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OBJECTIVES 
Learning Objectives
After studying this chapter, you should be able to: 
· Identify the general levels of emergency medical service (EMS) officers and discuss their roles and responsibilities.
· Describe how to get a big-picture overview of the EMS organization and explain why doing so is an important step as an EMS officer.
· Identify and describe the five business priorities (5 BPs).
· Discuss the use of organizational spokes in keeping the various organizational components on track.
· Discuss the role of organizational culture in the success of the EMS officer and the organization.
· Identify ways that the EMS officer can become a market leader.
· Describe the steps the EMS officer should take immediately after promotion.

LECTURE
I.	Introduction 
A.	Leadership in Emergency Medical Services (EMS)
1.	The field of EMS is continuously evolving to:
a.	Keep up with advances in prehospital patient care
b.	Exceed customer expectations
c.	Ensure that the EMS organization is well positioned to manage operational and administrative issues
d.	Improve how officers manage and lead personnel
2.	EMS officers must stay informed within this continuously changing landscape and remain well positioned to make any necessary adjustments.
3.	Once promoted, it is critical that the EMS officer understand that he or she will need to become very familiar with:
a.	The prehospital aspect of EMS
b.	What is needed to ensure that the organization or division will remain viable in offering its services
4.	EMS officers must be prepared to execute their management and leadership abilities within all levels of the organization. 
5.	This text focuses primarily on the newly promoted EMS manager.
6.	However, other front-line EMS officers can benefit from this text.
7.	This text can even serve as a template for any organizational leader in a non-EMS business environment.
B.	The Business-Culture Mindset
1.	Organizational leaders must realize that fire and EMS organizations are in the service delivery business.
2.	The goal for every organizational leader and the members of the EMS organization must be to embrace a business-culture mindset.
3.	This mindset must maximize positive organizational outcomes, both operationally and administratively.
II.		Levels of EMS Officers 
A.	The rank structure and the roles assigned to members will differ among EMS organizations. 
1.	Certain general terms to describe EMS officers have been identified by the National EMS Management Association (NEMSMA):
		a.	Supervising EMS Officer
			i.	The primary responsibility of this position is supervising EMS personnel in the field. 
ii.	Secondary responsibilities may include EMS administrative duties. 
iii.	The role may entail:
(1)	On-scene patient care supervision
(2)	Quality assurance
(3)	EMS training
(4)	Issuing discipline
(5)	Completing supervisors’ reports pertaining to personnel injuries, hazard exposure, or equipment damage
iv.	Many of the same duties may be assigned to both a managing EMS officer and a supervising EMS officer.
v.	This is typically due to the rank structure of an organization being tailored to the size of the organization.
b.	Managing EMS Officer: 
i.	This position is commonly held by a mid-level EMS officer who manages the EMS division or bureau. 
ii.	Responsibilities may include:
(1)	Managing and leading functional working groups
(2)	Analyzing and monitoring the EMS division budget
(3)	Strategic planning
(4)	Identifying performance measure goals
(5)	Developing strategic objectives, performance benchmarks, and targets pertaining to the EMS division’s performance measures
(6)	Ensuring the support of a continuous quality improvement plan
iii.	This officer may participate in collective bargaining negotiations and hospital/EMS consortia as well. 
iv.	Depending on the size of the organization and budget constraints, the duties of an EMS manager may sometimes be assigned to front-line EMS supervisors or vice versa.
c.	Executive EMS Officer: 
i.	This officer provides top-level leadership and management for the entire organization, typically through a director or chief executive officer (CEO) position.
[bookmark: _GoBack]B.	Additional Ranks and Titles
1.	At the supervising officer level, individuals may hold the rank of:
a.	EMS lieutenant
b.	EMS captain
c.	EMS district supervisor
d.	EMS battalion supervisor
2.	Or the officer may simply be referred to as an EMS supervisor. 
3.	Similarly, a managing EMS officer may hold the rank of EMS division chief or EMS bureau chief.
4.	An executive EMS officer may also be the fire chief, CEO, commander, or director of the organization.
5.	Even as the titles differ among organizations, the duties at these three basic levels are likely to be similar. 
6.	Depending on the size and structure of the organization, some of these officer levels could overlap.
C.	Other Responsibilities
1.	Depending on the level of responsibilities assigned to you as an EMS officer, you may be responsible not just for completing the tasks assigned to you.
2.	You may also be responsible for ensuring that the tasks you have assigned to your team members are completed correctly and in a timely manner.
3.	You must therefore seek ways of ensuring your team remains motivated and performs at a high level.
D.	The Focus of this Text
1.	The information in this text centers on the front-line supervising and managing EMS officer, who will be referred to as “EMS officer.”
2.	The goal of this text is to provide the new EMS officer with the information needed to support and add value to the day-to-day operational and administrative duties now assigned to him or her. 
3.	Regardless of his or her rank title, an EMS officer must be able to:
a.	Manage and lead personnel 
b.	Handle the day-to-day operational and administrative demands placed on the officer and the division
4.	The ultimate goal of any EMS officer is to be a good managerial leader. 
5.	In turn, managers at all levels must understand the importance of the interworking components that support an organization.
III.		Understanding the Big Picture
A.	Once promoted to an EMS officer, you have additional responsibilities that will have a significant impact on the organization’s overall service delivery performance. 
