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Lesson 1. Course Introduction

COURSE OVERVIEW

Visual 1.1

I e, IS-240
Leadership and Influence

Wisual 1.1
Leadership and Influence [ 5-240.b)

Key Points

Welcome to IS-240: Leadership and Influence. 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.
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Lesson 1. Course Introduction

COURSE OVERVIEW

Visual 1.2
Course Administration
» Sign-insheet
= Courseevaluationforms
» Site logistics
* Emergency procedures
= Breaks
= Restrooms
» Cellphones and other
electronic devices—silent
Visual 1.2
Leadership and Influence [ 5-240.b)
Key Points
Sign-in sheet
e Course evaluation forms
Site logistics
o Emergency procedures

0 Breaks
0 Restrooms
0 Cell phones and other electronic devices—silent
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Lesson 1. Course Introduction

COURSE OVERVIEW

Visual 1.3

Introductions

Working in pairs, introduce

your partner by:

= Name.

* Prioremergencyfoodand
shelterexperience.

LETER B

Leadership and Influence [ 5-240.b)

Key Points
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Lesson 1. Course Introduction

COURSE OVERVIEW

Visual 1.4
About This Course
The goal of this course is to improve your
leadership and influence skills. It addresses:
» Leadership from within.
* Facilitating change.
» Building and rebuilding trust.
» Using personalinfluenceand political
savvy.
» Fostering an environmentforleadership
development.
Visual 1.4
Leadership and Influence {| 5-240.b)
Key Points

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.

The goal of this course to improve your leadership and influence skills. The course addresses:

Facilitating change.

Leadership from within.

Building and rebuilding trust.
Using personal influence and political savvy.
Fostering an environment for leadership development.

Page 1.4
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Lesson 1. Course Introduction

COURSE OVERVIEW

Visual 1.5

Course Content

Lesson1: Course Introduction

Lesson 2: Leadership FromWithin

Lesson 3: Facilitating Change

Lesson 4: Buildingand Rebuilding Trust

Lesson 5: PersonalInfluence and Political
Savvy

Lesson 6: Fosteringa Leadership
Environment

Visual 1.3

Leadership and Influence {| 5-240.b)

Key Points

This course is composed of six lessons.

Lesson 1 offers an overview of the course content.

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

Lesson 3 explores the topic of change and how to facilitate change effectively in the
emergency management environment.

Lesson 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.

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

Lesson 6 examines the critical elements of a leadership environment and presents
strategies for fostering such an environment.
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Lesson 1. Course Introduction

LEADERSHIP IN EMERGENCY MANAGEMENT: WHAT'S AT STAKE?

Visual 1.6
Lesson 1 Objectives
» |dentify the importance of effective
leadership in emergency management.
» Define leadership and influence.
* Relate the course topicsto
your job and your
community. ﬂ\l
Objectivest‘l” *L{”i"
¥isual 1.6
Leadership and Influence (1 5-240.b)
Key Points

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.

Upon completing this lesson, you should be able to:

¢ Identify the importance of effective leadership in emergency management.
e Define leadership and influence.
¢ Relate the course topics to your job and your community.

Leadership and Influence (1S-240.b)
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Lesson 1. Course Introduction

LEADERSHIP IN EMERGENCY MANAGEMENT: WHAT'S AT STAKE?

Visual 1.7
Leadership in Emergency Management
What's at stake?
Leadership and Inﬁuenue‘l{?glifﬂhﬁ
Key Points

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.
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Lesson 1. Course Introduction

CASE STUDY: THE LOS CUCHILLOS FIRE

Visual 1.8

Case Study: The Los Cuchillos Fire

Instructions:
Read the case study and answerthe questions
in your StudentManual:
» Whatleadership problems do you see atthe
EOC?
» Whatare the likely consequences ofthe
leadership problems?

Visual 1.8

Leadership and Influence {| 5-240.b)

Key Points

To illustrate what can happen when emergency personnel cannot or do not exercise effective
leadership, read the following case study and answer the questions.

e What leadership problems do you see at the EOC?

e What are the likely consequences of the leadership problems?

Leadership and Influence (1S-240.b)
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Lesson 1. Course Introduction

CASE STUDY: THE LOS CUCHILLOS FIRE

Visual 1.8 (Continued)

Case Study: The Los Cuchillos Fire

The Los Cuchillos fire began 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, the Los Cuchillos Fire Department invoked its mutual aid agreements. This bolstered the
firefighting force by two teams. Even with this support, the fire had spread to 40,000 acres by
6:00 p.m.

At 5:15 p.m., with all department and mutual aid fire assets committed, Fire Chief Ed Blakely
called the County Emergency Operations Center (or EOC) and requested outside help. The
County EOC contacted Ellen Burgess, the duty officer at the State EOC, and requested that the
State Emergency Response Act be invoked. Under this act, the State Director of Emergency
Management could commit State assets (such as people, equipment, and money) to the fire.

Ellen Burgess contacted Chief Blakely in the field. He told her that he could not hold the fire. It
was headed straight for the Tres Rios Nuclear Power Plant and was also threatening the Los
Cerros housing community. He told her that she needed to invoke the Emergency Response
Act because he would definitely need State resources to fight the fire.

Acting State Director Rick Douglas considered the County’s request for State help. Rick was a
cautious decisionmaker. He had encountered problems in the past when he had made
decisions without getting all of the facts. Ellen Burgess told him, “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.”

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. EOC staff members were busy fielding media calls,
drafting situation reports, and trying to plot the location and size of the fire. Ellen confronted
Rick and told him, “We need to move out on this thing. The fire is out of control and heading for
the nuclear power plant. They are overwhelmed. We need to decide now.”

Rick backed away, and told her, “Stop! | am not going to make any kind of decision until I 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., the County Commissioner Vera Morgan called the EOC. She reported that they
had just lost two homes in the Los Cerros community and wanted something done immediately.
Rick replied that he was working on it and would get back to her. 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!” Rick responded with frustration and told her he was still assessing the
situation. He warned her not to push him.

Leadership and Influence (1S-240.b)
February 2014 Student Manual Page 1.9



Lesson 1. Course Introduction

CASE STUDY: THE LOS CUCHILLOS FIRE

Visual 1.8 (Continued)

Finally, at 7:20 p.m., after Operations learned that seven houses 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.

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.

Leadership and Influence (1S-240.b)
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Lesson 1. Course Introduction

LEADERSHIP AND INFLUENCE IN EMERGENCY MANAGEMENT

Visual 1.9

Leadership and Influence

» Leadership is critically
important in emergency
management, and lack of it
can result in loss of public
trust, loss of property, or
worse.

* The need for leadership and
influence is not confined to
the response and recovery
phases of emergency
management.

Leadership and Influence (I 5-240.b)

Key Points

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:

e Invite 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.

e 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.

Leadership and Influence (1S-240.b)
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Lesson 1. Course Introduction

LEADERSHIP AND INFLUENCE IN EMERGENCY MANAGEMENT

Visual 1.10

Leadership in Emergency Management

» Successful leadership in
Emergency Management is
a critical requirement when
an incident occurs.

* The Incident Command
System (ICS) provides a
system for leaders to work
together and support each
other in response.

Visual 1.10

Leadershipand influence (1S-240.b)

Key Points

Successful leadership in Emergency Management is a critical requirement when an incident
occurs. The Incident Command System (ICS) provides a system for leaders to work together
and support each other in response.

The Incident Command System is part of the National Incident Management System (NIMS)
and plays an important part of ensuring unity of command during response operations.

The job aid on the next page provides additional information about the National Incident
Management System (NIMS).

Leadership and Influence (1S-240.b)
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Lesson 1. Course Introduction

Job Aid: National Incident Management System (NIMS)

NIMS represents a core set of doctrines, concepts, principles, terminology, and organizational
processes that enable effective, efficient, and collaborative incident management.

NIMS integrates smart practices into a comprehensive framework for use nationwide by
emergency management/response personnel in an all-hazards context. These smart practices
lay the groundwork for the components of NIMS and provide the mechanisms for the further
development and refinement of supporting national standards, guidelines, protocols, systems,
and technologies.

NIMS fosters the development of specialized technologies that facilitate emergency
management and incident response activities, and allows for the adoption of new approaches
that will enable continuous refinement of the system over time.

Key NIMS Components

o Preparedness: Effective emergency management and incident response activities begin
with a host of preparedness activities conducted on an ongoing basis, in advance of any
potential incident. Preparedness involves an integrated combination of assessment;
planning; procedures and protocols; training and exercises; personnel qualifications,
licensure, and certification; equipment certification; and evaluation and revision.

¢ Communications and Information Management: Emergency management and incident
response activities rely on communications and information systems that provide a common
operating picture to all command and coordination sites. NIMS describes the requirements
necessary for a standardized framework for communications and emphasizes the need for a
common operating picture. This component is based on the concepts of interoperability,
reliability, scalability, and portability, as well as the resiliency and redundancy of
communications and information systems.

e Resource Management: Resources (such as personnel, equipment, or supplies) are
needed to support critical incident objectives. The flow of resources must be fluid and
adaptable to the requirements of the incident. NIMS defines standardized mechanisms and
establishes the resource management process to identify requirements, order and acquire,
mobilize, track and report, recover and demobilize, reimburse, and inventory resources.

e Command and Management: The Command and Management component of NIMS is
designed to enable effective and efficient incident management and coordination by
providing a flexible, standardized incident management structure. The structure is based on
three key organizational constructs: the Incident Command System, Multiagency
Coordination Systems, and Public Information.

¢ Ongoing Management and Maintenance: Within the auspices of Ongoing Management
and Maintenance, there are two components: the National Integration Center (NIC) and
Supporting Technologies.

Additional information about NIMS can be accessed online at the FEMA Web site or by
completing EMI’s IS-700 online course.

Leadership and Influence (1S-240.b)
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Lesson 1. Course Introduction

LEADERSHIP AND INFLUENCE IN EMERGENCY MANAGEMENT

Visual 1.11

‘What is ICS?

| | ICS is a standardized, on-scene,

all-hazards incident management

approach that:

= Allows for an integrated
organizational structure.

= Permits seamless integration of
responders from all jurisdictions.

= Can be used for any type of
incident, scope, and complexity.

Visual1.11

Leadershipand influence (1S-240.b)

Key Points

ICS is a standardized, on-scene, all-hazards incident management approach that:

o Allows its users to adopt an integrated organizational structure that matches the
complexities and demands of incidents.

o Permits seamless integration of responders from all jurisdictions.
¢ Can be used for incidents of any type, scope, and complexity.

NIMS promotes the use of ICS for every incident or scheduled event. Using ICS on all incidents
helps hone and maintain skills needed for the large-scale incidents.

Leadership and Influence (1S-240.b)
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Lesson 1. Course Introduction

LEADERSHIP AND INFLUENCE IN EMERGENCY MANAGEMENT

Visual 1.12
ICS:
= Establishes a common
doctrine.
‘| = |s based on proven best
practices.
Visual 1.12
Leadershipand Influence (IS-240.b)
Key Points
ICS:

o Establishes a Common Doctrine. Having a common doctrine allows for emergency
management personnel from many different jurisdictions to work together. NIMS and ICS
provide a systematic, proactive approach guiding departments and agencies at all levels of
government, the private sector, and nongovernmental organizations to work seamlessly to
prepare for, prevent, respond to, recover from, and mitigate the effects of incidents,
regardless of cause, size, location, or complexity, in order to reduce the loss of life and
property, and harm to the environment.

e Is Based on Proven Best Practices. ICS works! It saves lives! Life safety is the top priority
for ICS response.

By using management best practices, ICS helps to ensure:

o The safety of responders, workers, and others.
e The achievement of response objectives.
¢ The efficient use of resources.

Leadership and Influence (1S-240.b)
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Lesson 1. Course Introduction

LEADERSHIP AND INFLUENCE IN EMERGENCY MANAGEMENT

Visual 1.13

_What This Means to You as a Leader

Your jurisdiction should:

= Use ICS and NIMS to manage all
incidents.

= Integrate all response agencies
into a single system.

= Develop and implement a public
information system.

= Ensure personnel are properly
trained.

= Ensure communications
interoperability.

Visual 1.13

Leadershipand influence (1S-240.b)

Key Points

Your jurisdiction should:

Use ICS and NIMS 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 departmental Emergency Operations Centers (EOCs) and
local 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 the importance of working with Voluntary Organizations Active in Disaster (VOADS),
NGOs, business and industry, and others to develop a plan for addressing volunteer needs
before an emergency to help eliminate some of the potential problems that can occur during an
emergency.

Leadership and Influence (1S-240.b)
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Lesson 1. Course Introduction

LEADERSHIP AND INFLUENCE: WHAT DO THEY MEAN?

Visual 1.14
Discussion Questions
What do we mean by
leadership?
Where does influence
Visual 1.14
Leadership and Influence {1 5-240.b)
Key Points

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 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 and Influence (1S-240.b)
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Lesson 1. Course Introduction

LEADERSHIP AND INFLUENCE: WHAT DO THEY MEAN?

Visual 1.14 (Continued)

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.

Situational leader.

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.

Leadership and Influence (1S-240.b)
Page 1.18 Student Manual February 2014



Lesson 1. Course Introduction

ACTIVITY: SELF-ASSESSMENT: LEADERSHIP BEHAVIORS

Visual 1.15

Activity: Leadership Behaviors

Instructions: Working individually:
» Complete the questionnaire on the following
page.
» Referto the instructions forfilling out this
guestionnaire in your StudentManual.

* Next, identify two or three personal learning
goals for yourself using the space provided.

Visual 1.13
Leadership and Influence {| 5-240.b)

Key Points

Purpose: The purpose of this activity is to assess your leadership skills and priorities.
Time: 10 minutes

Instructions:

e Complete the self-assessment 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).

o0 Incolumn one, assess your current proficiency in the 15 leadership behaviors by rating
yourself on a scale of 1 to 10 for each behavior, with 1 representing No Proficiency, and
10 representing Full Proficiency.

0 Incolumn two, estimate how much time you spend on each of the 15 behaviors by
apportioning your sum total (100%) of actual time spent among the behaviors.

o0 Incolumn 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 each of the 15 behaviors.

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

Leadership and Influence (1S-240.b)
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Lesson 1. Course Introduction

ACTIVITY: SELF-ASSESSMENT: LEADERSHIP BEHAVIORS

Visual 1.15 (Continued)

Self-Assessment: Leadership Behaviors

How proficient How much time For your group to
are you in this do you spend on | excel, how should you
. . ior? i ior? i ime?
Leadership Behaviors behavior? this behavior~ apportion your time?
Rate from 1 to 10: Estimate the numeric Express the numeric
1 = No Proficiency percentage of your percentage of time you
10 = Full Proficiency time spent on each. should spend on each.

Telescopic Behaviors

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.

Foster commitment.

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.

Mid-Distance/Microscopic Behaviors

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.

TOTALS N/A 100% 100%

Adapted from Deep Change: Discovering the Leader Within, by Robert E. Quinn. San
Francisco: Jossey-Bass: 1996 (p. 149).

Leadership and Influence (1S-240.b)
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Lesson 1. Course Introduction

ACTIVITY: PERSONAL LEARNING GOALS

Visual 1.16

Activity: Personal Learning Goals

Instructions:

» Based onthe self-assessmentthatyou just
completed, the contentoutlined for this
course, and the course objectives, identify
two or three specific learning goals for
yourself.

= Write your goals in the space provided in
your StudentManual,and use them as a
reference for the course.

Visual 1.16
Leadership and Influence {| 5-240.b)

Key Points

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 focus for the course.

Personal Learning Goals For This Course

Leadership and Influence (1S-240.b)
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Lesson 1. Course Introduction

SUMMARY AND TRANSITION

Visual 1.17

Summary and Transition

» Lesson 1 provided an overview of the
course contentand asked you to identify
personalleadership goals.

» Lesson 2 discusses how self-knowledge and
understanding contribute to effective
leadership.

Visual 1.17

Leadership and Influence {| 5-240.b)

Key Points

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

For More Information:

o FEMA EMI Independent Study Course I1S-700: National Incident Management System
(NIMS), An Introduction

¢ National Incident Management System (NIMS): http://www.fema.gov/emergency/nims/
National Response Framework (NRF): http://www.fema.gov/emergency/nrf

Leadership and Influence (1S-240.b)
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Lesson 2. Leadership From Within

INTRODUCTION

Visual 2.1
Lesson 2.
Leadership From
Within
Visual 21
Leadership and Influence [ 5-240.b)
Key Points

This lesson 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.

Leadership and Influence (1S-240.b)
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Lesson 2. Leadership From Within

INTRODUCTION

Visual 2.2

Lesson 2 Objectives

Describe how self-knowledge and understanding
conftribute to effective leadership.

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

Identify factors that underlie your thought process
and affect your ability to lead.

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

Identify personal goals for improving your inner
capacity for leadership.

Visual 2.2

Leadership and Influence {| 5-240.b)

Key Points

After completing this lesson, you should be able to:

o Describe how self-knowledge and understanding contribute to effective leadership.
o Use self-assessment, self-reflection, and authentic feedback to increase your self-

knowledge.

