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MODULE 1: Introductions

S-BELT: Course Providers

Sponsored by U.S. Department of Homeland
Security/FEMA

~ 2007 CTGP Award # 2007-GT-T7-K004

Scenario-Based Executive Level Training (S-BELT)
AWR-201 « Developed through partnership between
~ Western Oregon University/Western Community Policing

September 2009

@ FEMA _ Vinginia Genter for Policing Innovation

1.1: Background: Course Providers, WCPI, and VCPI

This course is sponsored by U.S. Department of Homeland Security/FEMA, and the
grant award number is:

2007 CTGP Award # 2007-GT-T7-K004

The authors of this curriculum are Western Community Policing Institute (WCPI) and the
Virginia Center for Policing Innovation (VCPI).

Western Community Policing Institute

+ Funded by the U.S. Department of Homeland Security/TEI
+ Located at Western Oregon University in Monmouth,

elivering Training since 1996

[ — 3

Some background facts about WCPI are as follows:

e Funded by the U.S. Department of Homeland Security, (FEMA), Responder
Training.gov, and the U.S. Department of Justice, (COPS)

e Located at Western Oregon University in Monmouth, Oregon
e Delivering training since 1996
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Virginia Center for Policing Innovation

+ VCPI is a 501(c)3 non-profit organization

+ Founded in 1997

+ Located in Richmond, Virginia

+ Developing and delivering training and other consulting
services nationwide

Some background facts about VCPI are:

e VCPIis a 501(c)3 non-profit organization

e Founded in 1997

e Located in Richmond, Virginia

o Developing and delivering training and other consulting services nationwide

Course Logistics

« Coffee

+ Restrooms

+ Phone calls and pagers
* Breaks and meals

« Seating arrangement
+ Sign-in roster

« Participant Guides

Course Overview

* Interactive Scenario-based

+ Training uses historical examples to examine
leadership “Last chapters of their lives have been
written . We can look at their actions based on
historical events”.

+ Designed for public safety and community leaders
+ Requires active participation and problem-solving

1.3: Course Overview

This course is comprised of six modules. The course is challenge and scenario-based,
requiring active participation and problem-solving. Participants will evaluate a pandemic
flu case study, and other local case studies, in the context of an executive’s leadership
approach in planning and preparing for a National or domestic all-hazards events. In
each module, participants examine and discuss the need for leadership before and
during an all-hazards event. The concluding module provides final summary thoughts
regarding identified issues and provides a wrap-up for this course.
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Course Goal

This course is designed to train and equip executives with
the skills necessary to make leadership decisions for the

purpose of preparing and planning for homeland security
events in their community.

1.4: Course Goal, Modules, and Objectives

Course Goal

This course is designed to train and equip executives with the skills necessary to make
leadership decisions for the purpose of preparing and planning for homeland security in
their community.

Course Modules

The other modules in this course include:

e Carrying out the Homeland Security Mission: Defining and Understanding
Management and Leadership Roles.

e Successfully Integrating and Synchronizing the Homeland Security Mission
through Leadership: The Situational Leadership.

e Homeland Security Executive Leadership Skills: The Primal Leaders and
Emotional Quotient (EQ).

e Comprehensive Application of Homeland Security Strategies: The
Transformational Leader.

e Meeting the Leadership Challenge: Themistocles and Pandemic Flu Case
Studies are presented to analyze, compare, and identify the leadership skills
needs necessary “to do the right thing, at the right time, in the right way, and
for the right reasons.”
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Module 1 Learning Objective

To provide participants with an overview of
The Scenario-Based Executive Level Training course.

Module 1: Learning Objective (LO)
At the conclusion of this module, participants will be provided an overview of the
S-BELT course.