1.	Your primary focus must be to ensure that the organization is:
a.	Moving in the right direction 
b.	Achieving positive outcomes
2.	However, you will not be able to accomplish these new responsibilities without a plan and without the people who will help you execute the plan. 
3.	Therefore, as part of a business-culture mindset, a new EMS officer must review a vertical snapshot of the organization to become familiar with its makeup. 
4.	The vertical snapshot includes the organizational chart of divisions within the organization.
5.	It assists the new EMS officer in getting to know the division leaders, personnel, process workflow, and layout of the EMS buildings and stations. 
6.	As you review the sections/departments, you will begin to detect which “organizational spokes” are in place that directly impact your area of responsibility versus the entire organization.
B.	The Vertical Snapshot
1.	Helps you see the big picture of how the organization conducts business on a daily basis.
2.	The vertical snapshot may not make you immediately and intimately familiar with every process within each division.
3.	However, it is important that the EMS officer understand the day-to-day administrative and operational workflow and personnel within the organization.
4.	For example, you may be assigned to purchase EMS equipment. 
5.	To fulfill this responsibility, you would need to become familiar with:
a.	Budgeting
b.	Requests for proposals (RFP)
c.	The vendor selection process
d.	Material requisition forms
e.	Logistics (including storing, maintaining, and disseminating equipment)
6.	As a new EMS officer, you will need to be familiar with any processes that affect your scope of responsibility. 
C.	The Big Picture 
1.	The big picture will help the EMS officer understand:
a.	The direction in which the organization is currently moving
b.	Whether that direction is in accordance with the organization’s vision, mission, and goals 
2.	It can also shed light on:
a.	Which sections are adding value to the organization
b.	What is preventing the organization from delivering quality outcomes
c.	Other overarching concerns
		3.	The big picture is important.
a.	You must understand the composition of the organization before you implement changes.
b.	Managers sometimes make the mistake of coming into an organization or division and immediately making changes. 
c.	If change needs to be made, you certainly should not wait to make it.
d.	At the same time, you should try to avoid making uninformed and hasty changes. 
e.	If you were missing key information when you rushed into the change, you might subsequently find that change to have been a mistake.
f.	Consequently, both your leadership and your organization will suffer.
		4.	The big picture will be easier to understand if you are promoted from within an organization.
a.	However, there may still be certain areas of the organization with which you are unfamiliar, and those areas may impact your area of responsibility. 
b.	If you are coming into a new organization in a management role:
i.	Find out to whom you will be reporting. 
ii.	Ask whether you can spend some time shadowing that individual or a senior employee prior to your first day on the job. 
c.	This observation period will:
i.	Give you an opportunity to see some of the systems and processes and the functional units in place 
ii.	Allow you to meet some of your colleagues before taking your post, thereby facilitating a smooth transition into the organization
d.	In addition, you should take some time to understand:
i.	The current state of the organization
ii.	Its vision, mission, and goals
iii.	Means by which the organization measures its outputs and performance
iv.	Its financial stability
v.	The ways (both good and bad) in which internal and external customers are being treated
IV.		Five Business Priorities
A.	Regardless of rank title, every EMS officer needs to become familiar with five business priorities (5 BPs) that must be at the core of every organization and must be continuously supported:
		1.	People: 
a.	The most important asset.
b.	This includes customers and all members of the organization.
		2.	Strategic objectives, such as:
a.	Improving current and future services, processes, and systems
b.	Developing a continuous improvement plan
c.	Monitoring competitors regularly
d.	Ensuring the most qualified people are doing the right jobs
e.	Measuring systems and processes
		3.	Financial management objectives, such as:
a.	Understanding the division’s budget
b.	Knowing how much money is available to keep your section viable
c.	Planning for capital improvement expenditures
d.	Forecasting
		4.	Learning objectives, such as:
a.	Making sure your team is well informed and knowledgeable about the service being delivered
b.	Keeping up with new trends
c.	Supporting team members as they learn and grow with the organization
		5.	Culture of quality; an element that focuses on:
a.	Analyzing and improving performance outcomes
b.	Setting benchmarks
c.	Seeking ways to exceed customer expectations
B.	Supporting the 5 BPs 
1.	The EMS officer will also need to identify how well the 5 BPs are being supported by the organization. 
a.	The 5 BPs provide a template for issues that the EMS officer can begin addressing on day 1. 
b.	If they are not already in place, the new EMS officer can use them as an action plan in improving the organization. 
c.	After evaluating the 5 BPs, the EMS officer can then determine which “organizational spokes” are in place to support the 5 BPs. 
d.	This template should be revisited and adjusted regularly to ensure it continues to meet the needs of the organization.
e.	The 5 BPs must be at the very core of the organization and will need organizational spokes in place to support them. 
f.	Once you begin to understand, implement, and support the 5 BPs through key organizational spokes, you will be on your way to:
i.	Leading for success 
ii.	Ensuring that the organization or division is equipped for business
g.	It will be impossible to address every business concept in this text.
h.	However, by narrowing the focus to some of the most critical elements of basic business practices, you can begin to lay a strong business foundation and be successful in your new role.
2.	You may be wondering how you are supposed to implement these 5 BPs on the first day.
a.	Or you may be thinking this is too much information for an organization that is reluctant to change.
b.	Please keep in mind that the 5 BPs do not have to be implemented immediately. 
c.	In fact, they should not be implemented until you have a thorough understanding of the organization and its culture. 
d.	Each of the 5 BPs is referenced in later chapters, and they are briefly outlined here to serve as a foundation for later discussion.