Identify factors that underlie your thought process and affect your ability to lead.
¢ Differentiate between inquiry and advocacy and identify strategies for balancing the two.
Identify personal goals for improving your inner capacity for leadership.

Page 2.2
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Lesson 2. Leadership From Within

WHERE LEADERSHIP BEGINS

Visual 2.3

Where Leadership Begins

In his book, Leading from the Inside Out:
Becoming a Leaderfor Life, Kevin Cashman
said:

“We tend to view leadership as an external
event. . .as somethingwe do. Rather,
leadership is anintimate expression ofwho
we are; itis our beingin action.”

Visual 2.3
Leadership and Influence {| 5-240.b)

Key Points

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.

Leadership and Influence (1S-240.b)
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Lesson 2. Leadership From Within

PARADIGMS THAT GUIDE THINKING

Visual 2.4

Paradigms That Guide Thinking

» Paradigms are mental models thatprovide a
structure for our thoughts and guide our
thinking.

* Theyhelpus make sense of all of the
information thatwe encounterbytelling us
whatto pay attention to, how to arrange
whatwe pay attention to, how to draw
conclusions,and howto interpret things.

Visual 2.4

Leadership and Influence {| 5-240.b)

Key Points

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.
However, 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, our perspective and judgment frequently create conflict.

Leadership and Influence (1S-240.b)
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Lesson 2. Leadership From Within

PARADIGMS THAT GUIDE THINKING

Visual 2.5
Three Work Paradigms
= The Hired Hand
= The Broker
= The Leader
Visual 2.5
Leadership and Influence [ 5-240.b)
Key Points

We think of ourselves in many different ways at work. Sometimes we are focused on our work
or the work of our immediate group. Sometimes we are trying to “get along” with others, and
keeping things working as well as they can. Sometimes we have a broader vision of our place
in our organization and our influence over it.

We can see these as three common work paradigms, and understand how each impacts our
work and that of our entire organization. We will refer to the paradigms we will discuss as
follows:

e The Hired Hand
e The Broker
e The Leader

We don't work out of just one of these paradigms at a given time and for any given situation.
These three paradigms complement each other, and we draw upon them based on our reaction
to the situation at hand, and in order to address it.

The job aid on the next pages provides an overview of how operating out of each of these
paradigms causes us to view and react to different aspects of our work. Those differences are
then described on the following pages.

Leadership and Influence (1S-240.b)
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Lesson 2. Leadership From Within

Job Aid: Three Work Paradigms

The Hired Hand

The Broker

The Leader

Sees
Organization
As ...

A means of facilitating
their work

A system of mutual
interests that helps
each other to achieve
individual goals

People working together
to achieve a greater
goal

Source of Competence or Ability to manage Others trust in him/her
Power . .. perceived competence | interactions between

others
Perceives Bureaucratic, obstacle Granter of rights and Providing vision,
Senior to progress privileges direction
Management
As ...
Handles Making logical, fact- Making compromises to | Listening to others,
Opposition based arguments get what he/she wants advocating his/her own
By... position

Communication
Style ...

Stick to the facts

Tries to make sense of
the facts

Understanding and
being understood

Main Goal . ..

Advancing his/her work

Improving his/her
position in the hierarchy

Define a vision and
work toward achieving it

Sees the Organization as . . .

¢ The Hired Hand sees the organization as a means to an end. He/she wants to accomplish
their work and need the organization to facilitate it. The barometers of the success of the
organization, its leaders, and its employees is whether or not each completes the work they
set out to do, and how well they do it.

o The Broker wants to accomplish his or her goals as well, but sees the organization as made
up of smaller groups of individuals working together to achieve their own goals. Brokers
judge the organization on how well its leaders and individuals interact and “cut deals” to get

work done.

e The Leader sees the organization as made up of individuals working together to set and
meet goals they couldn’t achieve by themselves. The ability to work effectively together, to
make the sum greater than its parts, is the standard to judge the organization by.

Source of Power . . .

e The Hired Hand gets credibility from his or her ability to be the best at the job. The Hired
Hand'’s power is based both on technical competence and on how others view his or her
competence (his or her reputation).

e The Broker’s credibility stems from his or her position within the hierarchy of the

organization. Brokers who get things done are the most successful.

e The Leader's credibility is based in his or her integrity and others’ belief in it. Leaders’
greatest asset is others’ trust in them. They wield their power to empower others.

Page 2.6
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Lesson 2. Leadership From Within

Job Aid: Three Work Paradigms (Continued)
Perceives Senior Management As . ..

e The Hired Hand feels that in a perfect world, there would be no need for senior
management. It produces nothing and gets in the way of progress.

o The Broker perceives senior management as a grantor of privileges and people to curry
favor from. Being a member of senior management is a great honor since it allows the
broker to make decisions that impact many.

¢ The Leader understands that senior management is there to lead and provide vision. Senior
management should set the proper moral tone for the organization and “do the right thing”.

Handles Opposition By . ..

e The Hired Hand will engage in argument based on empirical evidence and fact. Hired
Hands appeal to the rational in those that oppose them.

o The Broker works out of the “I'll scratch your back if you scratch mine” school of conflict
management. Compromises are made that provide what the Broker, and whomever the
Broker is making deals with, to get what they want.

e The Leader strives to fairly address complex and competing needs in any situation, and
thinks of creative, equitable solutions to any challenge.

Communication Style . . .

e The Hired Hand sticks to the facts — everything else is nonsense that distracts people from
the true issue at hand.

e The Broker focuses on the facts but tries to make sense of them, ascribing meaning to
create a big picture of what discrete events mean when considered together.

e The Leader realizes that humans look for meaning beyond the simple facts, and is sensitive
to the perceived meaning of his or her actions. The Leader strives to understand others as
well as be understood.

Main Goal . ..

e The Hired Hand wants to advance his or her own work and receive credit for it.

e The Broker wants to advance his or her work as well, but in this case it is his or her position
within the hierarchy.

e The Leader is focused on defining and carrying out goals for the common good.
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Lesson 2. Leadership From Within

ACTIVITY: WHICH PARADIGM?

Visual 2.6

Activity: Which Paradigm?

Instructions:

» Read the descriptions in your Student
Manual ofhow different people approach
theirleadershiproles.

= Decide which leadership paradigm eachone
represents:

= The Hired Hand
= The Broker
= The Leader

Visual 2.6

Leadership and Influence {| 5-240.b)

Key Points

Purpose: The purpose of this activity is to identify the different leadership paradigms.
Time: 5 minutes

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

e The Hired Hand
e The Broker
e The Leader

Leadership and Influence (1S-240.b)
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Lesson 2. Leadership From Within

ACTIVITY: WHICH PARADIGM?

Visual 2.6 (Continued)

Activity: Which Paradigm?

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

The The The
Examples of Approaches to Leadership Role Hired
Broker | Leader
Hand
1. Jane is working toward an alliance with the smaller L] L] L]
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 L] L] L]

employees. He’'s the boss, he knows the ropes, and he
works hard. So they do, too.

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

4. The consensus among Jim’s employees and colleagues is L] L] L]
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.

5. Anna has locked horns with other response agencies over L] ] ]
equipment resources. She decides to give in on the staffing
issue to get access to the needed debris removal
equipment.
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Lesson 2. Leadership From Within

BALANCING THE PARADIGMS

Visual 2.7
Three Lenses of Leadership
» Telescopiclens
» Mid-distance lens
» Microscopiclens
Wisual 2.7
Leadership and Influence (I 5-240.b)
Key Points

We have examined three different ways of looking at the world. Is one right and the others
wrong? Of course not. Everyone displays attributes of all three. However, those acting out of
the paradigm of the Leader will be most effective and have the greatest impact over time.

In the final analysis, your paradigm 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.

Three Lenses of Leadership

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: the telescopic lens, the
mid-distance lens, and the microscopic lens.

Telescopic lens. The telescopic lens has the longest term view. 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 focused on
short-term goals. You're likely to focus on articulating standards, expectations, goals, and
rewards, and the consequences for not meeting expectations.

Leadership and Influence (1S-240.b)
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Lesson 2. Leadership From Within

BALANCING THE PARADIGMS

Visual 2.7 (Continued)

Three Lenses of Leadership (Continued)

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 laid back.

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.

Using All Three Lenses

Changing old ways. When using all three lenses, 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.
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Lesson 2. Leadership From Within

SELF-KNOWLEDGE

Visual 2.8
Self-Knowledge
What are some ways that
increased self-knowledge
can strengthen you as
a leader?
¥isual 2.8
Leadership and Influence [ 5-240.b)
Key Points

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:

Leadership and Influence (1S-240.b)
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Lesson 2. Leadership From Within

SELF-KNOWLEDGE

Visual 2.9
Benefits of Increased Self-Knowledge
* 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.
Visual 2.9
Leadership and Influence {| 5-240.b)
Key Points

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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Lesson 2. Leadership From Within

SELF-KNOWLEDGE

Visual 2.10
- L]
Johari Window
Known to Self Unknown to Self
Known to Others Open Area Blind Area
Unknown to Others Hidden Area Unknown Area
JoeLufrand Harry Ingham
Visual 210
Leadership and Influence {| 5-240.b)
Key Points

Source: Joe Luft and Harry Ingham. “The Johari window, a graphic model of interpersonal
awareness,” Proceedings of the Western Training Laboratory in Group Development. Los
Angeles: UCLA, 1955.

The Johari Window is a model that provides us a visual way to think about self-knowledge.
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.

e 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.

e 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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SELF-KNOWLEDGE

Visual 2.11
L]
Expanding the Open Area
Known to Self Unknown to Self
Known to Others Open Area Blind Area
Unknown to Others Hidden Area Unknown Area
JoeLufrand Harry Ingham
Visual 2.1
Leadership and Influence {| 5-240.b)
Key Points

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.

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.)

Think about leaders you have worked with before. 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?

While being more open involves some risk, the potential payoff is greater trust, understanding,
and the benefit of the doubt when it's needed.
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SELF-KNOWLEDGE

Visual 2.12
Ways To Increase Self-Knowledge
» Self-assessment
= Self-reflection
» Soliciting authentic
feedback
WVisual 2.12
Leadership and Influence [ 5-240.b)
Key Points

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:

e Self-assessment.
e Self-reflection.
e Soliciting authentic feedback.
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Lesson 2. Leadership From Within

SELF-KNOWLEDGE

Visual 2.13
Self-Assessment
» We tend to be an outward-oriented society.
» Thattendency leads us to think that both
ourproblems and their solutions are outside
of us.
* Qurculture doesn’tput /
a high priority on ;
self-assessment. f“'
Visual 213
Leadership and Influence {| 5-240.b)
Key Points

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.

Approaches. Inthe previous lesson, 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.

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, over time you will be able to see yourself with greater
honesty and accuracy.
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SELF-KNOWLEDGE

Visual 2.14
Self-Reflection
Why is self-reflection
important to
leadership?
Visual 2.14
Leadership and Influence {1 5-240.b)
Key Points

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?

o Self-reflection helps you ensure that you are taking sound actions and not simply running on
“auto pilot,” but rather are conscious about doing what is most important in any given
situation.

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

o Self-reflection allows you to notice your habitual ways of responding so that you have the
option of approaching things differently.

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 timeout in which you simply stop and think. Other
approaches include:

Journal writing.

Note taking.

Talking to others (thinking out loud).
Speaking into a tape recorder.
Meditation.

Drawing pictures.

The job aid on the next page 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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Job Aid: Self-Reflection Techniques
Journal Writing
Journal writing is one technique for self-reflection. Approached in the right way, it can be a
process of discovery rather than mere reporting. Productive journal writing takes very little time
and can be of great benefit. It can be a powerful tool for reflection, self-discovery, problem

solving, learning, and integration. Here’s how it works:

1. Think about a situation at work with which you are currently struggling or feeling unsettled.
(This technique is also good for situations in your personal life.)

2. Write down a set of questions you want to reflect on concerning the situation. Put each
guestion on a separate page, to allow room to write. For starters, try these questions:

a. What about this situation is uncomfortable or difficult for me?
b. What did | learn about myself and/or the situation?
c. What are all of the possible steps | can think of to take, based on what I've just learned?

As you become familiar with this technique, you can vary the questions to accommodate
your own needs for personal growth.

3. Decide on atime limit (for example, 3 minutes per question). If possible, set a timer so you
don’t have to watch the time.

4. Begin writing. Write about the first question continuously for the allotted time. Write
whatever comes to your mind. Don’t worry about grammar or punctuation. Just do not stop
writing until the time is up.

5. Respond in the same manner to each question, timing yourself and writing continuously.

Try journal writing every day for a week before deciding whether this approach works for you.

Thinking Out Loud

Thinking out loud is another self-reflection technique. It is quite simple and can be done with a
partner or alone, using a tape recorder. These are the ground rules:

1. The partner has only one role: to listen. He or she should not provide suggestions, advice,
or insert himself or herself at all in the speaker’s process.

2. Select a situation with which you are currently struggling or feeling unsettled, to talk about.

3. You may wish to set up a timeframe in advance (e.g., 1 minute to set the context and 4
minutes to speak).

4. Talk.
5. Afterwards, review what you said. Either discuss it with your partner or replay your tape.

Many people find that having a “sounding board”—someone to listen without trying to solve
their problem—unleashes their creative problem-solving abilities.
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ACTIVITY: SELF-REFLECTION

Visual 2.15

Activity: Self-Reflection

Instructions:

» Returnto the Leadership Behaviors Self-
Assessment you completed in Lesson 1, and
compare your time spent on telescopic behaviors
to your time spent on mid-distance/microscopic
behaviors.

= Next, reflect on the questions in your Student
Manual.

» Finally, given your reflections on these questions,
reconsider the personal goals you identified at
the end of Lesson 1.

Visual 213

Leadership and Influence {| 5-240.b)

Key Points

Purpose: The purpose of this activity is to reflect on your leadership behaviors.

Time: 10 minutes.

Instructions:

1. Return to the Leadership Behaviors Self-Assessment you completed in Lesson 1, and
compare your time spent on telescopic behaviors to your time spent on mid-
distance/microscopic behaviors, as explained on the following page in your Student Manual.

2. Next, reflect on the questions in your Student Manual.

3. Finally, given your reflections on these questions, reconsider the personal goals you
identified at the end of Lesson 1.
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ACTIVITY: SELF-REFLECTION

Visual 2.15 (Continued)

Self-Reflection: Looking at How You Spend Your Time

Notice that the first eight items on the Leadership Behavior Self-Assessment relate to telescopic
behaviors, and the last seven relate to mid-distance and microscopic behaviors.

Step 1: Total your telescopic and mid-distance/microscopic proficiency scores (column one)
and percentages (columns two and three), and enter them below.

How proficient How much time For your group to
are you in this do you spend on | excel, how should you
behavior? this behavior? apportion your time?
Rate from 1 to 10: Estimate the numeric Express the numeric
1 = No Proficiency percentage of your percentage of time you
10 = Full Proficiency time spent on each. should spend on each.

Telescopic behaviors
(Add up the individual scores and
percentages for items 1-8.)

Mid-distance and microscopic
behaviors

(Add up the individual scores and
percentages for items 9-15.)

Step 2: Next, reflect on the following questions:

¢ What observations can you make about how your time and abilities differ between the
telescopic and midrange/microscopic behaviors?

o Do these observations make you think differently about your role as a leader? If so, explain.

e 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?

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

Step 3: Finally, given your reflections on these questions, reconsider the personal goals you
identified at the end of Lesson 1. Do you wish to adjust them or add others at this
time?
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AUTHENTIC FEEDBACK

Visual 2.16
Authentic Feedback

What can you do to

encourage others to

give you their honest

feedback?
Leadership and Inﬁuen:{?;ai"lﬁlﬁ

Key Points

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 earn the respect and
trust of their colleagues. 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. It is 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.
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AUTHENTIC FEEDBACK

Visual 2.17

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.

» Restate what the speaker has told you.

» Ask followup questions to gain clarity.

» Thank them.

Visual 217

Leadership and Influence {| 5-240.b)

Key Points

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 others 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 was said.
Ask followup questions to gain clarity; get specifics. For example:

o0 “Can you give me some specifics?”

0 “What impact is that having?”

0 “Can you tell me more about that?”

e Thank the individual(s) who gave you the feedback.

e When possible, make changes as a result of the feedback.

¢ |Initially, ask for feedback infrequently until others see that you're willing to make changes
based on earlier feedback given to 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, those acting out of the Leader paradigm 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 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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AUTHENTIC FEEDBACK

Visual 2.17 (Continued)

Use the job aid on the following page to identify people from whom you can solicit authentic
feedback about your leadership. They may be subordinates, those with more authority than
you, peers, or others. If possible, try to identify people who can offer different perspectives on
your leadership.

Jot down notes about your feedback strategy—e.g., good situations in which to invite each
person’s feedback, timing, lead questions, areas of your leadership you hope to learn more
about from this person, and so on.
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Job Aid: Authentic Feedback

Instructions:

1. Identify at least three people from whom you can solicit authentic feedback about your
leadership. They may be subordinates, those with more authority than you, peers, or
others. If possible, try to identify people who can offer different perspectives on your

leadership.