Module 1 Enabling Objectives

At the conclusion of the module, participants will able to:

1.1 Identify the goals of the course
1.2 Recognize how course materials are to be utilized in
the Scenario-Based Executive Level Training

Module 1. Enabling Objectives (EO)
At the conclusion of this module, participants will be able to:

1.1 Identify the goals of the course

1.2 Recognize how course materials are to be utilized in the Scenario-Based
Executive Level Training Course

Module Enabling and Learning Objectives

At the beginning and conclusion of each module,
participants will be presented the Course’s Enabling

Objectives. The enabling objectives are presented for
participants to achieve the learning objectives.

Module Enabling and Learning Objectives
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Enabling Objectives

To assist participants in successfully completing this course, each module identifies
enabling objectives that are presented throughout the training. At the beginning of each
module the enabling objectives are listed and reviewed. The enabling objectives are
mechanisms to assist participants in achieving the learning objective for each module.

Test Your Knowledge Exercises

At the beginning and ending of
each module you will be
presented a pre and post test of
your knowledge. These tests
will be presented using the
Qwizdom Response System.

1.5: Test Your Knowledge Exercise (Pre/Post Tests)
At the beginning and ending of each module you will be presented a pre-test and post-

test of your knowledge. These tests will be presented using the Qwizdom Response
System. These tests are referred to as Test Your Knowledge Exercises.

SBELT and Leadership in Homeland Security
- Remarkably Valiant

1.6: S-BELT and Leadership in Homeland Security

Leaders are presented opportunities in their careers to demonstrate their knowledge,
skills, and abilities when faced with challenges. These challenges include homeland
security challenges that can range from a natural disaster to terrorist activities. In this
course you will be introduced to historical figures, the challenges they faced, and the
outcome of their actions. These historical figures were chosen to demonstrate the
knowledge, skills, and abilities they employed when facing particular challenges. These
historical figures are studied for a variety of reasons (Westfall interview) because they
were:
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“Remarkably valiant”

“Dealt a bad hand”

“Study their lives”

“Study their history”

“Role models for our lives”

“Pieces of personality | want”

“We will “all” be given opportunities”

“What a pity if the moment would find us
unprepared”

The “Indispensable Leader” Fallacy
“leadership must move from the

William Fenton Russell - Boston Celtics

Honors:
Elected to Naismith Basketball, Basketball Hall of
Fame (1975); NBA champion (1957, ‘59, 60, '61, '62,
'63, '64, '65, 66, '68, '69); NBA MVP (1958, 61, '62,
*63, '65); All-NBA First Team (1959, '63, '65); Eight-
time All-NBA Second Team; NBA All-Defensive Team
(1969); 12-time NBA All-Star (1958-69); All-Star MVP
(1963); One of the 50 Greatest Players in NBA History
(1996); Olympic gold medalist (1956).

idea of a leader, a person, to
leadership, a competency, that
can and should be exhibited by
all members of an organization.”

“One-man rule”

“No institution can possibly survive if
it needs geniuses or supermen to
it
= 1

The “Indispensible Leader” Fallacy

[ ]
manage it.”
“One-man rule”

Pervasive Leadership The

“Pervasive leadership is
individually generated
relationships and actions

mong members

organization focused on
struggling together to
influence and promote
organizational learning
and accomplish positive

changes to benefit the
common good..”

The Invisible Leader

Participant Guide

“No institution can possibly survive if it needs geniuses or supermen to

Invisible Leader - "By design and by talent...."

wrote basketball player Bill Russell of his team, the Boston
Celtics, **(we) were a team of specialists, and like a team of
specialists in any field, our performance depended both on
individual excellence and on how well we worked together.

None of us had to strain to understand that we had to

complement each other's specialties; it was simply a fact, and
we all tried to figure out ways to make our combination more

effective..