C.	BP #1: People
1.	The first business priority is all about the people, external and internal, whom you will now serve as an EMS officer. 
a.	One of the biggest mistakes EMS officers make when they are initially promoted is getting too involved with the day-to-day processes.
i.	This is also known as micromanaging.
ii.	In the process, they overlook the people who run the processes. 
b.	A new officer must learn quickly that he or she:
i.	Cannot do everything alone 
ii.	Must depend on a good team
c.	Assuming the role of an officer encompasses much more than giving orders. 
d.	Working alongside and encouraging your team members to stay engaged is also vital for the success of the organization. 
e.	You and your service delivery will be only as good as your team allows you to be.
2.	Team members like to feel valued.
a.	Including them in your operational decisions is a good step in establishing trust and fostering collaboration. 
b.	How well do you think your team members will perform their duties if:
i.	They are unhappy with their current roles?
ii.	They do not feel that what they say matters? 
c.	How well do you think they will perform their duties if:
i.	They are being micromanaged? 
ii.	They are blamed for all failures? 
d.	The more engaged a team member is, the more productive he or she will be.
D.	BP #2: Strategic Objectives
1.	The second business priority is establishing the organization’s strategic objectives. 
2.	This is where you put together a specific organizational roadmap that will guide the organization in the appropriate direction. 
3.	As an EMS officer, it is important to implement:
a.	A vision
b.	A mission
c.	Goals
d.	Performance measures
e.	Objectives 
4.	This will help you to set your organization on the right path for achieving the desired outcomes for the EMS division or the entire EMS organization.
5.	The formulation of a plan will help you and your team members stay focused and outline a path that everyone can follow.
6.	Attempting to lead an organization without a plan is a recipe for failure.
E.	BP #3: Financial Management Objectives
1.	Although strategic objectives are a must, financial management objectives occupy an equally important place in the organization. 
a.	As a new officer, you will be asked to:
i.	Attend budget meetings and workshops
ii.	Work with capital improvement projects
iii.	Begin putting your section’s budget together for approval
iv.	Get involved with other aspects of the organization’s finances
b.	You will need to understand enough financial terminology and accounting practices to help you make the appropriate decisions. 
c.	You should not depend on your organization’s finance section/department to answer all your budget questions. 
d.	You will be better prepared to make informed decisions if you:
i.	Become familiar with some basic financial terminology
ii.	Understand basic accounting principles
iii.	Understand forecasting
iv.	Understand the financial parameters within your new role 
2.	Having a plan is essential and must be a top priority for all decision makers.
a.	This is especially true when dealing with financial management objectives. 
b.	If you do not plan appropriately, your project may end up being more expensive than anticipated and going over budget.
c.	If the organization does not have enough money to cover the additional expense, the result may be an incomplete project.
3.	Conversely, if you are not familiar with the process or the interpretation of budget allocation, you may have funds at your disposal that you did not realize existed. 
a.	In many organizations, if a section’s budgeted funds are not used by a certain time, the perception is that the section does not need the requested item or the money. 
b.	Someone in another section within the organization may need money for a new project.
c.	The money you had been counting on could be reallocated to that section’s budget, leaving your own section short on dollars. 
d.	Developing financial management objectives is critical to the organization and your section to keep systems aligned and improve day-to-day service delivery.
4.	“Budget time” may be the most grueling period during your new assignment. 
a.	During this period, you must meet with your supervisor and explain why the organization or your division should purchase the items you requested. 
b.	It will be easier to explain the need and you will be more likely to experience a positive outcome if:
i.	You have targeted key financial management objectives prior to engaging in this process.
ii.	The financial objectives are aligned with your strategic objectives. 
c.	However, it will be difficult to remain viable and to keep up with your competitors if:
i.	You have not kept up in monitoring your budget.
ii.	You have not included financial management objectives as part of the organizational spoke system.
F.	BP #4: Learning Objectives
1.	As an EMS officer, you must promote a learning environment and establish learning objectives for your team members. 
a.	Although you do not have all the answers—and you never will—you should be as prepared and well informed as you possibly can be.
b.	To ensure that you and your team are successful in meeting the challenges of day-to-day operation, you should have the right team members doing the right job. 
c.	Thus, it is your responsibility to encourage your team to learn and grow.
d.	The team’s positive evolution will:
i.	Help the organization by improving the quality of production 
ii.	Lead to a more engaged workforce
e.	If employees feel that they are contributing to the outcome of the plan, product, or process, they will be more engaged and productive. 
f.	You should encourage your team members to become as proficient as they can be within their current roles.
2.	Set learning objectives that you would like your team to accomplish. 
3.	As technology continues to advance and new products enter your business market, it is critical that your employees remain focused and knowledgeable within their field of expertise.
G.	BP #5: Culture of Quality
1.	The last business priority centers on ensuring that your organization creates a culture of delivering quality products and service. 
a.	Numerous methodologies exist that focus on quality improvement, including:
i.	Total quality management (TQM)
ii.	Continuous quality improvement (CQI)
iii.	Lean and Six Sigma
b.	To make sure the work being done truly adds value for the organization, you should implement a quality improvement program within your organization.
c.	Whatever quality improvement program your organization chooses to use will most likely work, as long as it is followed correctly.