2. Jot down notes about your feedback strategy—e.g., good situations in which to invite their
feedback, timing, lead questions, areas of your leadership you hope to learn more about
from this person, and so on.

Feedback Source #1:

Strategy:

Feedback Source #2:

Strategy:

Feedback Source #3:

Strategy:
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UNDERSTANDING HOW YOU THINK

Visual 2.18

Understanding How You Think

» Sometimes it's difficult to differentiate
between whata person actually says and
howwe interpret whatthey said.

* In otherwords,
ourown beliefs
affectwhatand
howwe hear.

Visual 2.18

Leadership and Influence [ 5-240.b)

Key Points

The preceding section noted the importance of receiving feedback without explaining or
defending yourself. Have you ever noticed what happens when you really listen to another
person without intending to respond? Perhaps not, because most of us listen only rarely.
Usually what we hear is received through many filters, including:

Assumptions and biases.

o Resistances and barriers stemming from a different set of beliefs.

e Preoccupation with identifying areas of agreement with our own beliefs, and the significance
of such agreement.

e Thinking about how we will respond.

Sometimes it's difficult to differentiate between what a person actually says and how we
interpret what they said. In other words, our own beliefs affect what and how we hear.
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UNDERSTANDING HOW YOU THINK

Visual 2.19

Ladder of Inference

4

I take ACTIONS based an my belefls.

I adopt BELIEFS about the world.

- m

I draw CONCLUSIONS.

Kl

oY

I make ASSUMPTIONS base=d on the meanings I added.

1]

I add MEANINGS (culural and parsanal].

»

I zzlect DATA from what I abserve.

»

Al the information in the ward.

Visual 2.19
Leadership and Influence {| 5-240.b)

Key Points

Source: Peter M. Senge. The Fifth Discipline: The Art and Practice of the Learning
Organization. New York: Currency Doubleday, 1994.

Business theorist Chris Argyris developed a model that explains our thinking process as we
interact with the world, and Peter Senge applied the model in his work on learning
organizations. This seven-step process, called the Ladder of Inference, is illustrated on the
following page. According to this model, as we move up the ladder our beliefs affect what we
infer about what we observe, and therefore become part of how we experience our interaction

with other people.
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UNDERSTANDING HOW YOU THINK

Visual 2.19 (Continued)

Ladder of Inference

V4 £
| take ACTIONS based on my beliefs.

T

| adopt BELIEFS about the world.

T

I draw CONCLUSIONS.

T

I make ASSUMPTIONS based on the meanings | added.

T

| add MEANINGS (cultural and personal).

T

| select DATA from what | observe.

T

All the information in the world.

Source: Peter M. Senge. The Fifth Discipline: The Art and Practice of the Learning
Organization. New York: Currency Doubleday, 1994.

An obvious example of how the Ladder of Inference impacts our actions would be only “hearing
that which supports your own argument. But the process is usually much more subtle. Your
background influences the meanings that you ascribe to what you hear, which in turn leads you
to make assumptions. In fact, your beliefs affect which data you select in the first place.

If you take the time to “walk” up and down the Ladder of Inference, you can learn a great deal
about how your own beliefs, assumptions, background, culture, and other influences (i.e., your
own personal paradigm) affect how you interpret what others say and how you interact with
them. It is also a useful tool for reaching a better understanding of those you lead.
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CREATING A LEADERSHIP ENVIRONMENT

Visual 2.20

Creating a Leadership Environment

» Listen carefully to what people actually say.
Try not to interpret at first.

» Listenforconclusions and beliefs—yours
and theirs.

» Listen for directly observable data.
» Suspendyourcertainties and conclusions.

= Whatmustbe the Ladder of Inferencein
theirminds?

Visual 2.20
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Key Points

As discussed earlier, one approach that fosters an environment of leadership is soliciting
authentic feedback and responding to that feedback with openness to change. The Ladder of
Inference is also a useful tool for creating a leadership environment.

Using the Ladder of Inference to Create an Environment of Leadership

As you interact with other people, try walking down the ladder to gain a better understanding of
how you—and they—think.

o Listen carefully to what people actually say. Try not to interpret at first.

e Listen for conclusions and beliefs—yours and theirs.
o0 Do they jump to conclusions?
0 What conclusions are you making as you listen?

e Listen for directly observable data.
o Can you form a picture in your mind of what they are saying?
0 Ask yourself: What led them to think as they do?

e Suspend your certainties and conclusions.
o Do they act as if their conclusions are obvious?
o Do you?
0 Are there other ways of seeing things?

¢ What might be the Ladder of Inference in their minds?
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CREATING A LEADERSHIP ENVIRONMENT

Visual 2.21

Inquiry vs. Advocacy

» |nguiry. Inquiry involves talking with other people
and learning from them.
= Atthis stage, you are not judging, arguing, or
trying to present your own viewpoint—you are
justlearning.

» Advocacy. Advocacy involves “selling” an idea
or position or directing attention to certain facts
you think are relevant.

» Thisis when you begin to evaluate ideas,
narrow the field, and work toward consensus.

Visual 2.21
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Key Points

What happens when you sit down with another person or a group of people and discuss
something (an issue, a plan, a goal, a problem)? A healthy discussion will include first inquiry,
then advocacy.

e Inquiry. Inquiry involves talking with other people and learning from them. At this stage,
you are not judging, arguing, or trying to present your own viewpoint—just learning. During
this phase you should strive not only to hear the other person’s words, but to learn about
their mental models to understand where they are coming from and what they are really
saying.

The inquiry stage is also a time for observing your own thoughts, checking out your Ladder
of Inference. Inquiry requires that you suspend assumptions. This does not mean laying
them aside, but rather bringing them forward and making them explicit so that you and the
others can explore their meaning and impact.

e Advocacy. A second aspect of communication, after the inquiry stage, is advocacy.
Advocacy involves “selling” an idea or position or directing attention to certain facts you think
are relevant. This stage is when you begin to evaluate ideas, narrow the field, and work
toward consensus.

In a team context, inquiry and advocacy are sometimes called dialogue and discussion. During
the dialogue phase, everyone should be in an inquiry mode—sharing facts, ideas, and opinions,
without evaluating or defending them. By the time you move to the discussion phase, everyone
should have a common understanding of all of the facts and viewpoints. Then comes
discussion, when you try to determine what you believe in. The problem in many teams is that
they tend to move too quickly to discussion, without adequate inquiry. This practice has the
effect of stifling creative thinking and undermining trust.
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CREATING A LEADERSHIP ENVIRONMENT

Visual 2.22
Balancing Inquiry and Advocacy
The key—both within yourself and in working with a
team—is to balance inquiry and advocacy. You need
both.
Visual 2.22
Leadership and Influence [ 5-240.b)
Key Points

The key—both within yourself and in working with a team—is to balance inquiry and advocacy.
You need both. In your efforts to develop self-knowledge, be aware of your intentions behind
your inquiry and advocacy, and strive to balance the two. Then, work to enable your group to
do the same. The job aid on the next page provides some tips for balancing inquiry and
advocacy.

Leadership and Influence (1S-240.b)
February 2014 Student Manual Page 2.31



Lesson 2. Leadership From Within
Job Aid: Tips for Balancing Inquiry and Advocacy
¢ Become aware of the gap between what you intend and what you actually do. Notice other
people’s reactions to you: Are the reactions what you expected? Why or why not? Make
an effort to understand and begin to close this gap.

e Let go of the win/lose mindset of controlled discussion. Decide to learn from others.

e Make your thinking visible, and ask others to do the same. State your assumptions, explain
your reasoning, and give examples.

¢ Avoid defensiveness when your ideas are questioned.

¢ Be aware when you or others are jumping to conclusions.

e Gently walk others down the Ladder of Inference and find out what data they are operating
from. Use unaggressive language (e.g., “Can you help me understand your thinking
here?”).

e Listen without resistance. Hear ideas as if for the first time.

e Respect differences.

e Suspend role and status during dialogue; let leadership become a shared responsibility of
the whole group.

e Tryto bring forward people who have not spoken, and prompt them to add their views.

e Take risks by participating and being willing to make mistakes. Speak from your own
experience.

¢ When advocating, stay open and encourage others to give different views
¢ If you notice that a discussion is lopsided, let the group know what you’'ve observed. Help

the group to balance inquiry and advocacy by making your own contributions in a way that
creates more balance.
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ACTIVITY: YOUR INNER LEADER

Visual 2.23

Activity: Your Inner Leader

Instructions:

* Think about a specific group that you are
responsible for leading. In the Johari Window in
your Student Manual, fill in the following
information:

* QOpen Area: Things about you that are known
both to you and to the group.

» Hidden Area: Things about you that you know
but the group doesn’t know.

* Trytolist at least five things in each area.

Visual 2.23
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Key Points

Purpose: The purpose of this activity is to identify the Open Area and the Hidden Area of
yourself as a leader.

Time: 10 minutes
Instructions:

1. Think about a specific group that you are responsible for leading. In the Johari Window on
the next page, fill in the following information:

e Open Area: Things about you that are known both to you and to the group.
e Hidden Area: Things about you that you know but the group doesn’t know.

2. Tryto list at least five things in each area.
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ACTIVITY: YOUR INNER LEADER

Visual 2.23 (Continued)

Activity: Your Inner Leader
Using the Johari Window

Unknown
Known to Self to Self
Open Area: Write your responses here:
Known to .
Others Blind Area
Hidden Area: Write your responses here:
Unknown to Unknown
Others Area
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Lesson 2. Leadership From Within

ACTIVITY: YOUR INNER LEADER

Visual 2.24

Activity: Your Inner Leader

Instructions: (Continued)

* |dentify at least one item in your Hidden Area that,
if brought into the Open Area, could improve your
effectiveness as a leader.

* What would be a good way to make this trait
known to the group?

» What are some strategies you can use to learn
about what lies in your Blind Area?

* Review the personal goals that you recorded in
Lesson 1. Add at least one new goal, based on
what you have learned in this lesson.

Visual 2.24
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Key Points

Purpose: The purpose of this activity is to expand your effectiveness as a leader.
Time: 10 minutes

Instructions: Based on the information you inserted in the Johari Window, answer the
following questions:

o Identify at least one item in your Hidden Area that, if brought into the Open Area (i.e.,
making it known to the group), could improve your effectiveness as a leader.

¢ What would be a good way to make this trait known to the group?

¢ \What are some strategies you can use to learn about what lies in your Blind Area?

e Review the personal goals that you recorded in the first lesson. Add at least one new goal,
based on what you have learned in this lesson.
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SUMMARY AND TRANSITION

Visual 2.25

Summary and Transition

In this lesson, you learned aboutthe:
* Importance of self-knowledge.

» Paradigms that guide thinking.

» JohariWindow.

» Ladderofinference.

In Lesson 3,you will learn aboutthe leader's
role in facilitating change.

Visual 2.25
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Key Points

In this lesson, you learned about the:

¢ Importance of self-knowledge as a resource for effective leadership.

o Paradigms that guide thinking, specifically, three leadership paradigms: the Hired Hand,
Broker, and Leader paradigms.

¢ Johari Window as a visual way to think about self-knowledge, and explored ways to
increase self-knowledge through self-assessment, self-reflection, and soliciting authentic
feedback.

e Ladder of Inference and its relationship to inquiry and advocacy, and reviewed strategies for
balancing inquiry and advocacy.

In the next lesson, you will learn about the leader’s role in facilitating change.
For More Information:
¢ FEMA EMI Independent Study Course 1S-242: Effective Communication
e Search keywords:

0 Leadership in organizations

o0 Traits of managers and leaders, leadership trends
0 Mental models
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Lesson 3. Facilitating Change
INTRODUCTION

Visual 3.1

Lesson 3.
Facilitating Change

Visual 3.1

Leadership and Influence [ 5-240.b)

Key Points

The previous lessons defined a leader as someone who sets direction and influences people to
follow that direction. Someone working out of the Leader paradigm is able to determine a
course for change in the future, articulate it as a vision, and stimulate coworkers and himself or
herself to challenge traditional ways of thinking. The process of becoming a more effective
leader often involves personal change—leaving behind some old, comfortable behaviors and
considering how to change behaviors that haven't served you well.

In this lesson, we will explore the topic of change and how to lead change effectively.
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Lesson 3. Facilitating Change

INTRODUCTION

Visual 3.2

Lesson 3 Objectives

» Describe key components ofthe change
process.

» |dentify methods for effectively
communicatingaboutchange.

» |dentify strategies for
facilitating change among ;’-\ g
employees and other ‘ y
stakeholders. Objectivesi B é’ "

=

Visual 3.2
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Key Points

After completing this lesson, you should be able to:

o Describe key components of the change process.
¢ Identify methods for effectively communicating about change.
o Identify strategies for facilitating change among employees and other stakeholders.
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Lesson 3. Facilitating Change

THE CHANGING ENVIRONMENT

Visual 3.3

The Changing Environment

» A crucial skill that
employees mustlearn to
succeedintoday’s
environmentis the ability to
respond quicklyand
effectively to change.

» Aneffective leaderis able
to motivate and inspire
others to embrace change.

Visual 3.3
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Key Points

A challenge throughout business, industry, and government today is learning to adapt to the
nonstop, rapid changes that are commonplace in every aspect of our lives.

In emergency management, change may come in many forms: new policies and procedures,
evolving technology and equipment, shifting priorities and issues, increasing community
emphasis on mitigation and prevention, new methodologies, and many others. In fact, the
whole concept of emergency management implies response to sudden change—often with little
warning, but ideally with adequate preparation.

A crucial skill that employees and community members must learn if they are to succeed in
today’s environment is the ability to respond quickly and effectively to change. An effective
leader is able to motivate and inspire others to embrace change.
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THE CHANGING ENVIRONMENT

Visual 3.4

Responses to Change

* Peoplerespondtochangein different
ways.

» Reviewthe four examples in your Student
Manual.

= Whatreactions to change do you see
among the four managers in the scenario?

Visual 3.4
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Key Points

Scenario: Four Responses to Change

John, Sarah, Sunil, and Eileen all manage different departments in the Springfield City
Government. Budget cuts have just been announced, and the city commissioners want to
understand what each of their departments does and have these managers explain why they
should continue to receive funding.

Each of these managers’ responses captures how they feel about change.

e John was angered at yet another round of budget cuts, and instead of providing the
requested information, set up a meeting with the city commissioners to argue against them.

e Sarah got to work the moment she received the county commissioners’ request, convinced
that she would make a convincing case.

e Sunil was initially shocked to hear the news, and spent 2 days thinking of other possible
solutions to the problem before finally settling down and working on the commissioners’
request.

e Eileen rationalized that since the city commissioners terms would end within 6 months, she
could stall for time until they, and their request, were hopefully gone.
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Lesson 3. Facilitating Change

WHAT IS AT STAKE?

Visual 3.5

What Is at Stake?

» Most organizations, whether private or public,
have been facing wave after wave of significant
change that will only increase in volume, speed,
and intensity in the future.

= With all of the change going on, the cost of
failed change has become high for
organizations.

» There is an equally high “human toll” from

failed change because the first casualty is loss
of trust.

Visual 3.5
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Key Points

Most organizations, whether private or public, have been facing wave after wave of significant
change that will only increase in volume, speed, and intensity in the future. With the constant
change going on, the cost of failed change has become high for organizations. There is an
equally high “human toll” from failed change because the first casualty is loss of trust.
Compound that loss with the emergency management goal of protecting life and property in the
face of disasters, and the potential loss is great indeed.

Of crucial importance is not what change happens, but how change happens. In the late
1990s, a study for managing change in the government singled out leadership as the most
critical factor in the successful implementation of change. Clearly, organizations that are most
successful are those that:

o Have learned how to respond to changes that impact them.
¢ Have leaders who know how to plan for and implement change well.
e Attend to people’s reactions and feelings associated with the change.

Use the Self-Reflection on the following page to think about how you respond to change.
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Lesson 3. Facilitating Change
Self-Reflection: How Have You Responded to Change? (1 of 2)

Part 1 Instructions: Think of an instance when you were faced with a major change in the
workplace. Then answer the following questions.

1. How did you prepare yourself to make the change?

2. What challenges did you meet along the way?

3. Who or what drove you, or supported you, in making the change?
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Lesson 3. Facilitating Change

Self-Reflection: How Have You Responded to Change? (2 of 2)

Part 2 Instructions: Now think about the most significant internal (personal) change that you
have ever made. Then answer the following questions.

1. How did you know that you needed to make the change?

2. How did you prepare yourself to make the change?

3. What challenges did you face?

4. Who or what drove you, or supported you, in making the change?
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Lesson 3. Facilitating Change

FACILITATING CHANGE

Visual 3.6

Facilitating Change

» Defining and Promoting
the Change

* Planning and
Implementing the
Change

» Maintaining the Change

» Engaging People in the
Change

Visual 3.6
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Key Points

It is helpful to understand the stages of any change process and what is needed for each stage
to make the process successful.