"By design and by talent...” wrote basketball player Bill Russell of his team, the Boston
Celtics, "...(we) were a team of specialists, and like a team of specialists in any field,
our performance depended both on individual excellence and on how well we worked
together. None of us had to strain to understand that we had to complement each
other's specialties; it was simply a fact, and we all tried to figure out ways to make our

combination more effective... “

August, 2009
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SBELT and Leadership in Homeland Security

Four Leadership Presentations

+ Chamberlain

+ Churchill

+ Walker

+ Themistocles (Combined)

Four Leadership Profiles

e Joshua Chamberlain

e Winston Churchill

e Maggie Walker

e Themistocles (Combined)

Introduction to Technology

Leadership Simulator

Models

* Historical Profiles
Challenges
Pay-offs

1.7: Introduction to Technology

The S-BELT Simulator provides an on-screen “mentor” (Historical Leadership Profiles)
throughout the presented scenario based challenges to provide leaders with help,
advice, and commentary as they make their way through the simulation. The mentor
serves as the virtual historical “bridge” to assist participants with using the available
tools and resources during the training. These interactive scenarios are designed to
develop a leader’s skills, by prompting leaders in the decision-making processes before
and during a homeland security all-hazards event such as a pandemic flu.
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Introduction to Technology
Group Responder — Quizdom System

Qwizdom brings true interactivity to this training using the
latest innovations in wireless technology. The Quizdom
system is integrated into the S-BELT curriculum and

rPoint pi i rovide an ity for
active participation in the training activities.

Introduction to Qwizdom/Consensus Decision-Making Exercise
The Qwizdom Interact System

Qwizdom brings true interactivity to this training using the latest innovations in wireless
technology. The Qwizdom system is integrated into the S-BELT curriculum and
PowerPoint presentation to provide an opportunity for active participation in the training
activities.

System Overview

Qwizdom's Response System
includes a host, which plugs into
the instructor’s laptop or desktop
USB drive, teacher remote, and
student remotes. The host
transmits a radio frequency which
allows communication with the
) instructor’'s computer, the teacher

Qwizdom Components remote, and student remote. This
RF IEEE standard system helps
insure robust, conflict-free
operation and supports up to 1,000
remotes at one time.

The Qwizdom Participant Remote
provides instant feedback to
participants.
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The Qwizdom Instructor Remote
allows the instructor to present
slides, pause and play media, and
pose a new question. Instructors
can instantly view a graph on their
remote's LCD screen or project the
results for the entire classroom.

Participant Remote:

Send
button

" Gwipiom J C = Clear
¥ i =
; / T =True
F = False
or
T =Yes
F=No

August, 2009
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Decision by Consensus

Decision by Consensus Narrative

« All members are heard. Your city has just been exposed to the Pandemic Flu. The potential
* All members are honest. i there is
+ Everyone’s input is considered 00

equally.

+ Al relevant information has been ! o people
shared. ctthe your

+ Genuinely searching for new solutions. | priority vaccines to,

« Personal sacrifice for the sake of the V\] e inivicualvkes 2 mimte to

forize whichgroups they wil
team s have m minutes to dec
+ Support the action as if the decision i

1.8: Decision by Consensus

Participant Guide

During the course several activities will be presented to the participants. This includes
group discussions and decision-making related to these activities. As part of the
decision-making process, consensus building will be an important component of the
training. As part of the consensus process it is important for participants that:

e All members are heard

e All members are honest

e Everyone’s input is considered equally

e All relevant information has been shared

e Genuinely searching for new solutions

e Personal sacrifice for the sake of the team

e Support the action as if the decision was your own

Decision by Consensus

« Prioritize the Groups.

— Individually list your groups o O O
in order of priority m
>
— Group list-As a group | L
prioritize in order V “

Activity: Team Building Consensus

August, 2009 Version 1.0
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The Story: Your city has just been exposed to the pandemic flu. The potential of an
outbreak is very likely. You have been informed that there is limited vaccine and you
are being asked for a recommendation of who to give the vaccine to. Knowing that
there is not enough vaccine available, what will you recommend? Because of the
randomness of the flu you will have to prioritize “groups” of people. From a list, select
in order of priority, the groups of people in your community that you will
recommend giving priority vaccines. Each individual takes 2 minutes to prioritize
which groups they will choose in the community. Then, teams have 10 minutes to
decide the priority given to the groups given the vaccine.

