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Chapter 2 
Managerial Leadership
OBJECTIVES 
Learning Objectives
After studying this chapter, you should be able to: 
· Define the managerial role and its impact on an organization. 
· Describe how to succeed as a manager. 
· Define the leadership role and its impact on the organization. 
· Describe how to make an impact as a managerial leader. 
· Explain how to implement managerial leadership in an EMS organization.  
· Discuss the elements of good time management.    
· Describe the steps the EMS officer should take immediately after promotion.

LECTURE
I.	Introduction 
A.	As you continue to grow within your organization and become part of the leadership team, you will be asked to manage a section, processes, people, or projects, or possibly all of these simultaneously.
1.	The one thing that you can bet on is that people (team members/associates) will be involved with your new assignment. 
2.	In addition, as you assume your new role, you will hear the terms manager and leader used interchangeably, even though in reality they represent two different concepts that complement each other. 
3.	Management is a science, whereas leadership is an art. 
4.	The ultimate goal for any individual newly promoted to any level of management should be to become an effective and efficient managerial leader. 
5.	In this chapter, we will define managerial leadership as a concept that encompasses the behavior and roles of someone in a key supervisory role—for example, supervising officer, managing officer, or executive officer. 
6.	Before an officer can become a successful managerial leader, however, he or she must first understand the separate roles of the manager and the leader. 
7.	Management primarily deals with processes, whereas leadership is all about the people. 
8.	Although much of the focus in this chapter is directed toward the emergency medical services (EMS) managerial role, the information can be applied by any individual within any EMS, fire, hospital, or business organization.   
II.		Understanding the Managerial Role 
A.	As a new EMS officer, you will be managing processes, systems, and people. 
1.	You will need to have effective communication skills.
2.	You will also need to ensure that your team members are willing to work with you as you attempt to accomplish certain tasks—for example:
a.	Creating standard operating procedures (SOPs)
b.	Budgeting
c.	Developing protocols
d.	Conducting quality assurance
e.	Training
f.	Developing performance improvement initiatives and measures
g.	Purchasing new equipment
3.	As an EMS officer, you will most likely be managing processes and systems that will need to be monitored to ensure there is no variation from the intended outcome. 
4.	With that said, you must recognize that these processes and systems are always supported by people.
5.	And because you are leading those people, you must embrace the concept of becoming a managerial leader.	
B.	Processes and Systems
1.	The EMS officer will most likely be involved with a variety of assignments that include certain processes and systems critical to completing the assignment. 
a.	A process is a set of steps or actions to achieve an end result, and a system is a group of interrelated components working together to ensure a specific outcome. 
b.	Working and overseeing processes is part of the EMS officer’s day-to-day responsibilities. 
c.	There may be times when processes are followed automatically.
d.	Without the individual thinking they are processes, but that does not diminish the importance of processes in contributing (through action or steps) to completion of a specific assignment.	
2.	(Table 2-1) includes examples of EMS officer assignments and the processes required to achieve a successful end result or product. 
a.	There are processes for almost every assignment required of an EMS officer.
b.	Furthermore, these processes, no matter how small or large, serve as the essential steps in completing an assignment. 
c.	As the EMS officer, it is your responsibility to ensure that every process adds value to the assignment and the overall organization (and thus adds value to the relevant organizational spokes).
3.	As an EMS officer, you will be expected to know how certain processes contribute to establishing a system. 
4.	EMS officer tasks include the following:
a.	Developing SOPs, general orders, bulletins, memos, and other directives: 
i.	It is essential that all members within an organization work together to achieve the organization’s goals and priorities. 
ii.	However, this can be quite challenging for the employees if the information coming from the leadership team is not clear, is not released in a timely manner, or does not reach all of the employees.
iii.	Failure to clarify the desired processes and system will lead to an unproductive work environment and employee frustration, ultimately affecting the organization’s service delivery outcome. 
iv.	An EMS officer may use several methods of communication to deliver critical information to the entire department.
v.	However, certain important directives must remain accessible for future reference. 
vi.	Among these documents are standard operating procedures or guidelines (SOPs or SOGs), general orders, bulletins, and memos.
vii.	Such written communications are instrumental when a specific set of instructions or a directive is being disseminated to the organization and needs to be available for a set amount of time. 
viii.	Having written communication in these cases also helps prevent misinterpretation and confusion. 
b.	Creating budgets: 
i.	As an EMS officer, you will most likely be assigned to oversee a budget that involves EMS support items. 
ii.	You must continuously assess how well your budget is being managed. 
iii.	When items that have been budgeted are being purchased, check the budget and determine whether adjustments need to be made based on the cost of the items. 
iv.	The overall monitoring of the budget must be ongoing, not just addressed during a budget workshop. 
v.	Taking recurring snapshots of the organization’s budget will provide information that will help the EMS officer determine whether the financial management objectives (one of the 5 BPs) have been met. 
vi.	It is also important to become familiar with terms such as operational budget, capital budget, zero-based budget, baseline budget, balance sheet, income statement, forecasting, and balance transfers. 
vii.	The budget process will be extremely frustrating for any EMS officer who:
(1)	Chooses not to set financial management objectives prior to the budget process 
(2)	Does not routinely take the time to assess the assigned budget
c.	Creating medical protocols: 
i.	You may be asked to help revise your department’s medical protocols. 
ii.	To do so effectively, you will need to be familiar with the processes of working with other agencies that will be impacted by any protocol changes. 
iii.	Collaboration with other EMS agencies will:
(1)	Facilitate the release of the protocols 
(2)	Ensure that the prehospital care providers are clear about expectations
iv.	These actions will ultimately improve EMS service delivery. 