The stages we will discuss are:

Defining and Promoting the Change
Planning and Implementing the Change
Maintaining the Change

Engaging People in the Change

These stages are described on the following pages. Note that change is not a linear process.
You will often find yourself working in many stages of the process simultaneously.
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FACILITATING CHANGE

Visual 3.7

Defining and Promoting the Change

» Whatthe changeis.

*» Why the change is
necessary.

» Whatthe change
means to them and the
organization.

» Why the change needs
to happen now.

Visual 3.7
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Key Points

Implementing and managing change is a difficult process. Without a strong, sensible rationale
for making the change it will be a struggle to engage staff in the process. People involved need
to understand:

What the change is.

Why the change is necessary.

What the change means to them and the organization.
Why the change needs to happen now.

Defining and promoting the change will help overcome resistance to change and engage people
in the process.

The person to successfully lead change needs to have certain characteristics. That leader
needs to:

Be trustworthy, reliable, and influential.

Initiate change but not micromanage or control it.

Listen to and advocate for both organizational and individual needs.
Communicate that opportunities are available in the change.
Maintain public visibility and accessibility during the process.
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FACILITATING CHANGE

Visual 3.8

Planning and Implementing the Change

» Defining actions and tasks.

» Assigning responsibilities.

» Creatinga timeline for the change process.
» Dealing with potential problems.

» Defining a means of assessingprogress.

= Monitoring the impact of the change on staff
and the organization.

» Developingafeedback loop.

Visual 3.8
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Key Points

It is critical to understand the change process, how to effectively manage it, and how to address
any problems that could arise.

Planning and implementing the change includes:

Defining actions and tasks that need to take place to advance the change.

Assigning responsibilities for these actions and tasks.

Creating a timeline for the change process.

Dealing with potential problems that may arise along the way, including staff resistance and
how to address it.

Defining a means of assessing progress.

¢ Monitoring the impact of the change on staff and the organization.

¢ Developing a feedback loop that can provide information to fine-tune the change process as
it develops.

Critical tools that will be needed for this stage include:

e Clearly defined policies.
e Action and communication plans.
o Resources, such as staff training and communications channels.

It is vital to include staff with key administrative and organizational authority, as well as those
with expertise or technical capacity in these processes to ensure successful adoption by the
largest number of staff.
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FACILITATING CHANGE

Visual 3.9

Maintaining the Change

» Continuallyengagingthose whose support
of the process is critical.

» Listeningto staff concerns andresponding
to staff needs.

» Providing staff what
they need, both
physicaland mental,
to supportthe
change.

Visual 3.9
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Key Points

It seems odd that change, which is itself an active process, needs to be maintained. However,
inertia, resistance, and burnout can all slow, and even stall, the change process.

Maintaining the change means:
e Continually engaging those whose support of the process is critical.

e Listening to staff concerns and responding to staff needs.
e Providing staff what they need, both physical and mental, to support the change.
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FACILITATING CHANGE

Visual 3.10

Engaging People in the Change

» Asking for feedback during the process.

= Accepting a wide range of responses to the
change.

= Effectively and
sincerely
responding
to the staff
feedback and
requests.

Visual 3.10
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Key Points

Engaging people in the change is largely about maintaining relationships with people during the
change process. This stage includes:

e Asking for feedback during the process.
e Accepting a wide range of responses to the change.
e Effectively and sincerely responding to the staff feedback and requests.

The job aid on the next page provides a list of questions that relate to each of the four stages of
the change process. When applying the process to a change situation that you face, you can
use these questions to analyze the situation and develop strategies for effecting change.
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Lesson 3. Facilitating Change
Job Aid: Change Process Questions

The following questions relate to each stage of the change process. When applying the process
to a change situation that you face, you can use these questions to analyze the situation and
develop strategies for effecting change.

Defining and Promoting the Change

=  What must happen for this change to be successful? How should this change be
communicated to employees or other stakeholders?

= What are the opportunities associated with the change? How can the fear be taken out of
the change?

= How can you demonstrate continuous support for, and sponsorship of, this change
initiative?

= |n what specific ways can you be a catalyst, rather than a controller, of the change?

= What challenges might you encounter in balancing the needs of the organization and those
of individuals? How can you manage these challenges?

= How can you “walk the talk” during this change initiative? What pitfalls will you need to
avoid?

= What is the rationale for this change? That is, what are we trying to accomplish with the
change? How should this rationale be communicated to employees or other stakeholders?

= How can the change initiative be linked to the organization’s or the community’s strategy,
mission, and environment?

=  What mechanisms can be used to keep lines of communication with employees and/or
stakeholders open and to inform them of progress being made?

Planning and Implementing the Change

=  What is the vision for this change—i.e., what would you like to see happen as a result of this
change? What do you see as the benefits of the change?

= What are the major components of a plan for this change?

= How can you keep employees and/or stakeholders involved in the process?

= What potential problems and opportunities are associated with this change?

=  What existing systems might need to be modified to reinforce needed changes?

=  What mechanisms should be put in place for monitoring and evaluating the implementation
of the change?

=  What potential resistance points might you encounter? How can you manage this
resistance?

= How might production be impacted and how can you manage this?

= What resources will be needed to implement this change successfully? How can you
secure these resources?

=  What interim systems might you need to implement? How should they be implemented?

Maintaining the Change

= What formal and informal mechanisms can you use to communicate the change?

= How can you sustain energy and commitment to this change over time?

=  Whose support will be critical to the successful implementation of this change? How will you
gain this support?

=  What might employees and/or stakeholders need to accept and support this change?

= What small successes can you celebrate? How?
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Lesson 3. Facilitating Change

Job Aid: Change Process Questions (Continued)

Engaging People in the Change

What reactions to this change initiative do you anticipate from employees and/or
stakeholders?

What pitfalls should you avoid when responding to these reactions?

What mechanisms can you use to solicit employee and/or stakeholder concerns? How can
you demonstrate that you are listening to their concerns about the change?

In what ways can you monitor their comments and feedback?

Leadership and Influence (1S-240.b)
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Lesson 3. Facilitating Change

DISCUSSION: CHANGE AND THE LEADERSHIP PARADIGMS

Visual 3.11

Discussion: Change & the Leadership Paradigms

Considerthe following questions:

» Which of the change process stages just
discussed are mostassociated with the
Leaderparadigm?

= Which are most associated with the Broker
and Hired Hand paradigms?

Visual 3.1
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Key Points

Consider the questions on the visual.
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Lesson 3. Facilitating Change

COMMUNICATING CHANGE

Visual 3.12
Communicating Change
Leaders musteffectively communicate by
explaining:
Why? What?
How? Who?
Visual 3.12
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Key Points

Communication is the common thread that is woven throughout all of the change process
components. The ability to communicate effectively about change is a critical aspect of a
leader’s success at facilitating change.

Many of us have heard of the 5 Ws and 1 H of writing a news story (Who, What, When, Where,
Why, How). Leaders must effectively communicate the story of change using a reworked
version of this framework. They must explain:

Why?
What?
How?
Who?

Why? People need to understand the purpose for the change, and how it relates to the
organization’s bigger picture.

Key questions might be, “What problem are we addressing with this change?” and “What
opportunity are we trying to capitalize on?”

What? A leader must communicate what the future will look like. What will the organization
look like? Where will they fit in? The more detailed the information, the better.
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Lesson 3. Facilitating Change

COMMUNICATING CHANGE

Visual 3.12 (Continued)

How? Staff must understand what will happen as the plan unfolds. This communication takes
the form of a step-by-step plan of how the change will be carried out, and how and when
training and resources to facilitate the change will be distributed.

Who? Each person involved in the process must understand what their part in the change
process will be: how their jobs will change, how they will contribute to the change process, and
how they will help define the change process itself.

You may not always have all the information required to communicate the 3 Ws and the H.
However, it is your responsibility as a leader to get the information needed by those involved in
or impacted by change.
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COMMUNICATING CHANGE

Visual 3.13

Tips for Communicating Change

» Communicate firstthrough actions, then
words.

» Recognize thatperceptions will become
distorted.

* Rememberthe “rule of six.”
» Anticipate and allow for strong emotions.

Visual 3.13
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Key Points

Communicate first through action, then words. In other words, “walk the talk.” Your
statements, no matter how well crafted, will only deliver a conflicting and ultimately alienating
message if your behavior is inconsistent with the underlying values or vision being expressed.

Behavioral integrity, the hallmark of the Leader paradigm, is of utmost importance when
communicating change. As a leader, you are expected to walk the talk and to operate with
integrity. If you twist the truth or spin the facts, people will become distrustful and you will lose
their respect.

Recognize that perceptions will become distorted. During times of change, perceptions
become distorted. Employees will read underlying messages into what they see and hear,
inferring messages behind actions and statements—even when no message is intended.
Keeping people informed and being honest with them go a long way in countering unfounded
perceptions.

Remember the “rule of six.” When people receive new information, they often don’t “get it”
the first time around, even though we think they should have. That's why it's important to
communicate new information related to the change six times, in six different ways.

Anticipate and allow for strong emotions. Allow people to let off steam. Recognize and
communicate that emotions are not only natural, but are also a necessary part of the change
and transition process. Find productive venues for people to express their anger, frustration,
confusion, anxiety, and other emotions.
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Lesson 3. Facilitating Change

SUMMARY AND TRANSITION

Visual 3.14

Summary and Transition

In this lesson,you learned how a leader
facilitates change, including:

» Key components ofthe change process
model.

* Methods foreffectively communicating
aboutchange.

Visual 3.14
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Key Points

In this lesson, you learned how a leader facilitates change, including:

e Key components of the change process model.
e Methods for effectively communicating about change.

For change to take place effectively in an organization requires mutual trust between the leader
and those who are being encouraged to embrace change.

In the next lesson, you will learn ways to build trust.
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Lesson 4. Building and Rebuilding Trust

INTRODUCTION

Visual 4.1
Lesson 4. Building
and Rebuilding
Trust
Visual 4.1
Leadership and Influence {1 5-240.b)
Key Points

In the last lesson, we examined the phenomenon of change, and how an effective leader
facilitates change. One of the most striking casualties of change is trust. The speed and
frequency of change, and its often unintended consequences, often result in erosion of loyalty
and trust that can continue to undermine an organization for years.

The relationship between change and trust is full of irony. You can't effectively facilitate change
without mutual trust. But one of the hardest things to do in a changing organization is to build
trust. Even more difficult is to rebuild trust after it is lost.

In this lesson, we will examine the issue of trust and explore ways in which an effective leader
can build or rebuild trust among employees and other emergency management stakeholders.
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Lesson 4. Building and Rebuilding Trust

INTRODUCTION

Visual 4.2

Lesson 4 Objectives

» Describe the role of trust as it relates to
emergency management.

» Examine your personal capacity to trust and to
generate trust.

» |dentify behaviors that
build trust or mistrust. g

» Develop strategies for f’:\ ;
building or rebuilding trust

in your own leadership Objectives n-;
situation. f | \

Visual 4.2
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Key Points

After completing this lesson, you should be able to:

Describe the role of trust as it relates to emergency management.

Examine your personal capacity to trust and to generate trust.

Identify behaviors that build trust or mistrust.

Develop strategies for building or rebuilding trust in your own leadership situation.
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TRUST

Visual 4.3

What Is Trust?

Trustis a relationship based on
mutual confidence thatwe will both: T

» Dowhat we say.
» Communicate honestly.
Respectone another's

R
U
knowledge, skills, and abilities. Lg
LT

Maintain confidentiality.
Keep ourinteractions unguarded.

Visual 4.3
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Key Points

Trust is a relationship based on mutual confidence that we will both:

Do what we say.

Communicate honestly.

Respect one another’s knowledge, skills, and abilities.
Maintain confidentiality.

Keep our interactions unguarded.

Trust is a state of mind. Notice that all of these things are actions. It's not our words that
generate trust, but what we do. The real message is in our actions. Trust is a combination of
trusting others and being trustworthy.

Leadership and Influence (1S-240.b)
February 2014 Student Manual Page 4.3



Lesson 4. Building and Rebuilding Trust

TRUST

Visual 4.4

What’s So Important About Trust?

* Trustis a fundamental building block of
human relationships. In simple terms, it's
justhow people treat each other.

* Trustis also the very core of leadership.
Willing followers must trust their leaders.
(Withouttrust, no one will follow.)

» Buttrust cannotbe mandated; it mustbe
earned.

Visual 4.4
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Key Points

Trust is a fundamental building block of human relationships. In simple terms, it's just how
people treat each other.

Trust is also the very core of leadership. Willing followers must trust their leaders. (Without
trust, no one will follow.) But trust cannot be mandated; it must be earned.

An earlier lesson pointed out that people working out of the Leader paradigm get their credibility
and power “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.” When leaders demonstrate behavioral
integrity, people choose to follow them.
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TRUST

Visual 4.5

Benefits of a High-Trust Environment

In a high-trust environment:

* There is commitment and loyalty to the
organization.

» Leadership tells the truth, and people are
enlightened about the organization’s position
and what actions they need to take to help
achieve its goals.

» People are more willing to accept change and to
work toward successfully integrating the effects
of change.

Visual 4.5
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Key Points

A high-trust environment creates commitment and loyalty to the organization. When people get
the idea, “We're all in this boat together,” the organization is invariably better for it.

In a high-trust environment, leadership tells the truth, and people are enlightened about the
organization’s position and what actions they need to take to help achieve its goals.

In a high-trust environment, people are more willing to accept change and work together toward
successfully integrating the effects of change.
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TRUST

Visual 4.6

Trust in Emergency Management

» Leading your subordinates.

» Developing trusting relationships with other
levels of the government.

» Working with other agencies in joint prevention,
preparedness, response, recovery, and mitigation
efforts.

» Teaming with other agencies.

» Developing constructive relationships with the
media.

» Building positive relationships with the public.

Visual 4.6
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Key Points

Every manager in business, industry, and government has an important leadership role in
building a high-trust environment with his or her employees.

As a leader within emergency management, you have a more complex role of building trust at
multiple levels. Trust is a necessary element of:

e Leading your subordinates to work energetically toward meeting the organization’s goals.

o Developing trusting relationships with other levels of the government hierarchy to ensure a
coordinated response to the needs of the community in times of crisis.

o  Working with other agencies in joint prevention, preparedness, response, recovery, and
mitigation efforts, including evaluation of hazards, planning, interagency exercises, and
voluntary agreements.

Teaming with other agencies in disaster response and recovery efforts.

o Developing constructive relationships with the media to ensure effective cooperation in
public education, warning, and response communications.

e Building positive relationships with the public that will foster willing response and
cooperation during times of emergency.

The effective response to the first World Trade Center bombing was attributed to the years of
interagency cooperation, careful evaluation of hazards and planning, and meaningful
interagency exercises. This same foundation of trust undoubtedly played an equally important
part in the cooperative response efforts that followed the 2001 attack that destroyed the World
Trade Center. In short:

Your relationships with local, State, and Federal officials, with other organizations,
with the media, and with the public will affect your ability to manage a disaster
successfully. Those relationships are built on a foundation of trust.
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TRUST

Visual 4.7

Building Trust

In these times of
rapid change, more
than ever before, your
challenge as a leader
is to build trust where
it has never beenand
to rebuild trust where
it has been lost.

Visual 4.7
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Key Points

When things are continually changing, it can become difficult to build a case for trust. It's almost
as if you are saying, “Trust me. I've never done this either!”

In these times of rapid change, more than ever before, your challenge as a leader is to build
trust where it has never been and to rebuild trust where it has been lost.

Many of the strategies discussed in Lesson 3 will help you to minimize the erosion of trust. How
else can you, as a leader, build trust among your constituents—whether they are employees,
those above you in rank, your peers in other organizations, the media, or the public?
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ACTIVITY: TRUST BEHAVIORS

Visual 4.8

Activity: Trust Behaviors

Instructions: Answer the following questions:

» What are some of the specific ways that you
demonstrate that you do what you say?

» What are some of the ways you can show
respect for the knowledge, skills, and abilities
of your employees or other stakeholders?

» What actions can you take to ensure that your

interactions with employees and/or
stakeholders are and will remain unguarded?

Visual 4.8
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Key Points

Purpose: The purpose of this activity is to examine your trust behaviors.
Time: 5 minutes
Instructions: Answer the following questions:

1. What are some of the specific ways that you demonstrate that you do what you say?

2. What are some of the ways you can show respect for the knowledge, skills, and abilities of
your employees or other stakeholders?

3. What actions can you take to ensure that your interactions with employees and/or
stakeholders are and will remain unguarded?
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TRUSTWORTHINESS

Visual 4.9

Building and Nurturing Trust

» Describe any situation honestly, including
discussing any loss of trust that has occurred.

» Respect others and relationships with them
during tough times as well as when things are
smooth sailing.

* Nurture understanding and empathy with self
and with others.

» Desire to build and maintain a cooperative
organizational culture.

Visual 4.3
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Key Points

Building and nurturing trust in the workplace requires leaders who:

¢ Honestly describe any situation they are in, including discussing any loss of trust that has
occurred.

o Respect others and relationships with them during tough times as well as when things are
smooth sailing.