Groups:

Group One:

5 year veteran Police Officer

28 year veteran Fire Chief

19 year old Pregnant Woman

6 month old infant

25 year old Emergency Medical Responder (EMS)

Group Two:

80 year old senior citizen
27 year old vision impaired
58 year old diabetic

Group Three:

Healthy 12 year old child
High Risk Population
Postal Worker

Banking President

Group Four:

Local Pharmacist

34 year old Mortician

National Guard unit

50 year old community service worker
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e What considerations did you make as a group in choosing who you did?
e Were there some surprises in your group?
e What dynamics took place as your group was working on this activity?

e Did anybody refuse to go along with the group? Why? How might the
group have done a better job of convincing this person?

The National Preparedness Architecture
Introduction

1.9: National Preparedness Architecture

Introduction: History suggests that when our homeland is confronted with a major
natural disaster or terrorist attack, strong leadership is essential for both preparing and
responding to an all-hazard event that impacts the community. Real-life examples of
major events, which have the potential to impact a community or multiple jurisdictions,
are identified in the National Preparedness Guidelines. The occurrence of any of the 15
National Planning Scenarios, such as a pandemic flu outbreak, clearly demonstrates the
need for strong leadership to assure homeland security preparedness.

In this section, we will briefly review the National Preparedness Guidelines including the
National Preparedness Vision, 15 National Planning Scenarios, Target Capabilities List,
and Universal Task List.

August, 2009 Version 1.0 Page 15



Scenario Based Executive Level Training (S-BELT)
Training Support Package Participant Guide

The National Preparedness Guidelines
(2007)
Critical Elements:
« National Preparedness Vision
« 15 National Planning Scenarios
« Target Capabilities List (TCL)
« Universal Task List (UTL)

The National Preparedness Guidelines

The National Preparedness Guidelines represents the final step in the Department of
Homeland Security’s effort to assure preparedness efforts in homeland security.
Referred to as The National Preparedness Guidelines package — which, like the
National Response Framework, was developed through extensive national consultation
— the package is comprised of four critical elements:

Planning Scenarios
+ Nuclear Detonation

The National Planning Scenarios

The 15 National Planning Scenarios, which collectively depict a diverse set of high-
consequence threat scenarios regarding both potential terrorist attacks and natural
disasters. Collectively, these scenarios are designed to focus contingency planning for
homeland security preparedness work at all levels of government and with the private
sector. The 15 scenarios form the basis for coordinated Federal planning, training, and
exercises. That list is comprised of the following major events:

Scenario 1: Nuclear Detonation — 10-Kiloton Improvised Nuclear Device
Scenario 2: Biological Attack — Aerosol Anthrax

Scenario 3: Biological Disease Outbreak — Pandemic Influenza
Scenario 4: Biological Attack — Plague

Scenario 5: Chemical Attack — Blister Agent

Scenario 6: Chemical Attack — Toxic Industrial Chemicals

Scenario 7: Chemical Attack — Nerve Agent

Scenario 8: Chemical Attack — Chlorine Tank Explosion
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Scenario 9: Natural Disaster — Earth Quake

Scenario 10: Natural Disaster — Major Hurricane

Scenario 11: Radiological Attack — Radiological Dispersal Devices

Scenario 12: Explosives Attack — Bombing Using Improvised Explosive Devices
Scenario 13: Biological Attack — Food Contamination

Scenario 14: Biological Attack — Foreign Animal Disease (Foot and Mouth
Disease)

Scenario 15: Cyber Attack

National Preparedness Vision:

A NATION PREPARED with coordinated capabilities to
prevent, protect against, respond to, and recover from all
hazards in a way that balances risk with resources and
need.

The National Preparedness Vision, which provides a concise statement of the core
preparedness goal for the nation.

Universal Task List:

« A comprehensive menu of tasks that me be

performed in major events.
« Describes “what” tasks need to be performed.
= Agencies reserve the flexibility to determine
“who” and “how” they need to be performed.