v.	As an EMS officer in the department, you will need to take the lead and set the tone for collaboration and inclusiveness among all protocol stakeholders.
d.	Creating a quality management system: 
i.	As part of doing business, regardless of which business you are in, quality management is a necessity (and a culture of quality is one of the 5 BPs). 
ii.	A quality management system is the means by which you (and perhaps a team) review specific core processes to ensure that the services delivered are meeting or exceeding the benchmarks set by the organization. 
iii.	For example, you might assign a group of medical professionals to review how well the department’s emergency medical technicians (EMTs) and paramedics are delivering patient care. 
iv.	The review may be completed by direct observation or by reviewing patient care reports post incident. 
v.	No matter which approach is used, a process must be in place to address any variations from the expected EMS delivery service. 
vi.	If a variation from protocol is identified, the case may be forwarded to the department’s medical director for further review. 
vii.	Additionally, you and the medical director may establish different levels of severity related to the variations in service delivery and determine how to address each case. 
viii.	The medical director may elect to address the most critical protocol variations, with the rest being addressed by you as the supervising officer. 
[bookmark: _GoBack]ix.	You might also consider establishing a system that encompasses:
(1)	A quality assurance process for medical care
(2)	A quality control and quality improvement component, to complete the continuous quality improvement system 
e.	Creating performance improvement measures: 
i.	As an EMS officer, it will be your responsibility to:
(1)	Establish performance metrics 
(2)	Set benchmarks for the EMS division
ii.	Analysis of these results will allow you to see how well your division is delivering quality service and where there is a need for improvement. 
iii.	It makes no sense to implement a new system if you have no baseline performance measure of the current system. 
iv.	Reviewing performance metrics and determining whether your division is meeting the targeted benchmarks will provide essential information for making organizational decisions. 
v.	Every EMS officer responsible for a division or for the organization as a whole must establish, implement, and review performance metrics on a regular basis. 
vi.	Knowing how well the division or organization is performing must be a top priority. 
f.	Purchasing equipment: 
i.	As an EMS officer, you will almost certainly have the responsibility of purchasing equipment. 
ii.	You will therefore need to become familiar with your organization’s purchasing process. 
iii.	You may be asked to:
(1)	Obtain purchase quotes from vendors
(2)	Complete material requisition forms
(3)	Possibly forfeit the purchase of a budgeted item and request the transfer of budgeted dollars to a new line item
iv.	If absolutely no budgeted dollars are available, applying for a grant or entering into a partnership with other EMS agencies to offset some of the expenses may be an option. 
v.	Regardless of the purchasing process in place in your organization, you should not hesitate to seek advice from those who have already done it and to continue to ask questions.
g.	Creating an incident action plan (IAP): 
i.	You may be required to create or implement an IAP. 
ii.	In doing so:
(1)	You will need to ensure that IAPs are completed in accordance with your department’s policy.
(2)	You may be required to complete a plan for longstanding operations, special events, or even the organization’s internal day-to-day operations. 
iii.	Regardless of which type of need prompts development of the IAP, you must gather a variety of information to ensure that the plan is:
(1)	Timely
(2)	Addresses the current issues of an event
(3)	Includes the strategic plan that is or will be used in managing the event
5.	These are just a few examples of the tasks that new EMS officers will face when taking their post. 
a.	Accomplishing specific tasks such as these requires a firm understanding of both management and leadership and a recognition of how they fit within your new role as an EMS officer.
6.	The EMS officer must be knowledgeable in the processes and systems assigned to him or her. 
a.	Therefore, it is important for the EMS officer to routinely evaluate these processes and systems to ensure that they are adding value to the organization. 
b.	To do so, the EMS officer should determine the end goal or desired outcome each process or system is designed to achieve. 
c.	When attempting to establish or evaluate a set goal, the EMS officer should consider using the SMART mnemonic: specific, measurable, achievable, relevant, and time-bound.
i.	Specific: 
(1)	The goal must be specific and not ambiguous. 
(2)	The team members must know what they are attempting to accomplish.
ii.	Measurable: 
(1)	It is nearly impossible to determine how effectively processes or systems are working if they are not being measured. 
(2)	As the EMS officer, you must know if these elements are adding value or underperforming.
iii.	Achievable: 
(1)	The EMS officer must make every attempt to continuously evaluate the goals of processes and systems to determine whether they are achievable.
(2)	This will ensure that processes and systems are continuously improving and ultimately leading to a better end product. 
(3)	The EMS officer must also attempt to stretch the goal in an effort to build stronger processes and systems, but not to the point that it will be impossible to attain.
iv.	Relevant: 
(1)	The EMS officer must ensure that the processes and systems leading to a specific goal are relevant to the core mission of the EMS division or organization. 
(2)	For example, if your response area is entirely urban, it would not make sense to have your team work on an assignment that entailed purchasing gear for wildland firefighting.
v.	Time-bound: 
(1)	You must set target dates for project completion. 
(2)	The team members must clearly know what is expected of them and how much time they have to complete the project. 
(3)	Many projects never reach a state of completion because there is no preset completion date and the assignment falls off the radar.
	C.	People
1.	As an EMS officer, your management duties will center on overseeing the processes and systems that impact the EMS organization or division. 
a.	In addition, you will manage those team members who are directly involved with the day-to-day operational and administrative duties. 
b.	Management of the team may include:
i.	Deciding which team member is the best suited for a specific project
ii.	Answering a team member’s question about a specific task
iii.	Determining whether a team member’s performance is adding value to the organization, and so on.
c.	When managing the team, the EMS officer is ensuring that the assignments and the core mission of the EMS division are being accomplished. 
d.	With that said, as an EMS officer, you must focus on not only managing your team, but also on being a great leader and supporting your team. 
e.	A leader is respected, knowledgeable, and highly engaged with the team. 
f.	He or she helps each team member achieve that person’s full potential and focuses on the greater good for the team and the organization.
