· The unusual conditions of working within the DFO

The goal of Team Reconstruction is to:

· Shorten the time to develop a functional work team

· Keep the team productive, and

· Develop spirit and energy within the team


	THE MANAGER’S ROLE IN TEAM RECONSTRUCTION
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	As the manager you cannot afford the time to let the work group gradually gel into an effective unit.  You must take action and lead the way to rapid productivity.

This course includes a 12-point guide to achieving the productive team you need.

  


	ONE:  FACE REALITY

5 minutes

	Visual 4
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Two:  Take Charge

§

The Leadership A’s

§

Authority

§

Accepting

§

Approachable

§

Acknowledge

§

Act

§

Accountable

§

Advocate
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	Review the following key points:

You are not working in a normal workplace.  You may have minimal resources and tough work conditions. Your preferred management style may not work. You must take direct action to stabilize and mobilize your team.

Remember that in this reality:

· You may find resistance, as people want things to be normal.

· Your reputation depends on the results you achieve.

· You need to do whatever works for the situation you are in.




	TWO:  TAKE CHARGE

5 to 10 minutes


	Visual 5
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One:  Face Reality

§

You may find resistance.

§

Your reputation depends 

upon the results you achieve.

§

Do whatever works.
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	You must act with the Authority of your position.  Use the 
A’s of Leadership as you apply that authority.

· Accept – others for the skills and knowledge they bring to the situation

· Approachable - solicit other perspectives and opinions

· Acknowledge – the contributions of others 

· Act – on information to make decisions in an informed manner

· Accountable - for your own actions and for the actions of those on your team

· Advocate – for you team with peers and upper level management



	
	Avoid:

· Arrogance

· Bullying or demeaning others

· The consensus process

· Wallowing indecision

· Blaming others

Take charge and stay in charge.  Team Reconstruction fails when people stop believing in the boss.
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	Involve participants in discussion of these points, asking them to share examples of situations (without names) where they have seen these actions at work.




	THREE:  SET A CLEAR AGENDA

5 minutes

	Visual 6
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Three:  Set a Clear Agenda

§

Objectives

§

Priorities

§

Deadlines

§

Delegation

§

Adapt and revise

§

Communicate
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	You are the like conductor of an orchestra. Each player must know their part and how it contributes to the whole.

· Outline clear objectives – simple and measurable

· Set priorities – based on the mission

· Determine deadlines – based on the priorities

· Delegate tasks – with appropriate instructions and expectations

· Adapt and revise as the situation changes

· Communicate constantly – Everyone must know the score for the symphony to play correctly.

 


	FOUR:  SET ROLES AND RESPONSIBILITES

5 minutes

	Visual 7
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Four:  Set Roles & Responsibilities

§

Job title & Description

§

Disaster

-

specific roles

§

Relationship to other in 

the team

§

Accountability process
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	The Operations Manual for your section can help you with the task of defining roles and responsibilities for your DFO work team. 

Everyone must know:

· Job title and description

· Disaster-specific roles

· Relationship to others in the team

· Accountability process

Without a clear structure, your work team can dissolve in organizational drift.  Some will start doing other people’s work.  Some will fail to carry their own weight.  Some will delegate when they do not have the authority to do so.  

Even with a structure you must provide the management oversight to see that people actually perform in their assignments.  

Keep your team members playing the right instrument.   



	[image: image19.wmf]

	Discussion Question:

Why can this be difficult in the DFO setting?



	
	Possible Answer:

DAEs play different roles at each disaster deployment, and develop a variety of skills.  They may slip into old roles or try to choose favorite positions without management direction.  



	ACTIVITY

Allow 15 minutes work time for groups.  Allow 5 minutes for reports.


	Read the case study and create a new team structure with role assignments.



	
	


ROLES AND RESPONSIBILITIES ACTIVITY
You are the Deputy Chief for the Information and Planning Section at the DFO.  For the last four weeks, I&P has had 28 staff members across its four branches.  Thursday you receive the information that on Monday: 1) You will replace the I&P Chief who is leaving the DFO for a long-scheduled cruise.  2) Your staffing will drop to 12 people. 

Create a new chart for your section and list the main job assignments.  Use the current chart and list of responsibilities for information.

The Planning Support Branch:

· Processes information and intelligence

· Identifies and anticipates problems

· Projects future requirements

· Manages ERT planning to support the FCO’s priorities and the ERT operational objectives

· Maintains the ERT Meeting Schedule and Calendar.

Planning Support coordinates, facilitates, develops and produces:

· Operational Period Action Plans

· Contingency Plans

· ERT Management Plans

· Strategic Plans

· Transition Plans

The Documentation Branch produces and maintains documentation to support ERT activities and requirements.  

The primary responsibilities include:

· Production of recurring documents such as Situation Reports and chronologies

· Production of ad hoc documents including special briefings and position papers

· Maintenance of an up-to-date records management system

The mission of the Technical Support Branch is to support ERT planning and decision-making through the development and delivery of products and services.

The primary responsibilities include:

· Producing or coordinating the development and generation of Geographic Information System (GIS) products

· Identifying requirements for and requesting and coordinating necessary remote sensing support.