2.	One example of a quality management program is Six Sigma.
a.	This program focuses on identifying variations (changes from the norm). 
b.	Six Sigma is a method of:
i.	Improving processes
ii.	Ensuring a continuous analysis of processes
iii.	Keeping customers happy
iv.	Identifying variations in processes
c.	The goal is to make sure that what you are doing is adding value to the organization and its customers. 
d.	The Six Sigma quality initiatives use the DMAIC methodology:
			i.	Define the project that you would like to address.
ii.	Measure the current situation.
iii.	Analyze the current process so that you can identify the possible defects.
iv.	Improve the current process.
v.	Control the new process to ensure that you maintain the level of efficiency and effectiveness with the processes at hand.
3.	Six Sigma can be a very powerful tool, as can other quality methodologies. 
a.	A basic understanding will help you:
i.	Review and improve some of your current processes
ii.	Stress the importance of having a quality program within your organization
b.	Every organization must include a quality management system as part of its quality management initiative. 
c.	Early detection of underperforming processes or variations from the expected outcomes is critical for any EMS organization. 
d.	For example, a quality management system can detect and correct deviations from protocols, lengthy response times, and poor patient care. 
e.	Quality management must be a priority for anyone in a leadership role and must be part of the organization’s culture.
V.		Organizational Spokes
A.	As an EMS officer, you must become familiar with the components that support, add value, and keep the organization moving on the right path. 
1.	In this text, we refer to these components as organizational spokes. 
2.	Leading an organization or division without a business-culture mindset will have a negative impact on the organization and on you as an EMS officer. 
3.	What makes a business-culture mindset so important is that it embraces the importance of organizational spokes, which support the organization’s sustainability. 
4.	Organizational spokes are operational or administrative sections, processes, culture, or anything else within an organization that is responsible for contributing valuable support to the overall mission of the organization. 
5.	For example, if an organization has a training division, the training division would be considered a key organizational spoke that adds value to the organization. 
6.	The training division is responsible for the continued training of the employees, and the employees then provide a service by using the skills taught or reinforced during a training session.
B.	Evaluating Organizational Spokes 
1.	The organizational spokes can be evaluated from a “macro” or “micro” level. 
a.	For example, a fleet division of an EMS organization is responsible for repairing vehicles and ensuring that the ambulance units are operational and ready for service. 
b.	The fleet division is an organizational spoke because it adds value to the mission of the organization. 
c.	From a “macro” (wide angle) view, the organization must determine whether it is more cost-effective to:
i.	Employ mechanics, financially support a shop where the units can be repaired, and purchase all the necessary tools needed to repair the ambulance units, or
ii.	Outsource the responsibilities related to the fleet division 
d.	Which option will add the most value to the organization? 
e.	The EMS officer can also review the fleet services from a “micro” (more specific) view. 
f.	For example, is the current process of repairing ambulance units adding value to the organization? 
g.	How long does it take to get an ambulance unit back in service after it has been delivered to the fleet division for repair? 
h.	If returning an ambulance to service is taking too long, then this organizational spoke must be addressed because it is not adding value to the organization. 
i.	If there are no units available to respond to emergencies, not only will the service not be provided, but there will also be a liability issue. 
j.	The EMS officer must evaluate anything that impacts the organization, understand its role as an organizational spoke, and determine whether it is worth keeping.
2.	The size of the organization will often determine the number and specific types of organizational spokes needed to support the organization’s business operation. 
a.	Nevertheless, there are some organizational spokes that, regardless of the size of the organization, must be in place to ensure that the organization is equipped for business. 
b.	These are shown in (Figure 1-1).
3.	An organizational spoke can also be a nontangible component, such as culture, collaboration, or communication. 
a.	For example, if the organization has a positive working culture, then the likelihood of the organization achieving positive outcomes will be much greater than it would be in a negative working culture. 
b.	Therefore, a positive working culture is a value-added spoke. 
c.	Value-added spokes must be in place to meet the daily organizational demands and to ensure the organization is equipped for business and ready to deliver positive results. 
4.	An organizational leader, in turn, must keep an eye out for non–value-added spokes, which cause the organization to be unproductive and to stagnate. 
a.	When identified, these negative organizational spokes must be reviewed immediately and either revised or eliminated. 
b.	The key is to make sure that the organizational spokes are effective in adding value to the organization as a whole. 
5.	Although the number of organizational spokes will vary according to the size of the organization, every EMS organization should have a positive working culture as one of its organizational spokes.
a.	This positive working culture should include effective communication and collaboration among all members of the organization. 
6.	Other necessary organizational spokes and the roles they serve to support the organization include the following:
a.	Finance section: Supports and monitors the organization’s financial activities to ensure EMS service delivery.	b.	Training section: Provides continuous EMS training to employees and oversees new-hire orientation.
c.	Human resources section: Provides employees support through insurance benefits, employee assistance programs, retirement planning, new recruitment, and other personnel-related aspects.
d.	Logistics section: Responsible for inventory, purchase, and maintenance of EMS equipment. 
e.	Fleet section: Ensures that the EMS units are working properly and are ready for service. 
f.	Operations section: Oversees all aspects of direct EMS service delivery.
g.	Dispatch section: 
i.	Processes emergent requests for EMS service and dispatches the calls to awaiting EMS units. 
ii.	Provides ongoing communication support for crews while they are actively involved on a call.
h.	Information systems section: Provides continued support for computer platform applications such as patient care report writing, mobile data terminals, and administrative computer support.