The Universal Task List, which is a menu of some 1,600 unique tasks that can
facilitate efforts to prevent, protect against, respond to and recover from the major
events that are represented by the National Planning Scenarios. It establishes a
common vocabulary and identifies key tasks that support development of essential
capabilities among organizations at all levels. Of course, no entity will perform every
task. Instead, this task list was used to assist in creating the Target Capabilities List. It is
included in the Guidelines package as a reference for interested jurisdictions.
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Target Capabilities List:

« Provides guidance on 37 specific capabilities
(skill sets) that Federal, State, local, and tribal
jurisdictions should build and maintain to prevent,
protect against, respond to, and recover from
catastrophic events.

The Target Capabilities List, which defines 37 specific capabilities that communities,
the private sector and all levels of government should possess in order to respond
effectively to disasters. Federal, state, local, tribal and private stakeholders must
exercise leadership skills that allow them to prevent, protect against, respond to, and
recover from such major events. Undoubtedly, this requires leaders to develop and
maintain the necessary knowledge, skills, and abilities contemplated by the Department
of Homeland Security to develop critical capabilities such as personnel, planning,
organization and leadership, equipment, training, and exercises, evaluations, and
corrective actions (to review the National Planning Scenarios and the TCL go to the
Appendix, National Planning Scenarios).

A number of the major events listed in the National Planning Scenarios have confronted
and impacted our homeland as real-life occurrences; we have now a better
understanding of the need for the development and maintenance of critical capabilities
and leadership skills on a local and National level. For the purpose of this training the
real-life occurrences of pandemic flu incidents will be used. Pandemic flu outbreaks are
listed in Scenario 3 of the National Planning Scenarios: Biological Disease Outbreak —
Pandemic Influenza.

A pandemic flu outbreak can be a single natural disaster that can occur within and
otherwise impact multiple states, and local jurisdictions within our homeland. We only
have to view a few media clips from past outbreaks of pandemic flues to be remind us
of the great impact that it can have on the Nation or a region. So let’s take a look at one
such media clip.

Leadership, the Federal Government’s role, and the Federal Emergency
Management Agency

LS’BELT @ Homeland

Federal or Local Leadership Required First?

We owe our citizens and our
responders the ability to be prepared i
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Federal or local leadership required first?

Federal Resources a! your Border When7

nu# ‘#E_.

e The Post-Katrina Emergency Reform Act of 2006 amended the Homeland
Security Act and the President's Katrina Lessons Learned Report both
directed changes to FEMA and DHS' organizational structure and included
the realigning of several functions into FEMA. These changes became
effective April 1, 2007.

e As the FEMA fact sheet notes, the new organization strengthens FEMA's
coordination with other DHS components, as well as agencies and
departments outside of DHS. It incorporates the concept of preparedness into
all FEMA programs. And, it enhances FEMA's capabilities to partner with
emergency management and preparedness organizations and the private
sector nationwide. FEMA coordinates the federal government's role in
preparing for, preventing, mitigating the effects of, responding to, and
recovering from all domestic disasters, whether natural or man-made,
including acts of terror (retrieved from:
http://www.fema.gov/media/fact_sheets/prep_transitions.htm)

Preparedness is Knowing Who to Call First

= FEMA regional Reps are ready for you

VI

t_J

[ x
|
*[xl Vll (\,.r-/m

gy,/

Preparedness is Knowing Who to Call First

FEMA coordinates the federal government's role in preparing for, preventing, mitigating
the effects of, responding to, and recovering from all domestic disasters, whether
natural or man-made, including acts of terror. FEMA has ten regional offices with
representatives available to assist state, tribal, and local leaders.
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Lead, Follow, or get out of the way!

As we have just seen, for leaders, when considering their roles in planning and
preparing for homeland security in their jurisdiction’s the Homeland Security
Architecture provides for planning and preparing to address an all-hazards event at the
lowest possible level. Additional resources are available as the event escalates. Now
let’'s consider an all-hazards event, a pandemic flu outbreak to put this in context.