· Providing subject matter expertise in areas of key scientific or other technical situational interest.

The mission of the Situation Status Branch is to gather, analyze, display & distribute various types of information to support ERT activities and requirements.

The primary responsibilities include:

· Collection and development of information to support Section and ERT requirements and activities

· Development and maintenance of an ERT Information Collection Plan

· Production of recurring statistical and situational displays such as status boards

· Production of Jurisdictional Profiles and the Daily Intelligence Summary

· Management and maintenance of the ERT Situation Room
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Five:  Focus on Results

§

Support the mission

§

Solve problems

§

Develop operational improvements

§

Set performance standards

§

Defend 

§

Enforce


	FIVE:  FOCUS ON RESULTS

5 minutes

	Visual 8
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Six:  Analyze Your People

§

Strengths and areas 

of expertise

§

Skills to improve

§

Past deployment 

experience

§

Job preferences
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	· Focus on results that support the mission

· Solve problems

· Develop operational improvements as needed to do the job.

· Set performance standards – aim high and build pride 

· Defend the standards 

· Enforce the standards

Provide a setting of discipline, not to punish but to provide structure




	SIX:  ANALYZE YOUR PEOPLE

5 minutes

	Visual 9
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Seven:  Recruit Your Talent, Again

§

Respect them

§

Value their work

§

Care about their 

wellness

§

Create a positive 

environment

§

Support professional 

growth
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	Approach the process as if all your staff members are newly hired.  

Interview them and look for:

· Strengths and areas of expertise

· Skills that need improving

· Past deployments 

· Past assignments

· Job preferences

As you acquire insights about you staff, you will be able to make better work assignments for this disaster.  Recognize that you may need to place some people into new roles to support the need of the mission and the team.  Some may resist new assignments while others we delight in the challenges.  Be sure you use equitable and objective criteria for the assignments. 

Tell the staff why you are placing them in the position assignment you have chosen and show how they fit into the work team organization.  It may be advisable to post an organization chart so that everyone is clear on the structure of the team.




	SEVEN:  RECRUIT YOUR TALENT, AGAIN

5 minutes

	Visual 10
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Eight:  Communicate Clearly

§

Enough 

§

Right

§

Accurate

§

Prompt
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Ask participants about DFO experiences that relate.
	Work in the DFO or the Disaster Recovery Centers and field assignments all have challenges for the workers.  None of these are really “normal” work situations.  All produce situations that may induce stress in your staff.

Talented, trained people will only tolerate stress to their personal limits.  Then they will:

· Stop functioning well

· Rebel against new assignments

· Ask to rotate out

· Quit altogether

Your actions should reduce stress rather than produce stress.

As a manager you need to constantly recruit your trained and talented staff members or risk losing them.  Treat your staff members as if you were trying to steal them from another section or agency:

· Respect them as individuals.

· Value the work they do.

· Care about their personal wellness

· Create a positive work environment, or at least limit as many negative aspects as you can, considering the nature of the disaster.

· Support their efforts at professional growth

You can set an atmosphere of stability in an otherwise difficult environment by valuing your staff members and their contributions.



	GROUP ACTIVITY

(15 to 20 minutes total)

Allow 5 minutes for group preparation.  Allow 2 minutes per group for presentation.  Allow 5 minutes for follow-up discussion.


	You are Chief of Public Affairs, and have two people you depend upon for giving briefings to the media.  The Speakers’ Bureau for the DFO frequently borrows one individual for presentations at service clubs.  You are afraid the individual may leave the Public Affairs cadre for the Speakers’ Bureau.

Develop a 2-minute role-play to show your re-recruitment technique and present it to the whole class. 




	EIGHT:  COMMUNICATE CLEARLY

5 minutes

	Visual 11 
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Nine:  Show Some Passion

§

Work Habits

§

Energy

§

Commitment

§

Intensity

§

Support others

§

Do whatever you ask them 

to do
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Ask participants if they have had similar DFO experiences with information.
	The Disaster Field Office runs on information, craves information, and delivers information.  Yet if you ask individual staff members in any event what problem they had in performing their work, they will say they did not have:

· Enough information 

· The right information

· Accurate information

· Prompt information

And they did have rumors and half-truths.

Many people feel that individuals either withhold information as a deliberate means of retaining power, or neglect to share information because they do not know its importance to others.

Share all the information you have with your staff members.  Even if you have no new information, let them know that.

Request and expect staff members to do the same. Encourage staff to talk about issues and aid in the analysis of information.
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	Discussion Question:

What techniques are effective for sharing information in the DFO?



	GROUP ACTIVITY

Allow 10 minutes for group work time.  Allow 5 minutes to show and discuss floor plans.

Discuss general relevance of space and communication.


	You are the manager of a small work unit of seven people in the DFO.  You have standard tables (30” x 96”), office chairs, a file cabinet, laptop computers for each person, two printers, assorted desk supplies and boxes of other supplies to fit into the space.

Draw an arrangement to enhance communication among the team members using the available space.