2.	A question commonly asked of those in a supervisory position is, “Do you lead or manage your team?” 
a.	Ultimately, the EMS officer must do both and, therefore, must accept the role of a managerial leader.
3.	As a managerial leader, you will need to develop the ability to prioritize requests for direction. 
a.	Your team members will seek you out for guidance and, depending how many members directly work for you, it might be a little overwhelming if you are continuously being bombarded with questions and requests. 
b.	Establishing a “response triage” system will help you address those issues that are time sensitive and operationally critical to the organization. 
c.	Depending on the time required to address the issues and the level of importance, you can begin to set the least important requests aside for a later time. 
d.	However, your system needs to include a reminder alarm because you certainly do not want to forget to respond and give the impression to the team member that his or her question is unimportant. 
e.	There are several software programs that you can use to track items and even set an alarm to remind you to follow up. 
f.	Although a question might not seem to be of critical importance to you, it will be for the individual who is seeking an answer. 
g.	Remember that one of the 5 BPs is people, and your interactions with team members and others will affect the organization.
III.		How to Succeed as a Manager
A.	Once promoted, you may find that the experience of being a manager is not exactly what you expected. 
1.	Some new managers are comfortable overseeing processes and systems, but have trouble adapting to people reporting to them. 
a.	Other managers take the post with the intention of making an immediate impact, but that does not always happen. 
b.	Still other new managers may feel compelled to get the job done without delegating, and soon become overwhelmed. 
c.	There are many components to a managerial position: people, workflow processes, budget planning, performance metrics, quality methodology, and more. 
d.	For a new manager to succeed, he or she should prepare in advance for the many challenges that will be presented in the new role.
2.	Success as a manager requires leadership. 
a.	Although management deals primarily with processes and systems, these organizational resources need oversight by team members.
b.	This is where the “leadership” in managerial leadership is applied. 
c.	As a managerial leader, you want to ensure that the daily demands placed on the organization are being addressed. 
d.	If the team members do not believe in you and what you are asking of them, it will be difficult to keep up with the day-to-day business operation. 
e.	Delivering quality outcomes and ensuring that the day-to-day operations exceed expectations is vital.
f.	However, demonstrating good communication skills with members of the organization while establishing a culture of trust and inclusion with your team is just as critical. 
g.	Management is fulfilling the day-to-day operations.
h.	Leadership is gaining the needed support from your team to ensure that operational demands are addressed effectively.
3.	One challenge of management occurs when a project develops scope creep.
a.	This is when the participants move away from the intended goal of the project and into other areas that add no value to the project. 
b.	As the manager, it will be your responsibility to keep the project moving forward within the set parameters. 
c.	For example, you can be a great manager by planning, organizing, directing, controlling, and coordinating a process. 
d.	There is a good probability, however, that this project will not be your only priority. 
e.	In asking your team members for assistance in completing this project, you will have to find a way for them to work cohesively and accept you as a leader. 
f.	At this point, you will begin to see where the leadership component of managerial leadership plays a critical role. 
g.	Poor leadership skills will seriously affect the organization’s effectiveness in delivering high-quality goods and services, regardless of how well you manage the organization’s processes or the systems currently in place.
IV.		Understanding the Leadership Role
A.	Leadership is influence, and it’s all about your team. 
1.	Providing your employees with a roadmap of what is expected of them and inspiring them to get to a place where they are successful within the organization should be your goal. 
a.	This effort will benefit you, your employees, and the organization as a whole. 
b.	Leaders must be passionate about their role in working with people while keeping the vision, mission, and values of the organization in mind.
2.	Many examples of good leadership can be found outside the world of emergency services. 
a.	For instance, the Walt Disney Company, the U.S. military, Zappos, Copa Airlines, and Southwest Airlines are all known for their good managerial leadership culture. 
b.	These organizations are all very successful at what they do and are very much in tune with their employees and customers. 
c.	As mentioned earlier in the text, the first of the 5 BPs is always people. 
d.	To be successful in a leadership role, you need to put your people first within your organization.
3.	As an EMS officer, you will need to consider the organizational behavior within the organization. 
a.	Organizational behavior is how people behave within an organization, which in turn is a direct reflection of the organizational culture. 
b.	The culture of the organization is what makes the organization function the way it does. 
c.	It is up to the members of an organization to embrace the expected organizational norms, values, and beliefs set by the leadership team. 
d.	Therefore, it is critical for your team to believe in you and support your direction as the leader. 
e.	If they do not, the culture will be severely affected and the organization will not perform as well as it could. 
f.	As a leader:
i.	You must understand that the organizational culture can make or break the organization.
ii.	You will need to strive to develop a culture that delivers positive results. 
g.	This is why people are truly the primary ingredient to any successful organization.
	B.	Leadership Styles
1.	Once you understand the organization’s culture, you will have a better understanding of the type of leadership style that would be most beneficial for your team. 
a.	Several leadership styles are commonly referenced in business texts.
b.	However, what works best for you and your organization might not fit neatly into one of these styles. 
c.	Consider whether it would be appropriate to develop your own style, perhaps using elements of the leadership styles discussed here. 
d.	Keep in mind, too, that different situations may call for different leadership styles.
e.	For example, your leadership style in an emergency situation will likely be different from your approach during a budget meeting. 
f.	It is important to adjust your leadership style according to what will engage your team.