7.	Organizational spokes are also interdependent. 
a.	For example, a problem with the finance section could easily affect the fleet section if the issue involves insufficient funds or poor distribution of funds. 
b.	This would in turn impact the operations section if emergency vehicles are not able to respond to emergencies. 
c.	Similarly, if the training section is inadequate, repercussions may be seen in:
i.	The human resources section if there is high employee turnover
ii.	The dispatch section if dispatch employees are insufficiently trained
iii.	The operations section if response skills are not practiced and updated
8.	Organizational spokes can be either operational or administrative. 
a.	As an EMS officer, you will need to become familiar with many organizational spokes within the department, especially the spokes that directly impact the EMS officer’s area of responsibility. 
b.	Once you determine which spokes directly affect EMS service delivery, it would be prudent to determine whether each spoke is adding value. 
c.	An entry-level officer may be responsible for just a few spokes that directly impact his or her section.
d.	A higher level officer, by comparison, may be responsible for ensuring all essential positive organizational spokes are in place. 
e.	Regardless of your title, it is important that you make every attempt to become familiar with the organizational spokes that support your organization. 
f.	This will help you adjust accordingly when making decisions.
C.	Organizational Spoke Example: Training
1.	Suppose you are planning to implement a new medical protocol. 
2.	Before you can release that protocol, however, a set amount of EMS protocol training will need to be completed. 
3.	Does your organization have a training spoke in place to support the organization’s education needs? 
4.	If the organization does not have a dedicated training section to address the training needs of the organization, you will need to adjust your implementation plans for the new protocol. 
5.	You cannot roll out the protocol without the personnel having been trained in how to execute that specific protocol. 
6.	Therefore, you will need to find an alternative method of ensuring that the necessary training is accomplished. 
7.	Knowing which spokes are present and adding value within your organization will certainly impact your decision making and operational directives. 
8.	Similarly, knowing which spokes are not present or do not add value is just as important.
D.	Organizational Spoke Example: Public Relations
1.	Suppose the media are requesting an interview and additional information about an incident that occurred earlier in the day. 
2.	Does the organization have an organizational spoke in place to address the request from the media? 
3.	If your organization does not have a public information officer or an official spokesperson, then it will be important to recommend a strategy to address the current media request as well as those that might occur in the future. 
4.	An organizational spoke dedicated to public relations is very important because it promotes the brand of the organization. 
5.	If the organization does have a department spokesperson, does that person represent the organization well during both good and challenging times? 
6.	The issue here is not simply having an organizational spoke in place to address the daily demands placed on the organization.
7.	Instead, as an EMS officer, you must determine whether it is a value-adding spoke and whether it requires updating. 
E.	Organizational Spoke Example: Equipment
1.	One of the many tasks assigned to you as an EMS officer is to ensure that your personnel have the necessary equipment to do their jobs. 
2.	Two organizational spokes will directly impact your ability to make the decisions related to equipment availability. 
3.	First, does the organization have a capital improvement plan to replace older equipment before the current equipment stops working? 
4.	Second, are you familiar with the organization’s purchasing process? 
5.	These two key organizational spokes—a capital improvement plan and an efficient purchasing process—add value not just to your section, but to the department as a whole.
F.	Organizational Spoke Example: Performance
1.	How, as an EMS officer, will you know if your organization or division is meeting or exceeding expectations? 
2.	Performance metrics and benchmarks are organizational spokes that are essential to the organization because they provide baseline information as to how well the organization is performing. 
3.	It is the responsibility of every organizational leader to have metrics in place and to benchmark the organization with industry leaders to ensure that the organization is providing the best service possible.
VI.		Organizational Culture
A.	One of the many reasons for reviewing the organization’s big picture is to determine the organization’s culture.	 
1.	Understanding organizational culture—a set of norms, beliefs, and attitudes that have permeated an organization—is an important step for every organizational leader. 
2.	An organization’s beliefs may be formal (directed by senior management) or informal (displayed by senior employees). 
3.	As an EMS officer, you must get to know your organization’s culture before implementing any operational or administrative initiative. 
4.	The culture within the organization can either impede or accelerate the success of the organization. 
5.	Seek to understand why your organization’s culture is the way it is. 
6.	Consider the following questions when assessing your organization’s culture:
a.	Does the organization have a positive or negative culture? 
b.	How did the current organizational culture come to exist?
c.	Why does this culture continue?
d.	Why do employees buy into it?
e.	What do you need to do to ensure that your message can penetrate this culture?
f.	How can you change this culture if needed?
7.	These are all tough questions.
8.	Unless a plan is in place to address them, you run the risk of overlooking some key indicators that may prevent the organization from achieving its maximum potential.
B.	Norms and Values
1.	Culture within an organization typically arises from a set of norms and values within the organization. 
2.	Norms are attitudes and behaviors that the organization or individuals within the organization see as normal. 
3.	Values are ideas that reflect what the organization or individuals believe is right or wrong, good or bad. 
4.	Having employee buy-in ensures that the norms and values of the organization are accepted and helps minimize resistance to change. 