The Pandemic Flu Case Study

« Identified by a group of national subject matter
experts

+ Most complex event with multiple
consequences

+ Highly un-predictable

« Requires the use of various leadership
styles when applying leadership skills and
abilities

1.10: Pandemic Flu Case Study

Now that participants have reviewed the National Preparedness Architecture,
participants should consider the case study, Pandemic Influenza Attack (Pandemic Flu).
The Pandemic Flu Scenario is used in this training because:

e |t was identified by a group of national subject matter experts
e Itis the most complex event with multiple consequences
e Itis highly un-predictable

e It requires the use of various leadership styles when applying leadership skills
and abilities
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VIDEO Pandemic Influenza

Pandemic Flu Case Study

Influenza pandemics have occurred every 10 to 60 years, with
three occurring in the twentieth century (1918, 1957-1958, and
1967-1968). Influenza pandemics occur when there is a
notable genetic change (termed genetic shift) in the circulating
strain of influenza. Because of this genetic shift, a large
portion of the human population is entirely vulnerable to
infection from the new pandemic strain

This scenario hypothetically relates what could happen during
the next influenza pandemic without an effective preplanned
response.

Pandemic Flu Case Study

Influenza pandemics have occurred every 10 to 60 years, with three occurring in the
twentieth century (1918, 1957-1958, and 1967-1968). Influenza pandemics occur when
there is a notable genetic change (termed genetic shift) in the circulating strain of
influenza. Because of this genetic shift, a large portion of the human population is
entirely vulnerable to infection from the new pandemic strain.

This scenario hypothetically relates what could happen during the next influenza
pandemic without an effective preplanned response.

Pandemic Flu Attack Summary

Jurisdictional Profile Exercise

“If a pandemic flu attack were to occur in your jurisdiction the impact on the citizenry,
the function of government, and fiscal solvency could be catastrophic.” Explore how a
pandemic flu attack may impact your jurisdiction by completing the Pandemic Flu Attack
Summary provided below using your community and its demographics.
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Pandemic Flu Attack Summary

At a attack rate of: 5% fatalities;

Casualties and illnesses
25% hospitalizations

Infrastructure Damage None

Evacuations/Displaced Persons |Isolation of exposed persons

Contamination None

Economic Impact $ to $ million/billion

Potential for Multiple Events Yes, would be worldwide nearly

Recovery Timeline Several months

1.11: Module 1 Wrap-Up

Wrap-Up
At the conclusion of this module, participants were able

to:

1.1 Identify the goals of the course
1.2 Recognize how course materials are to be utilized in
the Scenario-Based Executive Level Training

This module provided an introduction to the course, providers and sponsors, and
allowed executives to introduce themselves to the other executives participating. In
addition, this module provided an overview of the course, including background
information, layout and key points of interest in the course.

Wrap-up: At the conclusion of this module, participants were able to:

1.1 Identify the goals of the course

1.2 Recognize how course materials are to be utilized in the Scenario-Based
Executive Level Training Course
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Module 2: Carrying Out the Homeland Security Mission:
Defining and Understanding Management and Leadership
Roles

Module 2

Carrying Out the Homeland Security Mission:
Defining and Understanding
Management and Leadership Roles

What is homeland security leadership?
So, how many distinct definitions do we have?
Overview

Most homeland security leaders and practitioners would likely agree that leadership and
management are vital for effective homeland security operations. Definitions of key
terms (such as leadership and management) are generally considered subjective and
fluid concepts. This module will set the stage for participants to discuss and come to a
consensus about homeland security leadership and what it constitutes. In order to do
this, the module will focus on three components that are fundamental to the discussion
of homeland security leadership: the concept of leadership, the practice of
management, and the reality of the knowledge worker.

Learning Objective

This module will address some of the changing societal
dynamics that have necessitated a shift towards modern
leadership theories and styles. Participants will examine
the distinction between leadership and management and
their roles in carrying out the mission of homeland
security.