2.	Common leadership styles include the following:
a.	Directive leader: 
i.	Creates a dependent relationship with subordinates, who obediently carry out the leader’s orders. 
ii.	The directive leader provides clear directions and objectives as to how a task must be completed. 
iii.	This approach will work well with team members who are not sure how to complete the task or who need continuous guidance. 
iv.	This type of leader, however, may be looked upon as a micromanager, and the directive leadership style does not work well with those who know their job expectations.
v.	Example: 
(1)	An EMS officer has been assigned to complete a large EMS project and will be supervising temporary employees who are unfamiliar with the tasks needed to complete the project. 
(2)	The EMS officer will need to provide clear instructions as to how complete each task.
b.	Coaching leader: 
i.	Focuses on guiding the team, challenging the team, and taking them to the next level. 
ii.	This leadership style works well when team members want to learn and face the organizational challenges head-on. 
iii.	The coaching leader focuses on motivation, trust, and learning. 
iv.	This leadership style is not appropriate, however, if the team members are not willing to accept the coach (personally) or what the coach is trying to accomplish. 
v.	Such a leader may come across as a micromanager.
vi.	Example: 
(1)	The EMS officer is responsible for overseeing the day-to-day operational and administrative duties for a large EMS department.
(2)	He or she also uses a coaching leadership approach to ensure that the team remains focused and executes the processes as expected to get the job done. 
(3)	In addition, this coaching leader challenges the team not only to deliver a quality product, but also to achieve the performance goals set at the beginning of the year. 
(4)	The EMS officer will need to provide support to the team by creating an environment of collaboration and trust, but making sure not to get in team members’ way.
c.	Consensus leader: 
i.	Seeks agreement without hurting subordinates’ feelings. 
ii.	This leader relies on group consensus when making decisions, making sure that all team members have an opportunity to be part of the decision-making process. 
iii.	Such a leader may appear to be indecisive in always seeking the group’s input before making a decision and may create some discontent among team members if a decision is made without their input.
iv.	Example: 
(1)	The EMS officer is interested in purchasing a piece of equipment that will benefit patient care. 
(2)	Before the EMS officer makes the purchase, he or she seeks input from the employees to determine whether the purchase will be worthwhile.
d.	Affiliative leader: 
i.	Has an empathetic relationship with employees. 
ii.	The affiliative leader works to establish cohesion and harmony among team members. 
iii.	This leader places employees first and often praises them. 
iv.	Such a leadership style may cause the leader to overlook troubling situations affecting an employee or the entire group.
v.	Example: 
(1)	The EMS officer routinely praises staff for doing a great job. 
(2)	In addition, the EMS officer frequently meets with the staff individually and as a group to ensure that there is a harmonious culture and to address issues before they get out of control.
e.	Expert leader: 
i.	Believes that knowledge is power and that being right and efficient is more important than establishing a relationship with team members. 
ii.	This leader is knowledgeable, perhaps an expert, in the responsibilities assigned to him or her. 
iii.	Such a style can, however, lead to lost opportunities for team member input and to team member frustration.
iv.	Example: The EMS officer assumes the role of leader with most assignments and believes that his or her own input is most accurate.
f.	Charismatic leader: 
i.	Gathers followers by having a charming personality. 
ii.	The charismatic leader has the talent to highly engage the audience and is very effective in conveying a message. 
iii.	This leader may, however, focus more on himself or herself than on the overall good of the organization. 
iv.	For the charismatic leader, most commonly the focus is all about the leader’s presence, personal goals, and perception by the audience.
v.	Example: The EMS officer is extremely friendly and outgoing with the team members, leading to a sense of community following the leader.
g.	Situational leader: 
i.	Puts himself or herself in a leadership role during challenging situations. 
ii.	This leader is able to adjust and lead the team in different business environments, but may experience difficulty in adjusting leadership styles to meet the needs of the organization. 
iii.	Example: 
(1)	The EMS officer is faced with day-to-day operational and administrative challenges. 
(2)	Therefore, he or she must be ready to address patient care issues, protocol violations, patient complaints, billing questions, and other challenges. 	
(3)	Situational leadership is the most important leadership style because it emphasizes the leader’s ability to lead during changing circumstances.
h.	Servant leader:
i.	Is available for the team members and puts the needs of the members first. 
ii.	The servant leader’s priority is helping the team members succeed. 
iii.	This leader works to ensure the team keeps moving in the right direction, supports each team member in achieving his or her goal, and promotes a good working culture. 
iv.	This form of leadership style is more of a support role for the team members.
v.	Therefore, it is not recommended in situations where quick decisions are needed.
vi.	Example: The EMS officer plays a supportive role and does what it takes to ensure the team is well positioned to succeed as a group and individually in the tasks assigned to them.
i.	Autocratic leader: 
i.	Does not seek input from team members. 
ii.	This authoritarian leader always has the last word. 
iii.	Under certain circumstances—for example, when quick decisions need to be made and the leader is a subject-matter expert—this form of leadership may be beneficial.
iv.	However, it can be extremely demoralizing to team members and will ultimately lead to team member frustration and underperformance.
v.	Example: The EMS officer assumes the leadership role in purchasing new ambulance units for the department without seeking input from the paramedics or fleet technicians.
j.	Participative leader: 
i.	Works cooperatively with employees to get the task completed. 
ii.	The goal with this form of leadership is to get everyone involved and working together. 
iii.	This leadership style seeks the participation of all team members, but the leader is still in charge and has the final say. 
iv.	Participative leadership promotes a good working culture and, by seeking out employee input, engages employees and improves morale.
v.	This leadership style will not work well if the members of the organization are not interested in the work being done and do not believe that their ideas will be considered.
vi.	Example: 
(1)	The EMS officer assumes the leadership role in reviewing the department’s medical protocols. 