COMMUNICATION GROUP ACTIVITY

AVAILABLE SPACE

[image: image57.wmf]Team Reconstruction

13

Ten:  Use “Soft Currency”

§

Meaningful compliments

§

Empathy

§

Sincere “Thank You”

§

Solicit opinions

§

Really listen

§

Trust them
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Eleven: Manage the Process

§

Learn…

§

What is happening

§

How it is working

§

What can be done better

§

How team is performing

§

What support is needed

§

Who can help the effort
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Twelve:  Keep the Vision

§

Work yourself 

out of a job!
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Summary

§

Team Reconstruction is 

an ongoing process!
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Team Reconstruction Guidelines

§

Face reality

§

Take charge

§

Set agenda

§

Roles & 

responsibilities

§

Focus on results

§

Analyze your people

§

Re

-

recruit talent

§

Communicate

§

Show some passion

§

Use “Soft Currency”

§

Manage the process

§

Keep the vision




	NINE:  SHOW SOME PASSION

5 minutes

	Visual 12
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	The manager sets the cadence for forming and maintaining a work team in a DFO.  Seriously consider how your work habits affect the members of your team.

This is truly a situation where you must show energy, commitment, passion and intensity if you expect your staff to do so.  And you must be willing to do any task you expect others to complete.  Show a commitment for supporting other roles by performing them when people need assistance.
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	Discussion:

Share examples of leadership cadence in the DFO.




	TEN:  USE “SOFT CURRENCY”

5 minutes

	Visual 13
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	Motivation in the DFO cannot be accomplished  by means common in the business environment – increase salary, bonuses, time-off rewards, tangible gifts.

As the manager you need to acknowledge the accomplishments and work of your team members by using what might be called “soft currency.”



	
	Discussion Question:

What kind of compensation can you give staff members to reward their achievements?



	
	You might call this compensation a psychological paycheck.

Some ideas include:

· Meaningful and sincere compliments

· Empathy and understanding for the work situation

· Stopping to have a coffee break together

· Say “Thank You”, personally and publicly

· Celebrate small victories with computer-generated signs 

· Solicit opinions and suggestions

· Really listen

· Create a comfortable, well-organized, supportive work environment

· Trust them



	ACTIVITY

Allow 5 minutes.
	Think about a member of your current staff that you depend upon daily.  Write them a “Psychological Paycheck” – and deliver it after this class.



	ELEVEN:  MANAGE THE PROCESS

5 minutes

	Visual 14
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	Your major management task should be to focus on the process of your workgroup.  

Watch what is happening.  Listen to your staff.  And periodically ask everyone to meet for process analysis.

Ask questions such as:

· What is Happening? 

· How is it working?

· What can we do better?

· How are we working as a team?

· What support do you need to do your job better?

· Who can help you?

Do not dodge the difficult issues – confront and solve them.  You can involve everyone in process improvement.
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	Discussion Question:

How do you watch the process now?  What can you improve?




	TWELVE:  KEEP THE VISION

5 minutes

	Visual 15
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	An early part of the Team Reconstruction process involved setting objectives and priorities. 

As team manager you must continue the process on a larger scope – you must keep the vision.  And you must communicate your team progress toward it.

One part of the DFO environment that is different from most work settings, it that the ultimate DFO Vision is to work yourself out of a job.  You must accomplish tasks to provide the help needed after the disaster and close the DFO and demobilize the staff.  

You must generate the vision in a tangible way, and promote its accomplishment.  Recognize each step and help people see the progress.




	ACTIVITY

10 to 15 minutes

	Visual 16
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	Distribute blank envelopes to each participant.  Ask them to place their own name on it, and the address they will be at in 10 days.

Allow 5 to 10 minutes for individuals to create their plan.


	Consider specific issues you face today.  Determine which of these twelve guidelines you need to start using now to reconstruct your present team.  In the next 10 minutes, create your own plan of action to use immediately and for the remainder of your tour in the DFO.

Make a photocopy and place it in this envelope.  We will mail or deliver it to you in ten days as a reminder of the principles of Team Reconstruction.   




MY TEAM RECONSTRUCTION PLAN

Date 


  My Situation/Challenge:

	Team Reconstruction Principle
	How I Will Use It Now

	Face Reality
	

	Take Charge
	

	Set Agenda
	

	Roles & Responsibilities
	

	Focus on Results
	

	Analyze People
	

	Re-Recruit Talent
	

	Communicate
	

	Show Some Passion
	

	Use “Soft Currency”
	

	Manage the Process
	

	Keep the Vision
	


	SUMMARY

5 minutes

	Visual 17
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	When you think the task of team reconstruction is finished, you may find you are in a changing environment – addition of staff – change of operational objectives - staff rotations or release. 

So prepare to keep using the techniques in this unique work environment.
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	Ask participants to complete the course evaluation sheet.  Ask participants to give you the envelope with the photocopy of their plan.

Instructor Note:  

Arrange for delivery or mailing of the envelopes in 10 days.
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	Discuss how students will receive their certificates. 
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	Thank everyone for their active participation.


Entrance
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