¢ Nurture understanding and empathy with themselves and with others.
Desire to build and maintain a cooperative organizational culture.
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TRUSTWORTHINESS

Visual 4.10
Are You Trustworthy?
* |s my behavior predictable or erratic?
* Do | communicate clearly or carelessly?
* Do | keep my promises?
= Am | forthright or dishonest?
Visual 4.10
Leadership and Influence {1 5-240.b)
Key Points

Demonstrating trustworthiness is critical if you want to successfully manage change, and you
should periodically gauge how worthy of trust your own behavior is. You can use the following
guestions as a starting point.

o Is my behavior predictable or erratic? Do people know what to expect from me? Do my
actions match the values | espouse? Your actions should follow your words and should stay
constant regardless of the times or people you are working with.

o Dol communicate clearly or carelessly? Some people speak without thinking of the
impression their words leave behind and how they impact people’s lives. When you speak
without considering the impact of your words, people begin to think you are flippant and not
worthy of trust.

o Do | keep my promises? If you don't keep your promises, then neither will those you work
with. If people cannot tell what you value and will follow through on, confusion and mistrust
will result.

e Am | forthright or dishonest? No one trusts someone who lies. Honesty doesn’t mean
that you disclose everything when it isn’t appropriate, but you need to be honest about what
you can and cannot discuss.
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TRUSTWORTHINESS

Visual 4.11

What Is Your Capacity for Trust?

* Doyou trust
yourself?

* Doyou trust others?

* Doyou trust people
as a habit, ordo you
wait for them to prove
themselves?

Visual 4.1
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Key Points

Your ability to trust others reflects to some extent your ability to trust yourself.
The following questions will help you begin to think about your capacity for trusting others.
¢ Do you trust yourself?
o In what types of situations can you answer “yes” and in which is the answer “no”?
o In what ways do you consider yourself reliable?
o In what ways do you consider yourself unreliable?

e Do you trust others?

0 When can you say “yes” to this? When do you say “no"?
o What do you look for when considering whether another person is trustworthy?

¢ Do you trust people as a habit, or do you wait for them to prove themselves?

o0 How does this approach to trusting affect how you work with others?
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TRUSTWORTHINESS

Visual 4.12
Deciding To Trust
Your decision to trust is based on:
» History and experience with that individual.
* The other person’s level of competence and
ability.
= How much risk is involved, or the potential for
negative consequences.
= The other person’s relative power and
authority.
= The organizational environment.
Visual 4.12
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Key Points

Your capacity for building trusting relationships, in general, is a function of your propensity to
use trust-enhancing behaviors and the degree to which you expect others to use them.

But what about specific relationships? Your decision to trust a specific person, and the degree
of trust that you place in that person, are influenced by many factors, including:

History and experience with that individual.

The person’s level of competence and ability.

How much risk is involved, or the potential for negative consequences.
The person’s relative power and authority.

The organizational environment.

So, you can work diligently on your general propensity to trust, but some people will still let you
down. Does that mean that you shouldn’t trust?

No, because although trust can be person-specific and situation-specific, you still have a
general propensity to (or not to) trust. And that propensity will in turn influence the decisions
that you make. Most people can stand to expand their capacity for trust.
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TRUSTWORTHINESS

Visual 4.13

Expanding Your Capacity for Trust

*» Become aware ofthe Kinds of behaviors that
help to build and maintain interpersonal
trust, including those that you personally
tend to (or tend not to) demonstrate.

» |[dentify instances, examples, and situations
where you can try to use those trusting
behaviors (thatyou mightnot use enough)
more frequently.

Visual 4.13
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Key Points

First, you can simply be aware of the kinds of behaviors that help to build and maintain
interpersonal trust, including those that you personally tend to (or tend not to) demonstrate.

Then, you can identify instances, examples, and situations where you can try to use those
trusting behaviors (that you might not use enough) more frequently.

The self-assessment on the next page, Reflecting on Your Trust Behaviors, can help you
identify how to strengthen trust in your workplace.
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Self-Reflection: Reflecting on Your Trust Behaviors
Demonstrating trustworthiness is critical if you want to successfully manage change, and you
should periodically gauge how worthy of trust your own behavior is. You can use the following
guestions as a starting point.
e Is my behavior predictable or erratic?
Do people know what to expect from you? Do your actions match the values you espouse?
Your actions should match your words and stay constant regardless of the situation or
people around you.
e Dol communicate clearly or carelessly?
Some people speak without thinking of the impression their words leave behind and how
they impact people’s lives. When you speak without considering the impact of your words,
people begin to think you are flippant and not worthy of trust.

e Do | keep my promises?

If you don’t keep your promises, then neither will those who work with you. If people cannot
tell what you value and will follow through on, confusion and mistrust will result.

e Am I forthright or dishonest?

No one trusts someone who lies. Honesty doesn’t mean that you disclose everything when
it isn’t appropriate, but you need to be honest about what you can and cannot discuss.

Instructions: List at least one action you can take to improve in each of the following areas.

1. To improve the predictability of my behavior, | can:

2. Toimprove the clarity of my communication, | can:

3. Toimprove the seriousness with which | treat my promises, | can:

4. To improve my forthrightness, | can:
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REDUCING TRUST

Visual 4.14

Trust-Reducing Behaviors

Distorting, withholding, or concealing real
motives.

Falsifying relevant information.
Attempting to control or dominate.

Not discussing or meeting others’ expectations of
performance or behavior.

Attempting to evade responsibility for behavior.
Accepting credit for other people’s work.

Not honoring commitments.

Gossiping.

Visual 4 14

Leadership and Influence {| 5-240.b)

Key Points

We have discussed a number of ways to build trust and fulfill the expectations of a trusting
relationship: doing what we say; communicating honestly; respecting one another’s knowledge,
skills, and abilities; maintaining confidentiality; and keeping our interactions unguarded.

Just as consistently fulfilling expectations strengthens trust, failure to act in these ways
invariably undermines and erodes trust. For example, the following types of behavior will

invariably reduce trust:

Gossiping.

Distorting, withholding, or concealing real motives.

Falsifying relevant information.

Attempting to control or dominate.

Not discussing or meeting others’ expectations of performance or behavior.
Attempting to evade responsibility for behavior.

Accepting credit for other people’s work.

Not honoring commitments.

Any of these behaviors can be intentional or unintentional.

Remember, building trust is a slow process, and trust can be destroyed by a single event. Trust
is destroyed by a win/lose mentality, and trust is strengthened by a win/win mentality.
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Lesson 4. Building and Rebuilding Trust

ACTIVITY: TRUST VS. MISTRUST

Visual 4.15

Activity: Trust vs. Mistrust

Instructions:

= Revieweach of the behaviors listed in the
table in your StudentManual.

» Decide ifeach behaviorwould be likely to
build trust or to build mistrust.

* Then,checkthe appropriate box.

Visual 4. 13
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Key Points

Purpose: The purpose of this activity is to identify behaviors that build trust and those that build
mistrust.

Time: 5 minutes

Instructions:

o Review each of the behaviors in the table beginning on the next page.
o Decide if it would be likely to build trust or to build mistrust.

e Then, check the appropriate box.
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ACTIVITY: TRUST VS. MISTRUST

Visual 4.15 (Continued)

Activity: Trust vs. Mistrust

Behavior Builds Builds
Trust Mistrust

1. When in doubt about taking on a commitment, air your concerns [] L]
with the relevant parties.

2. Be unclear or not exactly explicit about what you need or expect. [] ]
Assume that anyone would know to do or not do that.

3. Solve problems through direct communication at the lowest [] L]
equivalent levels: yourself and peers; yourself and your direct
manager; yourself, your manager, and his/her manager.

4. When engaged in an ongoing commitment, communicate [] L]
anticipated slippage as soon as you suspect it.

5. Make a pretended or “soft” commitment (e.g., “I'll respond later.”). [] L]

6. Schedule regular meetings for input and feedback for those ] ]
reporting to you.

7. Acknowledge the intent and risk of innovation first; then address the L] L]
issue with your honest opinion.

8. Talk with others about problems you are having with a peer, without [] ]
doing everything reasonably possible to solve the problem through
direct communication with that peer.

9. Spend informal time mingling, asking nonassumptive questions, [] ]
making only promises you can keep, and working back through
existing lines of authority.

10. Take credit for yourself, or allow others to give you credit for an [] L]
accomplishment that was not all yours.

11. Communicate abruptly when others venture new opinions or efforts. [] L]

12. Have performance evaluation time be the only, or primary, time for L] L]
coaching input.

13. Engage in tactful, direct communication, airing your problem and [] ]
seeking win-win resolution.

14. Withhold deserved recognition at times when you, yourself, are L] L]
feeling underrecognized.
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ACTIVITY: TRUST VS. MISTRUST

Visual 4.15 (Continued)

Activity: Trust vs. Mistrust (Continued)

Behavior Builds Builds
Trust Mistrust
15. Manage or supervise from behind your desk only. [] L]
16. Share credit generously. When in doubt, share. [] L]
17. Be explicit and direct. If compromise is productive, do it in [] L]
communication, not in your mind alone.
18. Be timely. [] L]
19. Be willing to be wrong. ] L]
20. Withhold potentially useful information, opinions, or action until the [] ]
drama heightens, thus minimizing your risk of being wrong and
maximizing credit to you if you're right.
21. Hold in your mind another department’s productivity or behavior as [] L]
a reason for less cooperation.
22. Extend yourself beyond your own short-term feeling and validate [] L]
success or new effort.
23. Develop systems for staff to evaluate supervisors and managers. [] Ll
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WHEN TRUST BREAKS DOWN

Visual 4.16

When Trust Breaks Down

When you may have unintentionally damaged
trust:

= Accept.
Admit.
Apologize.
= Act.
Amend.
Attend.

Visual 4 18
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Key Points

You'll probably survive one unintentional breach of trust, especially if you take action to address
the situation. But as unintentional breaches accumulate, other people will eventually begin to
distrust you. With their distrust will come the belief that your intentions are not sincere and that
you have ulterior motives.

After you've breached trust, it is important to consider how to restore it. Here are six steps that
you can take to recover from a mistake that may have unintentionally damaged trust.

e Accept. Accept personal responsibility for your actions and those of your organization.

e Admit. Publicly acknowledge that you have made a mistake. Many times, leaders either
deny or attempt to cover up any wrongdoing for fear that admitting a mistake might damage
their credibility. Evidence shows that attempting to hide mistakes will be much more
damaging and will actually erode trust.

e Apologize. Offer an apology. Apologizing lets others know that you are concerned about
the impact or problem that your actions may have created.

e Act. Take action to deal with the immediate consequences of a mistake. Taking action lets
employees know that you are willing to do something. This is a good time to get others
involved by asking for suggestions and trusting their judgment.

e Amend. Make amends. A leader’s error can cause undue hardship to others. The amends
should fit the problem.

e Attend. Leaders need to make sure that they are attuned to the influence their actions are
having on rebuilding lost trust. Pay close attention to the reactions of those who are
affected, ask for feedback, and be nondefensive in listening to constructive criticism. This
feedback process should also help you avoid unintentional breaches of trust in the future.

The self-reflection on the next page can help you identify strategies for building and rebuilding
trust in your workplace.
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Self-Reflection: Building Trust in Your Situation

Instructions: Think back to a situation at work in which you did something in your leadership
role that impacted your trust relationship with others—perhaps with your coworkers, with
stakeholders, with your team, and/or with senior management. The impact on trust could have
been a positive or a negative one. Now answer the following questions. (Remember: No one
will see what you write down here!)

1. What actions were taken (or could be taken) to strengthen trust (or at least not compromise
it)?

2. In what ways and under what circumstances (either intentional or unintentional) might you
have caused or reinforced mistrust during this situation?

3. Based on this analysis, what actions can you take to build and rebuild trust in the future?

4. Based on this analysis, what actions can others (i.e., coworkers, team members, and/or
senior management) take to build and rebuild trust in the future?
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CASE STUDY: THE GRAPEVINE, PART |

Visual 4.17

Case Study: The Grapevine, Part 1

Instructions:
= Read the scenario in your Student Manual about a
breakdown in trust.
= Then, answer the questions that follow:
= What instances of trust building do you see in
this situation?
= Where are the breakdowns in trust in this
situation? What behaviors contributed to
mistrust?
= How could the situation have been handled
differently to preserve or build trust?

Visual 4 17
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Key Points

Purpose: The purpose of this activity is to examine trust behaviors.
Time: 10 minutes

Instructions: Read the following scenario about a breakdown in trust. Then answer the
guestions that follow.

Scenario:

John Wallace leads the Logistics department at an emergency response organization. When he
assumed the position a year ago, he encountered numerous personnel problems. Since then,
he has worked to change the culture. He established clear expectations and timelines, and he
has given people clear and ongoing feedback on their performance. John prides himself on
being open, honest, and fair and has been forthright with his own supervisor, Juanita Kelly,
division director for Operations.

Two employees, Dewayne and Ella, tell John what they heard at lunch. Two team leaders from
the other department in their division said they had heard that senior management had decided
to go with a new software package that Logistics had been testing. The package will be used in
deployment and tracking of emergency resources (including personnel, equipment, supplies,
volunteers, shelter space, and donations) as well as purchasing and replacement. The decision
was made despite the department’s recommendation to the contrary because of bugs in the
program. They also heard that there would be staffing cuts to pay for the software and take
advantage of the efficiencies it's supposed to create.
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CASE STUDY: THE GRAPEVINE, PART |

Visual 4.17 (Continued)

Scenario: (Continued)

John had heard several months ago that the package would undergo further testing, and he
hadn’t heard much about it since. So he tells Dewayne and Ella that it's probably all speculation
and that there’s no truth to the rumors. If it were true, he would have heard about it long before
they did because of how well connected he is with the division’s decisionmakers.

The next day, the software implementation and its impact on division personnel comes up in a
staff meeting, and John again disputes the “rumors,” wondering aloud why it has caused such a
stir now. He promises to check it out with his supervisor. When he tries to do so, he finds that
she is out the rest of the week. So, he tells the staff that he’ll let them know when he finds out
more.

Juanita, John’s supervisor, calls during the weekend and tells him that the Executive Committee
decided that they needed to go with the new package because the “price was too good to be
true.” The vendor offered a huge discount in exchange for a quick decision. When the
organization hesitated during negotiations, the vendor offered to upgrade the software as
needed over the next 5 years.

Juanita asks John to “keep a lid” on the announcement until senior management can put
together an organization-wide announcement. Part of the announcement will be a 15-percent
reduction in division staffing over the next year. John explains that he’s already been hearing
about it through the grapevine. Juanita apologizes for not letting him know earlier, and
expresses dismay with the organization’s inability to “manage” these communications, and relief
that no one in her division caused it.

On Monday, John and Juanita talk further. She says that, while the new package has some
problems, the vendor is strong and very committed to working them out. She sees the change
as an opportunity to:

Improve public safety through quicker deployment of needed resources.

Save money by reducing the number of staff required to run and support the program.
Improve overall efficiency and communications among the various departments.

Lighten the workload of employees who previously have had to do a lot of manual tracking
and recording.

She sees a “natural fit” for John’s department to “join hands” with the other department. While
this makes sense on paper, historically there has been little cooperation between the two
departments, mainly because the other department has a reputation for poor service and low
morale.

On Tuesday, Dewayne drops by and asks John if he has any answers yet. John tells him what
he knows (i.e., he spills the beans). Through the rest of the day, he visits with the staff and
passes on, in general terms, the same information.
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Lesson 4. Building and Rebuilding Trust

CASE STUDY: THE GRAPEVINE, PART |

Visual 4.17 (Continued)

Scenario Questions:

1. What instances of trust building do you see in this situation?

2. Where are the breakdowns in trust in this situation? What behaviors contributed to mistrust?

3. How could the situation have been handled differently to preserve or build trust?
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Lesson 4. Building and Rebuilding Trust

SUMMARY AND TRANSITION

Visual 4.18

Summary and Transition

» Lesson4examinedtheissue oftrust, and
explored ways in which an effective leader
can build or rebuild trust among employees
and otheremergency management
stakeholders.

» Lesson 5 discusses how personalinfluence
and political savvy impacta leader's
effectiveness.

Visual 4 18
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Key Points

Lesson 4 examined the issue of trust, and explored ways in which an effective leader can build
or rebuild trust among employees and other emergency management stakeholders. Lesson 5
discusses how personal influence and political savvy impact a leader’s effectiveness.

For More Information:

Books:

e Building Trust at the Speed of Change: The Power of the Relationship-Based Corporation.
Marshall, Edward M. AMACOM, 1999.

e Trust and Betrayal in the Workplace: Building Effective Relationships in Your Organization,
2" edition. Reina, Dennis, and Reina, Michelle. Berrett-Koehler Publishers, 2006.

e Building Trust: A Manager's Guide for Business Success. Shurtleff, Mary Galbreath. Crisp
Learning Publications, 1998.

e Driving Fear out of the Workplace: Creating the High-Trust, High-Performance
Organization. Ryan, Kathleen D., and Oestreich, Daniel K. Jossey-Bass, 1998.
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Lesson 5. Personal Influence and Political Savvy

INTRODUCTION
Visual 5.1
Lesson 5. Personal
Influence and
Political Savvy
Visual 5.1
Leadership and Influence [ 5-240.b)
Key Points

In addition to building trust and facilitating change, an effective leader must be able to exert
personal influence to achieve emergency management goals. In this lesson, we will focus on
the important role of leader as influencer and the skills for effectively influencing others. We will
also explore what is involved in being a politically savvy leader.
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Lesson 5. Personal Influence and Political Savvy

INTRODUCTION

Visual 5.2

Lesson 5 Objectives

*» Recognize the need forandimportance of
using personalinfluence.