(2)	As a participative (democratic) leader, he or she involves the team members in the decision-making process about which protocol needs to be updated or eliminated before addressing the topic with the department’s medical director.
k.	Transformational leader: 
i.	This leadership style goes to the very core of the organization’s culture and the employees. 
ii.	Transformational leadership plays a critical role when the organization needs to “reboot” the way it is doing business by establishing a new vision for the organization and getting everyone on board. 
iii.	This form of leadership is most useful when the organization is seeking a new direction, as long as the leader’s vision is one that is well suited for the organization.
iv.	Example: 
(1)	An EMS division is unproductive and experiencing numerous problems related to quality of care. 
(2)	A new EMS officer is brought into the organization with the goal of transforming the service delivery into one characterized by high performance and positive, high-quality outcomes.
l.	Laissez-faire leader: 
i.	This leadership style is non-authoritarian and offers minimal guidance to the team. 
ii.	The laissez-faire leader allows the team members to work independently and at their own pace. 
iii.	Team members feel that they are provided the opportunity to get the job done without being micromanaged, providing a stress-free environment and productive working environment for the team. 
iv.	However, poor outcomes may result due to the lack of supervision. 
v.	Example: 
(1)	The EMS officer is responsible for several projects, which he or she assigns to team members. 
(2)	The EMS officer then allows the team members to complete the assignments at their own pace and with little direction.
3.	A good leader knows and understands the team members’ full potential. 
a.	This is vital in ensuring the team members are assigned tasks that match their strengths. 
b.	A good leader will be able to detect when a team member is underperforming and will assist that individual in getting back on track. 
c.	A good leader also knows when to step out of the way and let the team members maximize their potential. 
d.	As a leader, you have the opportunity to create an environment of learning and motivation, promote a positive work environment, and support a culture of inclusion among organizational communities.
V.		Making an Impact as a Managerial Leader
A.	If you are promoted from within your own organization, you may have an advantage over someone coming in from another organization who is promoted to the same role—but there are positives and negatives to both situations. 
1.	The primary advantage to being promoted from within is that you are already familiar with the processes and systems, culture, and people of the organization, as well as the internal and external factors that promote or threaten the organization’s mission. 
a.	However, prior familiarity with the organization does not mean you can become complacent and just stick to the status quo. 
b.	Your job is to help the organization achieve its full potential and exceed service delivery expectations.
2.	The primary advantage of joining a different organization as a manager is that you can provide the members of the organization with a new perspective on how to do things and perhaps look at processes and current systems from a different point of view. 
a.	However, as a new member of the organization, you will not be familiar with its culture, people, processes, and systems.
b.	You will have to focus on learning these details as a first step in managerial leadership.
3.	Regardless of whether you are hired from outside or from within the organization, there are certain guidelines you should consider (Table 2-2).
VI.		Implementing Managerial Leadership
A.	As an EMS officer, it is important that both your management skills and your leadership skills are constantly being refined.	 
1.	The EMS officer will continuously work with processes and systems that will require management expertise. 
a.	The EMS officer also will need to set an example as a leader and understand the true role of a leader within an organization. 
b.	When these two roles are combined, it is no longer simply a manager or a leader, but rather a managerial leader, who must be driving the organization or division. 
2.	How can you start yourself on the road to becoming an effective managerial leader? 
a.	First, you must be honest with your employees. 
b.	Do not pretend you have all the answers and are fluent with all organizational processes and systems when that is not the case. 
c.	Doing so will cause you to lose credibility with the staff.
3.	This is one of the many reasons why every managerial leader must consider using the 5 BPs within his or her organization, as these will: 
a.	Help the organization move in the right direction
b.	Provide the EMS officer (managerial leader) with a plan of action to ensure that he or she addresses the necessary management and leadership responsibilities
	B.	Establishing the 5 BPs as a Managerial Leader
1.	People
a.	First, meet with your team and get to know them. 
i.	Your team is watching your every move, so you will need to establish the tone for the culture you are striving to achieve. 
ii.	Listen to what team members have to say. 
iii.	When you meet with them, do not rush into making promises or immediate changes (unless clearly warranted); just listen. 
iv.	There will be plenty of time for changes and to assign the work you want to see done. 
v.	Let your team know that you are here for them and that together, as a team, you will do many great things for the organization.
b.	You may encounter some team members who are eager to get their message to you and others who are on the shy side. 
i.	Let them know that you are also eager to get to know them and will be meeting with them as a team and individually. 
ii.	Understand that they, your team members, are stakeholders within the organization and have a lot invested in its success. 
c.	This is the time to assess your employees’ competencies, commitment, focus, and other characteristics. 
i.	Try to find out who is engaged and who is not. 
ii.	For those who are not engaged, try to determine why.
d.	In addition, if you have not done so already, take a snapshot of the organization by meeting with other department heads and getting to know them. 
i.	Schedule a business appointment, but not to discuss an issue.
ii.	Rather, take the time to introduce yourself, listen to what they have to say about the organization, understand their role within the organization, and get to know them as colleagues.