5.	If there is a difference in beliefs pertaining to the organization’s norms and values, that clash will:
a.	Lead to an ineffective organizational culture
b.	Create a disconnection between productivity and desired outcomes
C.	Changing the Organizational Culture 
1.	A common question shared by many new and senior supervisors is, “How can I change the current culture of the organization?” 
a.	Overhauling organizational culture may be difficult due to the deeply rooted beliefs shared by most of the employees. 
b.	Some organizational cultures may need an overhaul, whereas others may serve as a benchmark. 
c.	There is no doubt that an organization-wide culture can exist only if the people directly involved accept the norms and values set by the leadership team. 
d.	That is, multiple cultures may exist within the organization if the norms and values set by the leadership team are not embraced by the rest of the organization. 
e.	If you are dealing with a large organization, you will most likely deal with individuals who have different norms and values. 
f.	It takes a coordinated approach and support from senior staff members to ensure that employees accept the desired norms and values of the organization. 
g.	A healthy organization, however, will have a single positive working culture that is woven throughout the entire organization.
2.	As a new manager at any level, it may be difficult to:
a.	Break away from a culture that continues to promote complacency 
b.	Replace the current one with a positive, inclusive culture that will benefit the organization, its members, and its customers
3.	EMS officers should attempt to make changes to the organization’s culture slowly. 
a.	This will improve buy-in from the team and will facilitate a transition into a new culture. 
b.	An EMS officer can begin to introduce a positive and productive organizational culture, but he or she cannot do it alone.
c.	It will take a majority of team members supporting the new culture to ensure that the organization continues to move in the right direction. 
d.	It will be your responsibility to align your team’s goals with the goals of the organization. 
e.	You and your team can set the example for all members of the organization by:
i.	Continuing to show a commitment to customer service and quality process outcomes
ii.	Doing what is right for the organization
f.	These actions will help lead to employee buy-in. 
g.	Once you have buy-in from the team members, you will start to develop a positive and robust culture. 
h.	The team needs to believe in what you are asking them to do, and they need to be part of the process.
VII.	Becoming a Market Leader
A.	Communication and Collaboration
1.	As with many facets of business, communication and collaboration are essential to the success of the organization. 
2.	Therefore, establishing good communication among all members of your team:
a.	Will help break down barriers 
b.	May begin to establish a new culture of inclusiveness within your section
3.	Your team members will be more open to discussing issues and new ideas if there are open lines of communication among all team members and you as the EMS officer. 
4.	If team members feel that their opinions matter, they will most likely become highly engaged with your vision for the organization. 
5.	Most commonly, people resist change simply because they fear the unknown. 
6.	Healthy dialogue may avoid such resistance and prevent stagnation.
B.	Best Practices
1.	Many organizations become complacent and end up following their competitors rather than working toward becoming a market leader. 
a.	As a new officer, you should make every attempt to find and implement best practices with every project you are overseeing. 
b.	Using the 5 BPs, you can begin carving out a plan that will help turn your organization into an industry leader in the field of EMS delivery. 
c.	For example, the people business priority can help achieve successful performance outcomes, strengthen communication, and foster collaboration:
i.	How does the organization treat its employees?
ii.	Are the employees engaged and passionate about what they are doing?
iii.	Are the right employees in the best roles for organizational success?
iv.	Do the employees have the tools to achieve organizational success?
v.	Why is treating employees well so important?
2.	As an example, take a look at the airline industry and consider how engaged employees truly made a difference within one specific airline company. 
a.	During the recession of 2007, several airlines experienced significant challenges. 
b.	Some airlines had to restructure, others merged with competing airlines, and some simply filed for bankruptcy. 
c.	During this difficult period in the industry, Southwest Airlines achieved a strong market position when compared to other airlines. 
d.	It did so by relying on a strong, positive corporate culture, demonstrating that a healthy culture among its leadership, employees, and customers was one of the essential keys to its success.
3.	Another company that has done well by promoting a positive working environment is Google, Inc. 
a.	Google is known for developing a creative environment where employees are:
i.	Empowered to make decisions 
ii.	Encouraged to follow through on new ideas
4.	A culture of highly engaged employees is beneficial to every organization, but it is just one piece of the entire plan. 
a.	What do you think of your organization’s culture? 
b.	Should you find a way to change it? 
c.	Change may be difficult and can take time.

d.	However, a positive organizational culture that supports the organization’s missions and goals, supports the employees, and benefits the customer is well worth the effort. 
e.	Although it may be easier for higher-level officers to initiate culture changes than for new officers to do so, one should not sit around waiting for someone else to create a positive organizational culture. 
f.	It takes just one person to initiate a change that others will follow.
VIII.	After Promotion
A.	Being the Leader 
1.	It is completely normal to be nervous on your first day as an EMS officer.
2.	Nevertheless, if you have established a personal working plan prior to reporting for work, you will be ready for day 1. 
3.	You passed the promotional exam, you made it past the interview, and you have the necessary experience to be an EMS officer. 
4.	A group of individuals saw something in you that illustrated qualities of a leader, so do not underestimate your abilities. 
5.	Now is the time to position yourself for success.
6.	This includes having an organizational plan that will exceed the expectations of your team, your customers, and the organization.