= |dentify the key aspects of political savvy.

» Develop strategies for
influencing individuals,

groups,and the ﬁ\ w

organizationto a specific A é'f

course ofaction. Objectives = i

Visual 5.2

Leadership and Influence {| 5-240.b)

Key Points

After completing this lesson, you should be able to:

o Recognize the need for and importance of using personal influence.

o Identify the key aspects of political savvy.

o Develop strategies for influencing individuals, groups, and the organization to a specific
course of action.
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Lesson 5. Personal Influence and Political Savvy

INTRODUCTION

Visual 5.3
Personal Influence & Emergency Mgmt.
What does personal
influence have to do
with emergency
management?
Visual 5.3
Leadership and Influence (| 5-240.b)
Key Points

What does personal influence have to do with emergency management? To illustrate, let's
begin with a case study.

Read and analyze the following case study. Where do you think personal influence plays a part
in the emergency manager’s job?

Leadership and Influence (1S-240.b)
February 2014 Student Manual Page 5.3



Lesson 5. Personal Influence and Political Savvy

CASE STUDY: FINDLAY CITY FIASCO

Visual 5.4

Case Study: Findlay City Fiasco

Instructions:
» Read the scenario in your StudentManual.
» Answerthe following question:

» Whatopportunities do you see for the
emergency managerto use personal
influence inimproving the city’s
approachto emergency management?

Visual 5.4
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Key Points

Instructions:

e Read the scenario below.

o Answer the question that follows.
Scenario:

Jane Canfield is the emergency manager in Findlay City. Last month, the city experienced a
disaster. A flash flood inundated the city with water that threatened to overtake the entire
downtown area. Because of the massive force of the floodwaters, a levee burst on the outskirts
of the city. To compound matters, a hazardous chemical spill closed a major thoroughfare into
the city. The spill was releasing toxic fumes into the area and HazMat experts determined that
the 100 homes immediately surrounding the accident should be evacuated.

At the time of the disaster, the city had a new mayor who did not yet understand his role in
emergency management, so he failed to act quickly to issue an evacuation order. When the
delayed evacuation order was issued, the media broadcast it on all TV stations but did not
continue the broadcast on the Spanish language station that most Hispanics rely on for their
evening news. The outdoor warning system failed in several areas, but people heard the police
cars’ sirens and figured that something was wrong. Five people died of respiratory failure as a
result of the delay and confusion.
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Lesson 5. Personal Influence and Political Savvy

CASE STUDY: FINDLAY CITY FIASCO

Visual 5.4 (Continued)

Scenario: (Continued)

Massive convergence of spectators downtown caused traffic tie-ups that delayed rescue
personnel trying to reach people stranded by the floodwaters. The flood caused 14 deaths, 12
of them in a mobile home park. The city council had voted down enforcing the building codes
that would have required more reinforcement for mobile homes to protect them against damage.

The emergency manager handled the resource requirements with the assistance of the
neighboring jurisdictions, which provided additional fire and rescue support. There was
confusion in some agencies about interagency policy and protocol, however, which caused
some delays and created an impression of disorganization and lack of cooperation.

Meanwhile, the media sensationalized the story, reported that the city was overwhelmed by the
impact, and did nothing to reassure the public.

Looking back on the incident, Canfield realizes there are many ways in which the city can
improve its ability to deal with another disaster. She is drafting an action plan that, so far,
includes the following items:

e Meet with the mayor to brief him on hazard analysis, the emergency operations plan,
authorities and responsibilities, and emergency management statutes and develop a closer
working relationship.

e Work with city council, the zoning board, and other appropriate agencies to review existing
building code standards and regulations regarding development in hazardous areas.

o Meet with local businesses and trade associations to discuss recovery issues and develop
interest in hazard mitigation programs.

e Cultivate local government and community commitment to emergency management.

¢ Identify organizations and individuals to contact on a regular basis to establish or maintain
informal working relationships.

¢ Identify ways to meet the needs of special populations in the event of a disaster.
¢ Identify ways to rebuild public trust in Findlay City's emergency management program.

e Implement public education and awareness campaigns about the hazards that exist in the
community and ways to prepare for them.

e Cultivate a positive working relationship with the media to ensure effective early warning
systems and unbiased reporting of emergency events.

e Work with those responsible for the outdoor warning system to ensure effective performance
in the future.

e |Initiate a review of policies and procedures with response groups to ensure future
coordination and cooperation.
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Lesson 5. Personal Influence and Political Savvy

CASE STUDY: FINDLAY CITY FIASCO

Visual 5.4 (Continued)

Question:

What opportunities do you see for the emergency manager to use personal influence in
improving the city’s approach to emergency management?
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Lesson 5. Personal Influence and Political Savvy

PERSONAL INFLUENCE

Visual 5.5

Personal Influence & Emergency Mgmt.

* The ability to influence " z
others is a key
leadership competency.

* At a minimum, we use
our influencing skills to
get needed resources
and set people on a
particular course of
direction.

Visual 3.3
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Key Points

The ability to influence others is a key leadership competency. At a minimum, we use our
influencing skills to get needed resources and set people on a particular course of direction.

As you probably noticed in the case study, personal influence is absolutely critical in emergency
management. Every one of the tasks that the emergency manager outlined in her action plan
will require some measure of personal influence, and those tasks cover the entire emergency
management spectrum: prevention, preparedness, response, recovery, and mitigation.

The emergency manager will need to exercise her influence in many directions:

e Upward (with the mayor).

o Laterally (with other emergency managers in neighboring jurisdictions, city council, the
zoning board, and other agencies).

o Downward (with those responsible for various facets of the emergency management
program).

e Outward (with the media, the public, businesses, trade organizations, and specific groups
such as the Hispanic community).
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Lesson 5. Personal Influence and Political Savvy

PERSONAL INFLUENCE

Visual 5.6
Personal Influence
Three types of influence:
» Positioninfluence. Derived from your job
position or title.
* Domineeringinfluence. Basedon
frustration and involves harsh behavior,
threats, and elevated tones.
* Interpersonalinfluence. Developed or
earned.
Visual 5.6
Leadership and Influence {| 5-240.b)
Key Points

When we talk about influencing other people, we generally mean getting them to do something
or to think or behave in a certain way.

In the workplace, you have three kinds of influence available to you: position influence,
domineering influence, and interpersonal influence.

e Position influence

Position influence is derived from your job position or title. You use your authority to meet
your objective. This kind of influence usually results in compliance: employees do what you
want because you're their boss. Position influence can be temporary if you are a project
head or in charge of a particular assignment.

The best uses of position influence are when there are strict rules and established
procedures, when automatic compliance is required, to recognize and strengthen good
performance, and to deal with performance or conduct issues.

e Domineering influence
Domineering influence is usually based on frustration and involves harsh behavior, threats,

and elevated tones. The result is often hostility and passive-aggressive behavior. It can
destroy working relationships and therefore should only be used when all else fails.
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Lesson 5. Personal Influence and Political Savvy

PERSONAL INFLUENCE

Visual 5.6 (Continued)

e Interpersonal influence

Unlike position or domineering influence, interpersonal influence has to be developed or
earned. It does not come with a job title or emotion. You build interpersonal influence as
you demonstrate your own qualities and skills, such as good listening and reacting skills, a
sense of humor, and reliability. Interpersonal influence is based on trust, support, and
collaboration. It results in commitment to the task or purpose: people decide that they want
to work with you to get the job done.

Interpersonal influence is best used:

When you have no direct authority over others.

When “buy-in” is required.

When creativity and two-way information sharing is required.

With professionals who expect to be treated with respect and to work collaboratively.
For teambuilding.

For responding to change.

OO0OO0O0OO0OOo

Even if you predominantly use one type of influence, you may use all three types with some
individuals and groups or in some situations where it is appropriate.
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Lesson 5. Personal Influence and Political Savvy

EFFECTIVE INTERPERSONAL INFLUENCE

Visual 5.7

Effective Interpersonal Influence

Effective interpersonalinfluence involves three
core elements:
* The “I” element. Reflects the attitude: | am
trustworthy.

* The “You” element. Reflects the attitude:
You are a valuable resource.

* The “We” element. Reflects the attitude:
We can accomplish this together.

Visual 5.7
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Key Points

Interpersonal influence is something you develop over time, as you build relationships. It is also
something that you develop as you gain knowledge and experience in your job. The more you
know about your organization, the better equipped you are to influence positively those you
need to.

Effective interpersonal influence involves three core elements: “l,” “You,” and “We.” Each
element reflects an attitude. When you adopt this attitude, you tend to act in a way that
contributes to effective interpersonal influence.

e The“Il" element. This element reflects the attitude, “I am a trustworthy ally.” It involves
taking actions that demonstrate your personal reliability, competence, and commitment.
People learn about you from what you say and how you act. They will determine whether
you are trustworthy based on your actions, and they will notice quickly if your actions do not
correspond with your words.

Examples of actions that can destroy your credibility include:
o0 Ciriticizing people behind their backs.
0 “Passing the buck.”

0 Repeating confidential information to others.

If people decide that you are not trustworthy, a strong barrier will be created to building an
influence relationship.
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Lesson 5. Personal Influence and Political Savvy

EFFECTIVE INTERPERSONAL INFLUENCE

Visual 5.7 (Continued)

e The “You” element. This element reflects the attitude, “You are a valuable resource.”
Actions that demonstrate this attitude show the other person that you value a working
relationship with him or her. Examples include asking for their opinions and ideas and
showing appreciation for their contributions.

e The “We” element. This element reflects the attitude, “We can accomplish this together.”

The “I” and “We” elements together enable you to build an influence relationship. After

you've done that, you can use the relationship to work together to solve problems and

accomplish your goals (the “We” element).
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Lesson 5. Personal Influence and Political Savvy

EFFECTIVE INTERPERSONAL INFLUENCE

Visual 5.8
Personal Influence Skills
Your ability to influence others is also enhanced by
effective communication skills, including:
» Effective public speaking and
interviewing skills.
= Active listening.
» Attending and encouraging.
» Paraphrasing.
» Reflecting feelings.
» Distinguishing between
emotion and content.
Visual 5.8
Leadership and Influence {| 5-240.b)
Key Points

You have learned about many personal influence skills in previous lessons. We influence
others through our leadership skills, through effective balancing of inquiry and advocacy,
through trust-building behaviors, and by being able to communicate change effectively.

Your ability to influence others is also enhanced by effective communication skills, including:

Effective public speaking and interviewing skills.
Active listening.

Attending and encouraging.

Paraphrasing.

Reflecting feelings.

Distinguishing between emotion and content.

To maximize these skills, you may wish to complete the FEMA Independent Study course,
Effective Communication (course number IS-242.b).
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Lesson 5. Personal Influence and Political Savvy

EFFECTIVE INTERPERSONAL INFLUENCE

Visual 5.9

Negotiating Agreement

Typically, there are three gut reactions you may
have to someone’s idea or suggestion:

= Agree

» Disagree

» Think of ways to enhance the idea

¥isual 5.9
Leadership and Influence {1 5-240.b)

Key Points

Another important skill area in building influence relationships is reacting skills: the ability to
react appropriately to another person’s point of view after you understand it. The ability to react
effectively is important because influence relationships develop when both parties feel that their
ideas are important to the other. Reacting effectively encourages open communication and
trust.

Typically, there are three gut reactions you may have to someone’s idea or suggestion:
e Agree

e Disagree

e Think of ways to enhance the idea

No matter what your gut reaction, the important thing is to react to it in a way that is both honest
and maintains a positive climate for future communication. There are three skills that will allow
you to do this:

Agreeing

If you like the person’s idea, say so. But make sure you state both what you like and why you
like it. For example, you might say, “I like your idea of . . . because . . ..” By communicating the
value that the idea has for you (i.e., why you like it), you give the person additional
reinforcement for offering the idea.

Disagreeing or Enhancing the Idea

The following pages describe how to disagree constructively, and how to build on an idea that
someone else offered.
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EFFECTIVE INTERPERSONAL INFLUENCE

Visual 5.10
Constructive Disagreement
1. Identify the value.
2. Explain your reservations.
3. Discuss alternatives.

Visual 3.10
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Key Points

When people suggest ideas, they hope that their ideas will be liked. But that isn’t always the
case. Sometimes the response is disagreement. People often find it difficult to state their
disagreement, however. Either they don’t want to hurt the person’s feelings, or they don't like to
say “no,” or they don’t know how to say “no” diplomatically.

The result is that they sometimes take inappropriate actions, such as postponing giving an
answer, going along with an unacceptable idea, or implying that the disagreement stems from
someone else (e.g., “I don't think they will let us do that”).

If disagreement is not handled correctly, the person can become defensive or the possibility of
future discussions may be dampened. The self-esteem of the person should be a major
concern.

If your reaction is that you see value in the idea but have some reservations (agree with parts
and disagree with others), use constructive disagreement. Here’s how:

1. Identify the value. For example, you might say, “What | like about your ideais . ...” If you
listened carefully, you'll understand both the idea and why the person thinks that it's a good
one. lIdentifying the value in the idea lets the person know that you are listening, which will
help the person hear your concerns.

2. Explain your reservations. For example, you might say, “What concerns me is ... ,” or
“These are the things that would need to be overcome.” Make sure you're specific and
clear. And avoid the tendency to jump prematurely to your reservations. Express the value
first!
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EFFECTIVE INTERPERSONAL INFLUENCE

Visual 5.10 (Continued)

3. Discuss alternatives. Talk about ways to retain the value while eliminating reservations.
The goal is to modify the original idea so that it is acceptable to both of you. The
modifications can come from you or from the other person (i.e., either ask for or offer
suggestions). If you offer a suggestion, ask the other person for his or her reaction to it.
This step keeps the conversation as a two-way dialogue.
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EFFECTIVE INTERPERSONAL INFLUENCE

Visual 5.11

Building on Ideas

To build on ideas:

= Acknowledge the
connection between the
other person’s idea and
what you are going to say.

* Add value.

Visual 5.1
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Key Points

When your reaction to someone’s suggestion is that it stimulates your thinking about the idea
and ways to enhance it, you have an opportunity to build on ideas to add value to the original
idea. This does not mean just offering a new idea of your own. There are two steps in this
process.

1. Acknowledge the connection. First, acknowledge the connection between the person’s
idea and what you are about to say. For example, you might begin, “What you said about . .
..” This lets the person know that you were listening and gives them credit for the initial
idea in the building process.

2. Add value. Modify the original idea to add value to it (e.g., suggest additional reasons why
the idea is a good one or ways to make the idea even better).
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ACTIVITY: NEGOTIATING AGREEMENT

Visual 5.12

Activity: Negotiating Agreement

Instructions:

= Reviewthe excerptfrom the case study
“The Grapevine” in your Student Manual.

» Answerthe following question:

“How could John have respondedina more
constructive manner?”

Visual 5.12

Leadership and Influence {| 5-240.b)

Key Points

Purpose: The purpose of this activity is to examine strategies for negotiating agreement.
Time: 5 minutes

Instructions: Review the scene from the case study “The Grapevine” in Lesson 4. Then
answer the question.

Dewayne and Ella reported a conversation to John, and he disagreed with their conclusions
about its significance:

So he tells Dewayne and Ella that it's probably all speculation and that there’s no truth to
the rumors. When they continue to question his thinking, he forcefully argues that, if it were
true, he would have heard about it long before they did because of how well connected he
is with the division’s decisionmakers. Dewayne and Ella are still skeptical, but they accept
his perspective and go back to their tasks.
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ACTIVITY: NEGOTIATING AGREEMENT

Visual 5.12 (Continued)

Using the principles of negotiated agreement, how could John have responded in a more
constructive manner?
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POLITICAL SAVVY

Visual 5.13

Political Savvy

* Political comes from the Latin
word meaning “the citizens” and
savvy is from the French verb
meaning “to understand.” So
political savvy is, at its core, the
ability to know the people.

= Political savvy is a crucial
leadership skill, and it can be
employed in a positive way for
positive ends.

Visual 3.13
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Key Points

There are times when the ability to influence others is not enough, and a good rationale may not
be sufficient to sway someone to your point of view. Something is missing. There is another
important factor to consider when we are attempting to influence: political savvy.

Political Savvy—A Dirty Word?

Many people have strong and contradictory feelings about being political. In fact, strong
negative feelings about politics often present the most significant barrier to making the transition
from Hired Hand to Leader.

The roots of the term political savvy indicate, however, that our attention should be on others.
Political comes from the Latin word meaning “the citizens” and savvy is from the French verb
meaning “to understand.” So political savvy is, at its core, the ability to know the people.