e.	Avoid these common mistakes made by managerial leaders when working with people:
				i.	Feeling that you are better than other members of the organization
				ii.	Implementing change immediately without understanding the organization and its people 
iii.	Not understanding key business priorities and not having a strategic plan
iv.	When an issue arises, being quick to blame someone without listening or investigating the entire event
v.	Complaining to your team members about other leadership personnel
vi.	Not listening to team members and ignoring customer feedback
vii.	Not promoting a learning environment
viii.	Micromanaging
ix.	Not being open to input from team members
x.	Showing no interest in team members’ accomplishments
	C.	Strategic Objectives
1.	As a new managerial leader, you will have to set the direction for your division, section, or even the organization. 
a.	It is important that you have a strategic plan that will serve as a compass for where you want the organization to go and keep it on a steady course. 
b.	The plan should center on the organization’s strengths, weaknesses, opportunities, and threats (SWOT analysis). 
c.	The strengths and weaknesses are obtained from within the organization itself, while the opportunities and threats focus on the external challenges. 
d.	After conducting a SWOT analysis, you can begin to develop goals, objectives, strategy, and tactics for the organization. 
e.	You can also find guidance in the organization’s vision statement, mission statement, values, and goals.
2.	The vision statement identifies where you want the section, division, or organization to be in the future. 
a.	It serves as the compass of the organization. 
b.	For example, the organization’s vision may be to become the industry leader when caring for patients in the prehospital setting, promoting healthy living, and being customer-centric.
3.	The mission statement identifies what you are doing now as an organization. 
a.	An example of a mission statement is, “The XYZ EMS Division is a quality-driven service delivery organization that provides prehospital emergency medical care to the citizens and guests of our community.”
4.	Values consist of the core beliefs living within the organization. 
a.	If you cannot support or believe in a value, then it is not a value you should consider for the organization. 
b.	Organizational values include traits such as honesty, integrity, professionalism, respect, and collaboration. 
c.	As the EMS officer, it is important to gather your team and determine which values are important to the members. 
d.	These values may either echo or add to the values of the organization. 
e.	Commonly, the organization will have a vision, mission, values, and goals clearly identified for the organization as a whole. 
f.	Once the EMS officer and the team members have established the values for the division, then the group can begin to build and support the values as you move forward.
5.	Goals are set targets (short or long term) that organizational members attempt to achieve. 
a.	Clearly defined goals and objectives are critical to keeping all the organizational team members focused. 
b.	They provide direction and a clear picture of what the organization and/or the functional group is attempting to accomplish. 
c.	For example, a goal set for an EMS department might take into account revenue from EMS transport collection, cardiopulmonary resuscitation outcomes, response times, and customer surveys collected.
6.	If you have ever felt lost or confused and had no idea where to start a project, you most likely did not have a plan. 
a.	A critical mistake that managerial leaders make when newly promoted is to continue the same inefficient routine that has been in place prior to their assumption of the EMS officer role. 
b.	EMS supervisors must ask the tough questions:
i.	How are we performing as an organization or division? 
ii.	How can we get on track and become more competitive if we are underperforming? 
iii.	Where do I want this organization, section, process, or team to be 1, 3, and 5 years from today? 
c.	You need to:
i.	Set the organization on a path that will be beneficial for years to come
ii.	Know which services and goods the organization is committed to providing
iii.	Establish and evaluate the service delivery metrics
iv.	Determine the core values you want to instill within your organization
D.	Financial Management Objectives
1.	Although many organizations have a budget office, accounting department, finance section, or similar department to provide assistance with financial matters, ultimately it is your responsibility as an EMS officer to manage your section’s budget. 
a.	Establishing financial management objectives allows you to see the big picture from a budget perspective and to remain fully informed regarding your financial resources. 
b.	It is extremely difficult, if not impossible, to operate any business entity without the appropriate allocation of funds. 
2.	As a managerial leader, you will need to know the following details:
	a.	Where the money is coming from to support day-to-day operations 
b.	Which expenses the organization incurs on a day-to-day basis 
c.	Which operating and capital expenses will be incurred for the year 
d.	Whether there is any money left in reserves from last year
e.	How to forecast for future purchases as you move forward
3.	Reviewing strategic objectives will help you decide where to allocate some funds as you plan the section’s financial management objectives. 
a.	Although you will not need a finance or an accounting degree to work with budgets, you should become familiar with:
i.	The terms associated with budgeting 
ii.	Some of the most common budgetary processes used within your organization
b.	Being unfamiliar with what is being discussed and perhaps not understanding what is assigned to you as part of the process will simply lead to underperformance and frustration.
4.	Without financial management objectives and familiarity with your assigned financial responsibilities, it will be difficult for you to make appropriate budgetary decisions. 
a.	Forecasting expenses and revenues is critical, but also difficult to accomplish. 
b.	Take the time necessary to review your strategic plan and align the plan with the financial management objectives. 
c.	Unplanned events are also likely to occur, so be sure to prepare as best as you can and do not drop your guard.
	E.	Learning Objectives
1.	Now that you have been promoted, it is more important than ever to continue the learning process. 
a.	You will not be able to make difficult decisions quickly if you are not well informed or if you become complacent about learning. 
b.	In addition, within the 5 BPs’ learning objectives, your team members must be included in the process of continued learning. 
c.	It is now your responsibility to ensure that your team members have the greatest opportunities possible to learn and grow.
2.	Learning objectives may consist of formal education, specialty classes related to the work environment, certificate courses, seminars, and conferences. 
a.	The goal when establishing learning objectives must be to ensure that the team members are prepared to function in their current roles and prepared to handle the organizational challenges ahead. 
b.	Consider working with your organization’s leadership team to develop a formal managerial leadership training program for the employees who are currently or may someday be in a managerial role. 
c.	Regardless of which title someone has within an organization, each person has the power to initiate change. 
d.	Accepting this concept and encouraging others in the organization to embrace this approach allows ideas and positive change to permeate throughout the organization. 
e.	If employees feel empowered and believe they have a say within the organization, they will support the organizational mission.