B.	Day 1, Where Do I Begin?
1.	It is Monday morning and you report to work a little earlier than usual in your new role as an EMS officer. 
a.	There are some fundamental initiatives that must be considered by all those in a position of managing and leading, regardless of the level of responsibility to which you have been promoted. 
b.	You are now responsible for:
i.	Leading team members 
ii.	Ensuring that any systems that fall under your responsibility are managed effectively and efficiently
2.	First, now that you have been promoted, you will have an opportunity to:
a.	Implement new systems
b.	Participate in the hiring process
c.	Establish quality initiatives
d.	Establish strategic and financial management objectives
e.	Perform other management functions
3.	Therefore, understanding your new role and striving to be constantly well informed about the day-to-day operations will prepare you to adjust, eliminate, or implement organizational spokes that will support the organization’s mission. 
a.	You will most likely have employees reporting to you, so be humble. 
b.	Just because you have a new title does not mean that you can now begin to ignore the rules. 
c.	In fact, now more than ever you need to display leadership qualities. 
d.	You will set the example for others, so:
i.	Be a good listener
ii.	Be patient
iii.	Treat others as you would like to be treated
iv.	Polish your brand
v.	Continue to learn
vi.	Always display leadership behavior
vii.	Do what is in the best interest of the team, the customers, and the organization
e.	It is not about you; it is about the organization, especially its people. 
f.	It is up to you to keep your team engaged and moving in the right direction. 
g.	If you were not an employee of the organization prior to accepting the new role, make it a point to learn the lay of the land and its people:
i.	To whom will you report? 
ii.	Who will report to you? 
h.	Learn who oversees each section within the organization and have a clear picture of what is expected of you. 
i.	Your goal as an EMS officer will be to exceed performance expectations, so you need to be clear about what is expected of you.
4.	One of the greatest challenges for a new EMS officer is stepping into a new role surrounded by senior management who expect the newly promoted officer to operate and execute his or her duties just as the officer’s predecessor did. 
a.	You are not your predecessor, and you will make good things happen for your organization. 
b.	Listen to your supervisor, remain focused, and continue to learn. 
c.	Do not become frustrated or disrespectful toward a senior officer because you are being asked to step outside your game plan. 
d.	There is no place for big egos in EMS organizations. 
e.	Maintaining an open mind to new ideas and new directions is a characteristic of great leaders. 
f.	This is your time to shine and get your employees, as well as your boss, involved with some of your ideas. 
g.	It is much easier to embrace an idea or change if:
i.	Team members are well informed
ii.	The team (including the boss) has had an opportunity to provide input
iii.	You can clearly demonstrate how this change will benefit the organization
h.	With time, the senior officers and your employees will trust you, but not before they embrace you as a proven leader.
C.	Expecting the Unexpected
1.	You will not be able to plan for everything, of course, because business and organizational behavior is very fluid. 
a.	However, if you have a plan in place, you will be able to:
i.	Manage the day-to-day operational and administrative demands 
ii.	Be prepared for any unexpected issues that may arise
b.	EMS officers at any level must make every attempt to prepare the organization for its day-to-day demands.
c.	However, it is those low-frequency situations that are sometimes overlooked by the leadership team and not planned for appropriately. 
d.	When an organization operates and conducts its strategic planning without considering the potential for difficult economic times, it will have trouble keeping up. 
e.	This problem crops up all too often, not only within the EMS community, but within other business organizations. 
f.	When organizations do not have a plan in place and unexpected challenges arise, they may be unable to adjust appropriately and overcome the challenge. 
g.	These organizations may: 
i.	Sacrifice key services or products due to their inability to support those initiatives fiscally
ii.	Lay off employees
iii.	Be forced to merge with an other organization or downsize
iv.	Or, worst of all, go out of business
2.	This fate befell many EMS organizations that operated during the early 2000s as if they believed that the good times were here to stay. 
a.	During these years of booming economic growth in the United States, organizations provided employee raises, new services were introduced, new equipment was purchased, and so on. 
b.	When the bottom fell out of the housing market, however:
i.	Oil prices went on an upward trajectory
ii.	Interest rates soared
iii.	Monetary lending became nearly extinct
iv.	Unemployment reached the highest rates seen in years
c.	Many EMS organizations had to make very difficult operational and administrative decisions because they did not prepare for the economic decline. 
d.	Specifically, these organizations did not have enough monetary reserves to continue operating in the same manner as they had during the days of heady growth.
3.	As the EMS officer, it is now your responsibility to ensure that your division is well positioned for business in good times as well as bad times. 
a.	One reason certain organizations have been able to survive during difficult economic times is that they have well-developed strategic plans for operating in a very lean environment. 
b.	There is not a lot of unnecessary spending with these organizations.
c.	They also find ways to deliver their products and services in a more effective and efficient manner compared to their competitors. 
d.	They are able to be successful because they plan and prepare for turbulent times. 
e.	There should be no reason for an EMS organization not to embrace this kind of business-culture mindset.
4.	Lastly, you or your organization’s leadership team must acknowledge that managing an EMS agency or fire department is no different than managing a business.
a.	You must continuously ask whether the organization can prosper in its current state of production. 
b.	You are in the services delivery business, so your external and internal customers are at the top of the 5 BPs list.
D.	Promoting a Learning Environment
1.	Upon being promoted to an officer position, you will be expected to be ready at a moment’s notice to:
a.	Discuss common business practices
b.	Define certain systems and processes
c.	Convey your expectations of the organization
2.	Promoting a learning environment is a must for any organization, but especially for an EMS organization. 
a.	This is one of the key components of the 5 BPs that will be discussed throughout the text. 
b.	You should never be afraid to say, “I don’t know, but I will get back to you with an answer,” or “Can you teach me?”
c.	In addition, you need to become as well informed as you can be about the day-to-day operations (systems and processes) of your section or organization. 
d.	If you are unfamiliar with a system or certain process, take the time to learn about it, because your team members will turn to you for answers. 
e.	Understanding the systems and processes of the organization will enable you to do a better job as an organizational leader and be ready for questions that come your way.