Political savvy is a crucial leadership skill, and it can be employed in a positive way for positive
ends.
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POLITICAL SAVVY

Visual 5.14
Personal Interests vs. Organizational Interests
THE INTEREST GRID
Dysfunctional Functional
& Politics Politics
= (Manipulation) (Savwy)
self-
Interest
SelfDestruction Self-Sacrifice
2| (Career Suicide) (Martyrdom )
T Figh
Organizational Interest
Visual 3.14
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Key Points

Let's look at a model—the Interest Grid—that illustrates what political savvy is and what it is not.
The Interest Grid contains four quadrants representing high and low levels of self-interest and
organizational interest.

As you read about each quadrant in the model, think about a leader you have known (personally
or by reputation) who exemplifies this approach.
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POLITICAL SAVVY

Visual 5.14 (Continued)

THE INTEREST GRID

Dysfunctional Functional
S Politics Politics
=| (Manipulation) (Savvy)
Self-
Interest
Self-Destruction Self-Sacrifice
&| (Career Suicide) (Martyrdom)
low high

Organizational Interest

Source: Joel R. DeLuca. Political Savvy: Systematic Approaches to Leadership Behind the
Scenes (2™ edition). Berwyn, PA: Evergreen Business Group, 1999.

o Dysfunctional politics: People who engage in manipulation (upper left quadrant) promote
their own interests at the expense of the organization.

e Self-destruction: People who take actions that further neither their own interests nor those
of the organization (lower left quadrant), are engaging in “career suicide.” This behavior
often signals deep discouragement or burnout.

o Self-sacrifice: The lower right quadrant includes people who take actions that further the
organization’s interests but that ignore their own. They naturally think about what is right for
the organization, and they also know that a reputation for putting aside personal agendas
builds credibility. However, when overused, this approach can lead to burnout and
martyrdom.

e Political savvy: Inthe upper right quadrant are people who make decisions that balance
their own interests with those of their organization.
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POLITICAL SAVVY

Visual 5.15

Who Benefits?

» Using influence well can
actually be a tremendous
service to the organization
and to the people a leader
manages.

» |t can bring the leader’s
particular unit or
department visibility,
stature, resources, and a
voice in shaping what
happens.

Visual 5.13
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Key Points

Using influence well can actually be a tremendous service to the organization and to the people
a leader manages. It can bring the leader’s particular lesson or department visibility, stature,
resources, and a voice in shaping what happens.

On the other hand, lacking or misusing political skills can have very serious consequences to
yourself, to your unit, and ultimately even to your ability to achieve emergency management
goals in the future.
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POLITICAL SAVVY

Visual 5.16

Building Blocks for Political Savvy

There are three critical building
blocks thatwill help to strengthen
your own political skills:

» Alliance Mindset: A mindset
focused onalliance.

» UnderstandYourAllies: The
ability to understand yourallies.

= Bean Ally: The ability to be an
ally to others.

Visual 5,16
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Key Points

There are three critical building blocks that will help to strengthen your own political skills:

e Alliance Mindset: A mindset focused on alliance.
e Understand Your Allies: The ability to understand your allies.
e Be an Ally: The ability to be an ally to others.
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THE ALLIANCE MINDSET

Visual 5.17

The Rules of Alliance

1. Assume thatmutual
respectexists.

2. Trustthe other person,
and be someone whom
he or she can trust.

3. Be open; share
information.

4. Look for mutual benefits.

Visual 5,17
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Key Points

Viewing others as potential allies is easier said than done. When trying to influence others, you
are most likely to see things from your own perspective and remain focused on your own needs.
And the more you care about an issue, the more focused on yourself and your position you tend
to become.

Yet failing to see others as allies or partners is often a self-fulfilling prophecy. It increases the
likelihood that you will act in ways that may actually heighten others’ resistance to your ideas.

Therefore, perhaps the most crucial building block of political savvy is your mindset. Leaders
who are effective are able to view and treat the people around them as partners or potential
partners.

The good news is that it is possible to shift from a mindset of seeing people who resist you as
adversaries to a mindset of seeing them as potential allies.

There are four basic rules for interacting with people as your allies:

Assume that mutual respect exists.

Trust the other person, and be someone whom he or she can trust.
Be open; share information.

Look for mutual benefits.

e A
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THE ALLIANCE MINDSET

Visual 5.18

Assume That Mutual Respect Exists

* Most people involved in
emergency management are
trying to do the very best that
they can in any given
situation.

= By getting better at
understanding other people’s
points of view, you will have a
better chance of seeing what
motivates them and the
context in which they act.

Visual 5.18
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Key Points

Rule 1: Assume That Mutual Respect Exists

Some people will lose your respect by repeatedly taking actions that are boldly self-serving or
unethical. But these people are usually the exception, not the rule. More often, you will lose
respect for others because of misunderstandings.

Most people involved in emergency management are trying to do the very best that they can in
any given situation. By getting better at understanding other people’s points of view, you will
have a better chance of seeing what motivates them and the context in which they act.

Rule 1 simply challenges you to let yourself be surprised: to start over, suspend your judgment,
and assume that respect exists between you. While it may sound idealistic, consider the
alternative: when you assume a position of no respect, barriers go up and options shut down.
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THE ALLIANCE MINDSET

Visual 5.19

Trust the Other Person

» Trusting others means takinga risk and
letting your guard down in the hope that
something more positive can emerge.

*» Beingsomeone
whom others can trust
is one of the most
powerful ways to turn
around a troubled
relationship.

Visual 5,19
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Key Points

Rule 2: Trust the Other Person and Be Someone Whom He or She Can Trust

Trusting others means taking a risk and letting your guard down in the hope that something
more positive can emerge. Although sometimes it may not be worth the risk, not taking that risk
virtually assures that distrust will mount.

In addition to trusting others, being someone whom others can trust is one of the most powerful
ways to turn around a troubled relationship. This, too, involves a “calculated leap of faith,” a
willingness to take the first step in building or rebuilding a relationship.

It is this kind of risk-taking that is the hallmark of a person working out of the Leader paradigm,
someone who breeds commitment and trust by being committed and trustworthy.
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THE ALLIANCE MINDSET

Visual 5.20

Be Open; Share Information

* This rule can be difficult to
put into practice.

» Many believe that
“knowledge is power.” Yet
power does not necessarily
equate with influence.

* You can have a lot of power
by hoarding information, but
you may not be trusted or
respected.

Visual 5.20
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Key Points

Rule 3: Be Open; Share Information

Like the other rules of alliance, this can be a difficult rule to put into practice. Many of us believe
that “knowledge is power.” Yet power does not necessarily equate with influence. You can
have a lot of power by hoarding information, but you may not be trusted or respected.

Ask yourself: Would you rather be powerful or effective? The traditionally powerful leader might
“know it all,” but the person working out of the Leader paradigm who is open and who shares
information is more likely to get things done in the long run because of the trust and
commitment that he or she builds.

Push past your comfort zone and share more information than you think that you can. See what
happens.
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THE ALLIANCE MINDSET

Visual 5.21

Look for Mutual Benefits

= You can look for mutual
benefits by asking
questions and trying to
understand the other
person’s frame of
reference.

= Unfortunately, in typical
organizational life, this
type of conversation
doesn’t often happen.

Visual 5.1
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Key Points

Rule 4: Look for Mutual Benefits

You can look for mutual benefits by asking questions and trying to understand the other
person’s frame of reference. Unfortunately, in typical organizational life, this type of
conversation doesn't happen as a matter of course. We often fail to take the time to find out
about another person’s interests, or we fail to imagine that we might have interests in common.

But these are the prerequisites for finding solutions that are of mutual benefit: taking time to find
out about the other person’s interests and looking for common interests.

Remember the advice from Lesson 2: inquiry before advocacy. Make sure you take time to
listen before you start selling your own ideas. You may find a lot of common ground on which to
build.

Looking for mutual benefit is one of the best ways in which to become someone’s ally, and to
allow them to become yours.

Completing the self-reflection on the next page can help you apply the rules of alliance.
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Self-Reflection: Applying the Rules of Alliance

Instructions: Think of a current situation in which you and another person are at odds and you
want to bring him or her around to your way of thinking. (If no such situation currently exists,
think of a past situation.) When you have the situation in mind, answer the following questions.

1. Rule 1 says, “Assume that mutual respect exists.” How will you apply this rule? Specifically:
0 How does your past history with this person affect your ability to make this assumption?

0 What will it take for you to assume that mutual respect exists?
0 How can you demonstrate this assumption to the other person?

2. Rule 2 says, “Trust the other person and be someone whom he or she can trust.”

o0 How can you demonstrate your trust and show that you can be trusted?
o0 How might doing this affect your influence in this situation?
0 Are the potential benefits worth the potential risks?
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Self-Reflection: Applying the Rules of Alliance (Continued)
3. Rule 3 says, “Be open; share information.”

0 What are the risks and benefits of sharing information in this situation?
0 Whatis a first step that you can take in opening up this relationship?

Risks Benefits

First step:

4. Rule 4 says, “Look for mutual benefits.”

0 What potential mutual benefits do you see right now?
0 What can you do to learn more about other possible mutual benefits in this situation?
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UNDERSTANDING YOUR POTENTIAL ALLIES

Visual 5.22
Understanding Your Potential Allies
Given the premise that we will be more effective
with a mindset that others are our allies, we need
to become smarter about who those allies are and
what they care about.
* Who are they?
» What are their concerns,
interests, and motivations?
* How does my idea relate
to their concerns?
WVisual 5.22
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Key Points

Given the premise that we will be more effective with a mindset that others are our allies, we
need to become smarter about who those allies are and what they care about.

Another way of looking at the process of understanding your allies is simply this: You want to
make it as easy as possible for them to say “Yes” to you. Understanding your allies well enough
that you can make it easy for them to say “Yes” requires that you be able to answer three
guestions:

e Who are they?
¢ What are their concerns, interests, and motivations?
¢ How does my idea relate to their concerns?
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UNDERSTANDING YOUR POTENTIAL ALLIES

Visual 5.23

Who Are Your Allies?

If you are trying to get an idea accepted, your
allies might include people:

= Who will or might be affected by your idea.

= Whose cooperation or resources you need to
implement your idea.

= Who could benefit and those who could lose.
= Who could block the idea.
= Who could help get your idea accepted.

Visual 5.23
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Key Points

First Question: Who Are Your Allies?

If you are trying to get an idea accepted, your allies might include people:

Who will or might be affected by your idea.

Whose cooperation or resources you need to implement your idea.
Who could benefit and those who could lose.

Who could block the idea.

Who could help get it accepted.

Allies include not only obvious supporters, but also those whose support you will need but may
not have from the outset.
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CASE STUDY: THE GRAPEVINE, PART 2

Visual 5.24

Case Study: The Grapevine, Part 2

This case study is a continuation ofthe case
study, “The Grapevine,” beguninLesson 4.

Purpose:
The purpose ofthis activity is to identify the
potential allies in the case study.

Instructions:

Read the scenario and answerthe questions
that follow in your StudentManual.

Visual 5.24
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Key Points

This case study is a continuation of the case study, “The Grapevine,” begun in Lesson 4.
Purpose: The purpose of this activity is to identify the potential allies in the case study.
Time: 10 minutes

Instructions:

Read the scenario on the next page and answer the questions that follow.
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CASE STUDY: THE GRAPEVINE, PART 2

Visual 5.24 (Continued)

The Grapevine: Part 2

John and his team leaders are spending the week with their peers from other departments
learning about a new training delivery proposal. During Monday'’s reception, John approaches a
group of managers. In the ensuing conversation he learns the following:

e Not all members of senior management are behind the implementation of the new software.

e The problems with the software that his group identified during the pilot still haven't been
addressed.

e Everyone is grumbling about why the Information Technology (IT) Department didn't fix the
problem or “kill” the program when they had a chance.

e The Personnel Department is in the process of replacing software that had similar
functionality after learning that its vendor will no longer support it. Rick and Linda, two
highly skilled IT people who used to work for John, are now in Personnel, working for Kim
Weston.

e Other departments claim that they're not going to use the software. They have concluded
that it won't interface with major components of their system and “don’t want to mess with it
anymore until the Information Technology (IT) people get in and fix it.” The interface is
critical to accomplishing Juanita’s vision of overhauling deployment procedures and
efficiency by the end of the year. If these units don't input the required information at their
sites, other employees of the organization won't be able to access it on the system. In that
case, John’s department will bear the brunt of figuring out how to make it work.

e Many are wondering why IT, which recommended the software initially, didn’t address the
concerns that were expressed in the pilot and has become neutral on implementation
support.

Implementation of the software is a given, either by John or his replacement. His Logistics unit
provides a critical function for the organization. And although this choice might not be the
perfect software, it's vital to his department’s mission.
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CASE STUDY 5.2: THE GRAPEVINE, PART 2

Visual 5.24 (Continued)

Instructions: ldentify John's potential allies. Use the following questions to guide your
analysis:

1. Outside of John’s group, whose time and/or resources does Juanita need to implement this
initiative?

2. Who stands to gain from this initiative?

3. Who stands to lose from this initiative?

4. Whose approval does this initiative require?
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UNDERSTANDING YOUR POTENTIAL ALLIES

Visual 5.25
Allies’ Concerns, Interests & Motivations?
» Whether dealing with an individual or with a
group, understanding your allies’ interests and
motivations is a vital component of political
savvy.
* |tis also one of the
most under-practiced
skills in organizational
life, and the place where
Visual 5.25
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Key Points

Second Question: What Are Your Allies’ Concerns, Interests, and Motivations?

Knowing who your potential allies are is the first step in understanding them. Your next
challenge is to figure out how to influence them. One of the best ways to influence others is to
understand their world: their pressures, concerns, and perspectives.

A good example of this, on a broad scale, is the need to understand cultural differences within
your community. Cultural differences reflect internal beliefs and thought patterns that can cause
people to react differently to the same situation. The same may be true of other special
groups—whether defined by age, gender, language differences, special needs, or other
characteristics. Their own concerns and interests may color how they interact with you.

To a large extent, the misunderstandings that occur involving people from different cultures or
special interest groups have nothing to do with what was said—it's how it was said, what the
speaker did while saying it, or even to whom it was said. Clearly, understanding the special
interests within your community will enhance the strength of your personal influence.

Whether dealing with an individual or with a group, understanding your allies’ interests and
motivations is a vital component of political savvy. It is also one of the most under-practiced
skills in organizational life, and the place where the process of influence often breaks down. We
frequently become so intent on our own idea that we forget to present it in a way that makes it
easier for the other person to accept it.
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BEING AN ALLY TO OTHERS

Visual 5.26

How Does My Idea Relate to Their Concern?

To complete this step you need to answertwo
gquestions:

* |n what ways could my initiative support
their priorities? Are there ways in whichmy
initiative might work againstthat person’s
objectives?

* How could | modify either my idea or my
presentation ofit so that it would be more
attractive to these people?

Visual 5.26

Leadership and Influence {| 5-240.b)

Key Points

Third Question: How Does My Idea Relate to Their Concern?

First, you identified your potential allies in relation to your situation. Next, you focused on trying
to understand more about what they care about. The third step is to relate your ideas to those
of your allies and to position your idea in a way that makes it easy for these allies to say “Yes.”

To complete this step, you need to answer two sets of questions:

e Inwhat ways could my initiative support their priorities? Are there ways in which my
initiative might work against that person’s objectives?

e How could | modify either my idea or my presentation of it so that it would be more
attractive to these people?
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BEING AN ALLY TO OTHERS

Visual 5.27

Principle of Reciprocity

Being an ally means . )
invoking the principle of
reciprocity:

» Aswe do things for
others in organizations,
they become more likely
to helpus in retumn.

Visual 5.27
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Key Points

We have talked about the importance of having an alliance mindset and understanding your
allies. The third building block for political savvy is to be an ally.

Being an ally means invoking the principle of reciprocity:
As we do things for others in organizations, they become more likely to help us in return.

It is important to realize that this is NOT a “scratch my back and I'll scratch your back” approach.
It is also not a tit-for-tat trade where, to get a specific idea through, you promise something in
return.

Rather, it means being a friend to others in the organization, because by helping others you will
also be helping the organization and helping yourself.

Keep thinking of the metaphor of friendship: You are more willing to support a friend who has
been there for you than to support someone who has never shown any particular kindness in
the past. The same holds true for organizations. Being an ally means creating a web of good
will in which others will be, in turn, more inclined to help you at a time when you need it.

Caution: It will be too late to start being an ally at the point when you need something from
someone else. People see right through this as manipulation. Being an ally means taking a
day-in and day-out stance of helpfulness, whether you need something today—or ever—from
that person.

The self-reflection on the next page can help you identify strategies for using your personal
influence and political savvy.
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Self-Reflection: Your Personal Influence and Political Savvy
Situational Influence
o Identify a situation. Think about something that you would like to make happen in your
professional situation (e.g., getting an idea adopted, instituting a change, implementing a

program or initiative, forging an alliance with another organization or jurisdiction, or solving a
problem). What is this change that you’'d like to bring into being?

e Who are your potential allies in this situation? ldentify:

o0 Who might be affected by your idea (those who could benefit, those who could lose, and
others who would be affected):

0 Whose cooperation and/or resources you need:

o Who could block the idea:

o0 Who could help get it accepted:
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Self-Reflection: Your Personal Influence and Political Savvy (Continued)

Instructions: Select the two potentially strongest allies from those you identified earlier, and
then answer the following questions about each.