3.	If you do not encourage your team members to grow and learn, you are not performing all of your responsibilities as a managerial leader. 
a.	One reason that many managerial leaders fail is because they are afraid that an employee will know more than they do. 
b.	Your role as managerial leader is to create a positive learning environment, promote learning, and surround yourself with the most talented group of team members possible. 
c.	This will benefit the organization, the employees, and you. 
d.	You can learn from your employees, and having a high-performing team under your leadership will benefit the organization. 
4.	It is a good idea to seek ways of promoting formal education.
a.	However, you can also develop an educational program within the organization that will benefit the employees.
b.	For example, you might speak with the organization’s finance manager to see if he or she would be willing to review some simple budgetary processes with your team and other members of the organization. 
c.	In addition, you might ask the human resources director to address some departmental policies and their importance. 
d.	You should also consider asking an information systems (IS) representative to:
i.	Provide a brief introduction to the software currently used by your organization
ii.	Discuss the appropriate steps for troubleshooting
iii.	Include tips for maximizing efficiency using the current department software
e.	Lastly, you might ask the fire chief or other members of the department’s senior staff to address key points pertaining to managerial leadership. 
5.	A learning program does not have to be an expensive, complicated, or tedious experience. 
a.	The key is never to stop learning, and it is up to you to keep this objective moving forward. 
b.	Surround yourself with talented, enthusiastic individuals, and you will grow as a leader.
	F.	Culture of Quality
1.	It is not enough to have a good product or service.
a.	You need to have a system in place that will consistently ensure that your product or service is continuously measured and evaluated. 
b.	For this reason, performance metrics and benchmarking must be part of every organization. 
c.	If you are not measuring the organization’s performance, it will be practically impossible to know how well the organization is performing. 
d.	A variety of quality management programs are available.
e.	However, you will need to obtain buy-in from the organization’s senior leadership team to ensure that the quality initiative will be successful. 
2.	The Walt Disney Company and Southwest Airlines, for example, emphasize the importance of delivering nothing less than a high-quality service. 
a.	There is no doubt that this emphasis on delivering such high-quality service has made these organizations the successes they are today. 
b.	Likewise, if you plan to excel as a managerial leader, then you need to deliver quality at all levels of service and product delivery. 
c.	You and your team need to buy into this philosophy and not settle for anything less, as the level of dedication to quality will be noticeable in the long run. 
d.	The implementation of a quality methodology initiative will:
i.	Help the organization become more efficient and effective
ii.	Save the organization money
iii.	Keep customers happy
iv.	Streamline processes
v.	Improve systems
vi.	Create a high-performing culture among team members
3.	Organizations that have opted not to incorporate a quality initiative into their daily operations commonly encounter:
a.	A drop in productivity from their employees
b.	A decrease in customer satisfaction
c.	Less profitability
d.	More variation (waste) in the goods or services being provided to customers
4.	Imagine if your organization did not have a quality program as part of its day-to-day operations. 
a.	For example, if you were the EMS officer overseeing an EMS division, how would you know if your paramedics were performing according to the standards required by the medical director? 
b.	How would you know if the paramedics were following the appropriate protocols? 
c.	How would you handle a patient complaint? 
d.	How would you determine how productive the organization is if you have not established organizational performance benchmarks? 
e.	Would you be able to save the organization money by streamlining processes? 
f.	How or when would you know that the processes the organization is using are outdated? 
g.	It would be extremely difficult to operate in today’s competitive market without a quality initiative within your organization.
VII.	Time Management
A.	When you assume the role of an EMS officer and managerial leader, you will need to organize your time wisely. 
1.	You will be expected to attend meetings, meet deadlines, and answer team questions while performing other operational and administrative duties such as:
a.	Reviewing patient care charts for quality assurance
b.	Implementing protocols
c.	Determining key performance indicators and performance measures
d.	Addressing customer complaints
e.	Conducting EMS service delivery presentations for external customers
2.	The goal is to be as effective and efficient as you can be and to take care of issues immediately. 

a.	When you spend time addressing the same issue over and over, you are wasting time and not adding value to the organization. 
b.	The following tips can help you stay on course:
i.	Determine the order of priorities. 
(1)	If your boss is expecting an assignment from you, the issue is time sensitive, or it is a pivotal issue for the organization, it’s a priority.
ii.	Use a notebook or a note application to keep track of your ideas, assignments, and to-do lists. 
(1)	Be sure to set reminders and deadlines. 
(2)	You don’t want the list to keep growing to where it becomes overwhelming. 
(3)	Once the tasks have been completed, remove them from the list and continue to monitor.
iii.	Keep a specific notebook for your important and high-priority business documents. 
(1)	The notebook may also contain meeting minutes, memos, contracts, and similar documents. 
(2)	The goal is to have the high-priority documents organized and readily available if you should need them immediately. 
(3)	If you will be attending a spur-of-the-moment meeting, you will not have time to search your entire office for documents. 
(4)	All you need to do is grab the notebook that pertains to the meeting and you will be all set.
iv.	When you receive an email to which the sender expects a reply, if an immediate response is not possible, then flag the email and respond as time permits or at the end of the day. 
(1)	You could also save the email to the draft folder so that at the end of the day you can review all the emails in the draft folder and respond accordingly. 
(2)	You have created a system that includes the emails you need to respond to in an organized and timely fashion. 