	3.	In addition, you need to stay up-to-date with current business trends:
a.	Enroll in classes that will help you succeed in your new position.
b.	Learn from senior leadership team members.
c.	Read industry journals.
4.	Finally, remain humble.
5.	The most junior employee can teach you a thing or two.

POST-LECTURE
I. Wrap-Up Activity
Case Review
Purpose
To allow students an opportunity to analyze a scenario and develop responses to critical thinking questions.
Instructor Directions
1. Direct students to read the “Case Review” scenarios located at the end of Chapter 1.
2. Direct students to read and individually answer the questions at the end of the scenario. Allow approximately 10 minutes for this part of the activity. Facilitate a class review and discussion of the answers, allowing students to correct responses as needed. 
3. You may also assign these as individual activities and ask students to turn in their comments on a separate piece of paper.

Case Review: Resistance to Change
Upon assessing the vertical snapshot and big picture of your organization, you determine that you will meet with your team to discuss some strategic initiatives that you will be implementing to improve the EMS division. You explain to your team that you want to make sure your section is equipped for business, and you introduce them to the 5 BPs (people, strategic objectives, financial management objectives, learning objectives, and a culture of quality), which you will be monitoring closely as the initiatives are being implemented. The team’s assignment is to work with you to determine (1) whether the 5 BPs are currently part of the EMS division and (2) if so, which organizational spokes are in place to support each of the business priorities. Several weeks go by and you notice that none of the team members has completed the assignment. You gather the team to discuss the issue, and you realize that there is some resistance to the requested assignment. Why is this happening?
Case Discussion
Why do you think the EMS officer experienced resistance from the team about the assignment? Several things may have contributed to the team resisting or rejecting the assignment. Although the issue in this case dealt with the personnel being resistant to change, most commonly it is poor process implementation or the process itself that hinders the achievement of successful outcomes of core initiatives. This chapter addresses why resistance occurs and how to manage it. Later chapters address how to identify poor processes and implement ones that work.
In this case, it appears that the EMS officer was attempting to implement the 5 BPs but did not seek buy-in from the team or sufficiently explain why the 5 BPs were important for the division. Something to consider when implementing a change is to ask for input from your team members. When you ask the team for input, the team will most likely accept the new initiatives with little or no resistance. As the EMS officer, you will have the opportunity to implement new initiatives, but you will find that when an initiative is clearly communicated, feedback is welcomed, and team members are encouraged to participate, change becomes a lot easier for everyone.
Case Review: Logistical Decision
You receive a telephone call from the logistics chief asking about the repair or replacement of a suction device. The logistics chief asks you, as the EMS officer, if you want to do away with the equipment, have it repaired, or purchase a new model suction device. What should you consider before responding?
Case Discussion
At first read, this case appears relatively straightforward: The equipment should be repaired. But is the equipment under warranty? Will it be more expensive to repair the equipment or to purchase a new device? Is that model outdated, making the parts scarce? Should you move toward an initiative that would replace the rest of the suction devices if the current ones are outdated?
In this case you will have to make both an operational and a financial decision. To do so effectively, the EMS officer must have a set of strategic and financial management objectives that parallel the day-to-day operations of the organization or section. These objectives should already be in place, having been created during the strategic planning process. The EMS officer must consider the following issues:
· The life expectancy of the equipment
· How often it is used
· Whether it should be replaced
· How it contributes to patient care
· Whether more advanced equipment is available in the market that would serve the customer better
These are common questions that any EMS officer must be prepared to answer. Do not wait to receive the phone call to begin thinking about these questions. If your organization does not have a capital improvement plan, then begin working on one. Reach out to vendors, other agencies, and your finance section for assistance. Be ready and have a plan.
II. Lesson Review
Note: Facilitate the review of this lesson’s major topics using the review questions as direct questions or slides. Answers are found throughout this lesson plan.
1. 	What are the three general EMS officer levels identified by the National EMS Management Association (NEMSMA), and how might they differ or overlap, depending on the size of the organization? (Lecture II-A)
2. 	What are some additional ranks and titles that an EMS officer may hold? (Lecture II-B)
3.	In what ways might a vertical snapshot of the organization assist the new EMS officer? (Lecture III-A–B)
4.	Why is it important for the new EMS officer to understand the “big picture” before implementing any changes in the organization? (Lecture III-C)
5.	What are the 5 Business Priorities (BPs)? (Lecture IV-A)
6.	What is the purpose of including a quality management system as part of its quality management initiative? (Lecture IV-G)
7.	Explain the concept of organizational spokes, and give three examples of organizational spokes that typically support the EMS organization. (Lecture V)
8.	What is the difference between norms and values? (Lecture VI-B)
9.	How can you, as an EMS officer, foster a culture in which your organization embraces communication and collaboration? (Lecture VI)
10.	Why is it critical for EMS officers to look beyond the day-to-day operation of the organization and plan for the unexpected? Provide examples in your answer. (Lecture VIII-C)
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