Ally #1: Ally #2:

How could
your idea
support their
priorities?

How could
your idea work
against them?

How could you
modify your
plan or your
presentation of
it to make it
more attractive
to them?
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Self-Reflection: Your Personal Influence and Political Savvy (Continued)
Position Influence

1. Inyour emergency management role, what groups must you influence if you are to be
successful? (Think generally—not just about the situation that you have been analyzing.)

2. For each group identified above, list the factors that will affect how the group can be
influenced.
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Self-Reflection: Your Personal Influence and Political Savvy (Continued)

Interpersonal Influence

1. Identify three strategies for becoming a better ally, over time, to these groups. Your
strategies must meet the following criteria:

0 Usefulness: They must be actions that would be genuinely useful to others.
0 Integrity: They must be actions that are honestly worth doing, whether they ever “buy”
you anything in return.

Strateqy 1.

Strateqy 2:

Strateqgy 3:
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DEVELOPING A WIN-WIN SOLUTION

Visual 5.28

Developing a Win-Win Solution

» Define the conflictas a
mutual problem.

» Applyactive listening
skills to the
communication process

» Focus onthe interests,
ratherthan on positions.

Visual 5.28
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Key Points

Have you ever watched a cat negotiate with a mouse? The cat may allow the mouse some
latitude in its actions, but always within the boundaries determined by the cat. Once in a while,
the mouse will find a crack in the porch steps through which it escapes to achieve its goals.

In negotiations, do you feel like the cat or the mouse? Is there another way to negotiate?
There are several points to remember when striving for a “win-win” solution:

o Define the conflict as a mutual problem. Be certain that the identification of the conflict
includes:
0 A clear definition or statement of the issue.

All of the information that is needed to solve the issue.

Internal and external factors that affect the issue.

A blame-free environment for describing the issue.

©0 oo

When people involved can see the situation objectively, they can share in the realization that
everyone “owns” the problem and the solution.

e Apply active listening skills to the communication process. Ask yourself: What elements of
the issues will active listening find that are important in reaching a “win-win” solution? These
elements should include:

0 The emotions behind the issue.
o External pressure factors.

e Focus on the interests, rather than on positions. Sometimes, people enter negotiations with
position statements rather than with interest statements.
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SUMMARY AND TRANSITION

Visual 5.29

Summary and Transition

= Lesson 5focusedontherole of leaderas a
politically savvy influencerand the skills for
effectively influencing others.

» Lesson 6 discusses strategies forfostering
a leadership environment.

Visual 5.29
Leadership and Influence {| 5-240.b)

Key Points

Lesson 5 focused on the role of leader as a politically savvy influencer and the skills for
effectively influencing others. Lesson 6 discusses strategies for fostering a leadership
environment.

For More Information:
Books:
o Political Savvy: Systematic Approaches to Leadership Behind the Scenes. Deluca, Joel R.

LRP Publications, 1999.
¢ Influence: Science and Practice. Cialdini, Robert B. New York: Allyn & Bacon, 2000.
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Lesson 6. Fostering a Leadership Environment

INTRODUCTION

Visual 6.1

Lesson 6. Fostering
a Leadership
Environment

Wisual 6.1
Leadership and Influence (| 5-240.b)

Key Points

Previous lessons have explored attributes that a leader in emergency management needs to
have: self-knowledge, ability to facilitate change, capacity to build and rebuild trust, and
personal influence and political savvy.

Another hallmark of effective leaders is the ability to create an environment that develops the

future generation of leaders and fosters leadership qualities at every level, in every employee.
In fact, a leadership environment is one of the most significant legacies that you can leave the
organization: leaders who are equipped to lead in whatever disasters the future will bring. In

this lesson, we will look at strategies for fostering a leadership environment.
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INTRODUCTION

Visual 6.2

Lesson 6 Objectives

» Describe the leader's role in developing
leadership qualities in others.

= Develop strategies for creating a positive

work environment.
- |

objectiuesi' i

=a)

Visual 6.2
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Key Points

After completing this lesson, you should be able to:

o Describe the leader’s role in developing leadership qualities in others.
o Develop strategies for creating a positive work environment.
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FOSTERING LEADERS IN EMERGENCY MANAGEMENT

Visual 6.3

Fostering Leaders

» Successful emergency
response organizations
maximize the use of the
“intellectual capital” found in
the organization’s members.

» Organizations that are unable
or unwilling to make use of
the intellectual capital will be
ineffective in an emergency.

Visual 6.3
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Key Points

The critical difference in successful emergency response organizations is that the successful
organization maximizes the use of the “intellectual capital” found in the organization’s members.
Organizations that are unable or unwilling to make use of the intellectual capital will be
ineffective in an emergency.

Exemplary emergency response systems rely on the capabilities of all the personnel involved,
not just those of a few in leadership positions. To create a successful emergency response
system, leaders must take advantage of the vast knowledge and know-how of all those involved
in making a response successfu—whether internal or external to the emergency management
agency. The 1991 book, Leadership Secrets of Atilla the Hun, by Wes Roberts, presents a very
interesting series of lessons about a leader who made the most of his people.

Leadership and Influence (1S-240.b)
February 2014 Student Manual Page 6.3



Lesson 6. Fostering a Leadership Environment

STRATEGIES FOR FOSTERING LEADERSHIP

Visual 6.4

Strategies for Fostering Leadership

= Developing leader qualities.
= Expanding self-knowledge.

= Encouraging authentic feedback for self-
improvement.

= Using the Ladder of Inference to create an
environment of leadership.

= Nurturing an environment of shared learning.
= Facilitating acceptance ofchange.
= Building and maintaining a climate of trust.

= Using personal influence and political savvy to help
achieve the vision and goals of the organization.

Visual 6.4
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Key Points

In previous lessons, you learned several ways you can foster leadership. Among them were:

o Developing Leader qualities that emphasize a view of the organization as a moral system,
drawing credibility and power from behavioral integrity and core values, and being motivated
by realization of the vision.

o Expanding your self-knowledge and making more of your hidden-self visible to others.

¢ Encouraging authentic feedback for self-improvement.

e Using the Ladder of Inference to create an environment of leadership.

¢ Nurturing an environment of shared learning by balancing inquiry and advocacy.

e Facilitating acceptance of change within the organization.

e Building and maintaining a climate of trust.

e Using personal influence and political savvy to help achieve the vision and goals of the
organization.
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STRATEGIES FOR DEVELOPING LEADERS

Visual 6.5

Strategies for Developing Leaders

» Building a shared vision
Empowerment
Team building
Coaching
Delegation
Mentoring

Visual 6.3
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Key Points

The strategies just mentioned comprise a comprehensive approach you can use, not only to
strengthen your own leadership skills, but also to create an environment in which new leaders
can grow. In addition to these general approaches, there are some specific strategies that
effective leaders use to encourage the developing leaders in their organization.

These strategies are briefly described in this lesson. Each one of them constitutes a broad topic
that could merit an entire course of its own. You may wish to seek additional information on
some of these topics to expand your leadership skills further.
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STRATEGIES FOR DEVELOPING LEADERS

Visual 6.6

Building a Shared Vision

Effective leaders encourage
employees to expand,
deepen, and personalize the
organizational vision by
identifying how, in their own
roles, they can make a
significant contribution to
achieving the organizational
vision.

Visual 6.6
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Key Points

Effective leaders create a shared vision of great performance—a clear picture of the future of
the organization, based on tomorrow’'s needs. The vision makes the goal and the journey clear:
where we are going, how we will know when we get there, and how we’ll know that we're
making progress. Effective leaders see the total system, understand it, and help others to
understand it. And they help to build the power within the organization to achieve the vision.

Effective leaders encourage employees at all levels to expand, deepen, and personalize the
organizational vision by identifying how, in their own roles, they can make a significant
contribution to achieving the organizational vision.
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STRATEGIES FOR DEVELOPING LEADERS

Visual 6.7

Empowerment

An effective leader empowers employees by:
» Developing ashared vision.

* Removing obstacles to
greatperformance.

» Developing ownership
of the vision among the
employees.

= Stimulating self-directed
actions.

Visual 6.7
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Key Points

An effective leader empowers employees by developing a shared vision, removing obstacles to
great performance, developing ownership of the vision among the employees, and stimulating

self-directed actions. The leader must be sure that the performers are responsible and

accountable for great performance. People who are given a real voice are much more likely to
“buy in” to the vision and the organizational goals and to make it their mission to help achieve

those goals.
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STRATEGIES FOR DEVELOPING LEADERS

Visual 6.8

Team Building

= Establishing an environment of trust.

= Setting up systems and structures to require
teamwork.

= Encouraging team communication.

= Fostering natural leadership
abilities in group members.

= Establishing team goals and
rewards.

= Celebrating group
achievements.

LETE
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Key Points

Effective leaders build a team environment in which members pool their resources and rely on
each other to achieve common goals. As people combine their energies, the cooperative action
of the group creates a greater result than the individuals could accomplish working separately.
A leader promotes a team environment by:

Establishing an environment of trust.

Setting up systems and structures to require teamwork.

Encouraging team communication to build team identity.

Fostering the evolution of natural leadership abilities in group members.
Establishing team goals and team rewards (i.e., reward team effort).
Celebrating group achievements, even those that are minor.
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STRATEGIES FOR DEVELOPING LEADERS

Visual 6.9

Coaching

= Set the stage.

* Define the problem, goal, or
issue.

* Foster a growth atmosphere
by reinforcing positive
behavior.

* Provide opportunities for
collaboration and problem
solving on alternatives.

= Agree on an action plan and
set a followup date.

Visual 6.9
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Key Points

A leader who manages through coaching convinces people of their own ability to do the job.
Leaders who coach have faith that, with the proper training and support, people will excel.
Coaching involves providing training, support, and constructive feedback as an employee
carries out responsibilities. The leader gives ongoing encouragement and praise for successes
and helps the person build confidence in his or her abilities.

An effective format for coaching includes these steps:

e Set the stage. Give full attention, be clear, assume a “shared learning” mindset, encourage
dialogue, listen actively, and foster mutual respect.

¢ Define the problem, goal, or issue. Be specific and be clear about your assumptions.

o Foster a growth atmosphere by reinforcing positive behavior, making clear that you are
there to help, and encouraging the open exchange of ideas.

e Provide opportunities for collaboration and problemsolving on alternatives. Apply the
principles of balanced inquiry and advocacy, constructive disagreement, and idea-building in
exploring alternatives. Give constructive feedback to improve performance.

e Agree on an action plan and set a followup date, then keep the door open.
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Lesson 6. Fostering a Leadership Environment

STRATEGIES FOR DEVELOPING LEADERS

Visual 6.10

Delegation

» |[dentifying an appropriate person forthe
task.

* Preparingthe person by clearly stating
desired outcomes.

= Ensuring thatthe person has the necessary
authority.

* Holding the person accountable.
» Maintaining enough contactfor support.
» Acknowledgingsuccess.

Visual 6.10

Leadership and Influence {| 5-240.b)

Key Points

Do what you do best, and give away the rest to someone else. An effective leader delegates
broad responsibilities to team members and expects them to handle the details. Delegating
responsibilities to capable personnel has many advantages. It distributes the workload, results
in higher efficiency and increased motivation, and develops the skills of the workforce. People
learn more by doing than by any other means. Delegation provides opportunities for people to
develop leadership skills.

Effective delegation involves:

¢ Identifying an appropriate person for the task.

e Preparing the person by clearly stating desired outcomes while encouraging risk-taking and
innovation.

e Ensuring that the person has the necessary authority to do the job properly.
¢ Holding the person accountable for agreed-upon outcomes.
¢ Maintaining enough contact for support and monitoring of progress without “hovering.”

e Acknowledging success and giving credit where it is due.
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Lesson 6. Fostering a Leadership Environment

STRATEGIES FOR DEVELOPING LEADERS

Visual 6.11

Mentoring

» Effective leaders use
mentoring to foster
leadership skills within
the organization.

* A mentor must be
willing to share his or
her expertise and not be
threatened by the
concept of the person’s
success within the
organization.

Visual 6.1

Leadership and Influence [ 5-240.b)

Key Points

Effective leaders use mentoring to foster leadership skills within the organization. Mentoring
happens when an experienced person provides guidance and support in a variety of ways to a
developing employee, introducing that person to the workings of the organization and assisting
with professional development. A mentor must be willing to share his or her expertise and not
be threatened by the concept of the person’s success within the organization.

Completing the self-reflection on the following pages can help you apply the principles of
fostering leadership to your workplace.
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Lesson 6. Fostering a Leadership Environment

Self-Reflection: Fostering Leadership in Your Environment

As a leader, you must draw on your self-knowledge and consider the changes that you will need
to make in your own behavior to maximize the contribution of every person in your organization.

To begin, consider your emergency planning process—who is involved (internally and
externally) and how they work together. Use the space below to make notes if you wish.
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Lesson 6. Fostering a Leadership Environment

Self-Reflection: Fostering Leadership in Your Environment (Continued)

Taking into account the key points you identified in your emergency planning process, analyze
the current working relationships and develop a strategy for maximizing each person’s
contribution to the system. Use the following questions to guide your analysis.

1. What is your role as a leader in creating the current culture?

2. How effectively does the system function within the current culture?

3. What can you do to improve the culture? What structures can you put in place?

4. What skills do you need to change the culture in a positive direction?
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Lesson 6. Fostering a Leadership Environment

Self-Reflection: Fostering Leadership in Your Environment (Continued)

5. What obstacles might get in the way? How could you overcome them? What do you need
in order to influence the necessary changes?

6. When these changes occur, in what ways will they impact response operations?

7. When these changes occur, in what ways will these changes impact the public?
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Lesson 6. Fostering a Leadership Environment

ACTIVITY: FOSTERING LEADERSHIP

Visual 6.12
Activity: Fostering Leadership
Instructions:
* Your instructor will read each of the statements
in your Student Manual in turn and ask you to
identify if the statement is true or false.
* Be prepared to follow up the answers with a
group discussion.
Visual 612
Leadership and Influence {| 5-240.b)
Key Points

Purpose: The purpose of this activity is to determine whether statements about fostering
leadership are true or false.

Time: 10 minutes

Instructions:

e Your instructor will read aloud each of the statements in your Student Manual and ask you
to identify whether the statement is true or false.

o Be prepared to follow up the answers with a group discussion.

Statements:

1. Successful team building involves promoting systems of individual rewards for team
achievement.

2. Coaching is convincing people of their own ability to do the job.

3. Aleader who delegates can avoid taking responsibilities for outcomes.
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Lesson 6. Fostering a Leadership Environment

SUMMARY AND TRANSITION

Visual 6.13

Summary and Transition

* In Lesson 6,you learned strategies for
fostering an environmentthat supports your
own leadership developmentand
encourages leadership throughoutthe
organization.

* You also developed a strategy for improving
the leadership environmentin your
emergency managementsystem.

* [tis now time to complete the final exam.

Visual 6.13

Leadership and Influence {| 5-240.b)

Key Points

In Lesson 6, you learned strategies for fostering an environment that supports your own
leadership development and encourages leadership throughout the organization. You also
developed a strategy for improving the leadership environment in your emergency management
system.

It is now time to complete the final exam.
For More Information:
Books:

¢ Flight of the Buffalo: Soaring to Excellence, Learning to Let Employees Lead. Belasco,
James A., and Stayer, Ralph C. New York: Warner Books, 1994.

e The 21 Indispensable Qualities of a Leader: Becoming the Person Others Will Want to
Follow. Maxwell, John C. Thomas Nelson Publishers, 1999.

e The 3 Keys to Empowerment: Release the Power Within People for Astonishing Results.
Blanchard, Ken; Carlos, John C.; and Randolph, Alan. Berrett-Koehler Publishers Inc.,
1999.

e Gung Ho! Turn on the People in Any Organization. Blanchard, Kenneth H., and Bowles,
Sheldon. William Morrow & Co., 1997.
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Lesson 6. Fostering a Leadership Environment

FINAL EXAM

Visual 6.14

Final Exam

Instructions:

1. Take a few moments to review your Student Manual and
identify any questions.

2. Make sure that you get all of your questions answered
prior to taking the final exam.

3. You must take your test online at:
http://training.fema.gov/IS/crslist.aspx

~ You may refer to your Student Manual when completing
this test.

Visual 6,14

Leadershipand influence (1S-240.b)

Key Points

Instructions:
1. Take a few moments to review your Student Manual and identify any questions.
2. Make sure that you get all of your questions answered prior to taking the final exam.

3. You must submit your test online. Upon successful completion you will receive an email
message with a link to your electronic course completion certificate.

4. Goto: http://training.fema.qgov/IS/crslist.aspx and click on the link for 1S-240.b.

5. Click on “Take Final Exam.”

6. When taking the exam . . .
¢ Read each item carefully.
e Select your answer on the test.
o Check your work and then complete the course registration form on the last page of the
online examination.

You may refer to your Student Manual when completing this test.
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