(3)	This saves you having to scan through all the emails in your inbox to find which emails you need to respond to at the end of the day. 
(4)	This organizational method will be extremely helpful, especially if you receive a lot of emails and don’t have time to respond immediately.
v.	Give yourself a minimum of 1–2 hours a day for yourself. 
(1)	Block it off in your calendar and make sure the time is spent completing your assigned projects and planning. 
(2)	This time is not for meetings or interruptions. 
(3)	This is your time to get work done.
vi.	Block off time to address concerns, answer questions, and visit team members at their work station(s).
vii.	Make every attempt to avoid meetings on Monday mornings or on Fridays. 
(1)	Mondays are usually the busiest time in the office. 
(2)	Take Monday mornings to address any issues that occurred during the weekend and/or to prepare for the week ahead.
(3)	Use Fridays to tie up any loose ends that might be lingering from the week and to get ready for Monday.
viii.	Spend time with your family and always let them know how much you care and appreciate their patience when it comes to you working long hours. 
(1)	They need to know how much you care about them.
ix.	Take a break during the day and don’t forget to take some time for you. 
(1)	Even if it’s for 5 minutes, clear your mind of any pressing issue, stretch and move around, and think about what you have accomplished and what makes you happy. 
(2)	Managerial work can be very stressful, and relaxing and taking a few moments away from the stress can keep you from getting overwhelmed.



		
POST-LECTURE
I. Wrap-Up Activity
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 2.
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
Case Review: What Does Linen Have to Do with Saving Lives?
An EMS officer receives a call from a hospital administrator informing her that her crews are taking too much linen, towels, and pillow cases from the hospital to stock their ambulance units. The administrator tells the EMS officer that this practice is costing the hospital too much money and the hospital administration has opted to discontinue it. It will be the EMS officer’s responsibility to find a way to purchase (nonbudgeted) linen or to come up with a plan to convince the administrator that the crews will discontinue taking excess linen and keep the current practice.
When the EMS officer addresses this issue with her crews, they tell her, “We take only what we need—and besides, after we use the linen, we return it back to the hospitals, so they cannot be losing money.” The EMS officer asks herself, “Am I managing an EMS system or a laundry service?” However, this is part of the EMS operations and it is the EMS officer’s responsibility to find a way to remedy the issue, resulting a win-win outcome for all.
Case Discussion
What would you do in this scenario? The EMS officer in this scenario needed to make some difficult decisions. Should the EMS officer purchase the linen and include it as part of the department’s inventory, or should she attempt to work with the hospital administration to work out some sort of agreement? One thing the EMS officer knew for sure was that the department did not budget for the purchase of linen, towels, or pillowcases because the local area hospitals had provided these items for more than 15 years. Therefore, the EMS officer had to find a way to convince the hospital administration that the crews would be cognizant of the expense and would work on not taking additional linen.
In this case, the EMS officer played the role of mediator between the crews and hospital administration. The hospital administrators agreed to continue providing the crews with the linen, as long as they took what they had dropped off at the hospital in a one-for-one exchange. The EMS officer was successful in averting a potential budgetary disaster simply through communication and collaboration. The EMS officer met with the hospital administrators and explained how the process worked from the prehospital perspective. Subsequently, the EMS officer met with the crews and explained the hospital administration’s concerns. Lastly, the crews were invited to meet with hospital administration and worked on achieving a compromise. This win-win outcome for all was made possible by the EMS officer’s clear understanding of the process and the officer’s own role in achieving a successful resolution.
Case Review: No Recognition
A division chief of training notices that an employee appears to be disengaged and not giving his usual 100 percent. The division chief makes it a point to meet with the team member and find out why his work performance has diminished. During the conversation, the team member states that for several years he has been assigned to multiple roles and not one “thank you” has ever come his way. The only time he is noticed is when he is sick or out of town and his roles are delegated to someone else for that short period. The division chief informs the team member that it is because he does such a great job that no one really addresses his performance on a regular basis. The division chief apologizes and acknowledges that he needs to do a better job of letting all members of the team know how much the organization appreciates their contributions. Furthermore, the division chief makes it a priority to meet with the members of the team to address any concerns they may have and to review their accomplishments on a weekly basis. The employee conveys that he does not need any special treatment; however, it would be nice to know that the organization appreciates his work.

Case Discussion
Do not wait to thank your employees until their annual performance evaluation. If team members feel that their supervisor is proud of the team members’ work and know it because the supervisor voices his or her appreciation, then the team members will take ownership for their work and most likely continue to perform above expectations. The division chief deserves a lot of credit for admitting that he was wrong and for being willing to correct his mistake.
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 is the primary difference between the terms manager and leader? (Lecture I)
2.	Name three examples of tasks you would be expected to perform as an EMS officer. (Lecture II-B)
3.	What is the SMART pneumonic and what purpose does it serve? (Lecture II-B)
4.	Explain why success as a manager requires leadership. (Lecture III)
5.	What are the characteristics of a good leader? (Lecture IV)
6.	Name and describe four of the twelve common leadership styles that we dicussed. (Lecture IV-B)
7.	What are the primary advantages and disadvantages to being promoted from within versus joining a different organization as a manager? (Lecture V)
8.	What are ten common mistakes made by managerial leaders when working with people that you should avoid as an EMS officer? (Lecture VI-B)
9.	Explain why it is important to establish strategic objectives, financial management objectives and learning objectives, as well as implement a quality management program in order to be an effective managerial leader? (Lecture VI)
10.	As an EMS officer, you will have numerous duties to perform and many demands on your time. What strategies can you use to help manage your time? (Lecture VII)
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