Learning Objective: This module will address some of the changing societal dynamics
that have necessitated a shift towards modern leadership theories and styles.
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Enabling Objectives

Atthe conclusion of the module:

21 Leaders will write a comprehensive help wanted ad (Part 1)

2.2 Leaders will be aware of the evolution of leadership theory and practice

2.3 Leaders will identify the elements of leadership and management and their
distinctions

2.4 Leaders will identify key leadership and management concepts and
elements that relate specifically to homeland security

2.5 Leaders will write a comprehensive help wanted ad (Part 2)

Enabling Objectives: At the conclusion of this module, participants will be able to:

2.1  Write a comprehensive Help Wanted Ad (Part 1)
2.2  Discuss the evolution of leadership theory and practice
2.3 Identify the elements of leadership and management and their distinctions

2.4  Identify the four dimensions of leadership and management that relate
specifically to homeland security

2.5  Write a comprehensive Help Wanted Ad (Part 2)

Test Your Knowledge Test Your Knowledge Test Your Knowledge

Which of the following are typically characterized as Which of the following are key elements of homeland Effective leadership is characterized by focusing on doing
elements of management? security leadership? the right thing instead of doing things right?

A. Task oriented A. Leading people True
B. Big picture focus B. Leading change

C. Budget oriented C. Building coalitions
D. A&C D. A&C

E. All of the above E. All of the above

False

Test Your Knowledge

2.1 Help Wanted Exercise: Part 1 Help Wanted Exercise: Part1

Some Simple Questions: + The ad should be brief and designed to fit into a
comprehensive newspaper ad (MAX 200 words).

+ The ad should summarize the homeland security
responsibilities and tasks associated with your particular
position (What it actually is — not perceived to be or

- Can you describe your job ina otherwise described)
single sentence? + The ad should specify the most important skills,

knowledge, abilities and proficiencies that your

+ Can you write a help wanted replacements must have in order to succeed.
advertisement?

+ Whatis your job title?

- What do you for a living?

2.1: Help Wanted Ad Exercise Part 1
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Let’s start this module with a couple of simple questions that we should all be able to
answer:

What is your job title?
Does your title truly capture what you do for a living?
Can you describe what you do in a single sentence?

If asked to, would you be able to write a Help Wanted Ad to find your
own replacement?
What would you putin it?

The intent of this exercise is to allow participants an opportunity to evaluate their own
knowledge, skills, and abilities (KSA’s) as these KSA's relate to your individual roles
during an all-hazards event. The process involves creating a “help wanted
advertisement” to replace you in the unfortunate circumstance that you vacate your
position just prior to or during an all-hazards event. The basis for the help wanted ad is
your position description and a listing of your current job duties. This exercise also
prompts participants to consider their own assessment of the KSA'’s needed to replace
themselves. The help wanted ad is intended to be a vehicle for participants to consider
their current KSA’s, add KSA'’s needed to fulfill the duties of the position, and additional
KSA's that are identified through the presentations contained in this module.

The ad should be brief and designed to fit into a comprehensive newspaper
ad (MAX 200 words).

The ad should summarize the homeland security responsibilities and tasks
associated with their particular position (what it actually is — not what it is
perceived to be or otherwise described).

The ad should specify the most important KSA’s that your replacements must
have in order to succeed.

Discussion questions:

Was it difficult to capture what you do as a homeland security leader?
How diverse are your responsibilities?

Were you at all surprised by what you wrote?

How much of their Help Wanted Ad draft was comprised of leadership
tasks skills and responsibilities, and how much were management
related?

Does it matter?

What is the difference between leadership and management?

What kind of worker would you consider yourself: laborer, practitioner,
or knowledge based worker?

How would your job have been different 10, 20,100 years ago?
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Leadership Defined — What is it?

“Leadership revolves around v , direction, and has more to
o with inspiring people as to ind goals than with day-to-
lay implementation ....."

“The process of influencing the activities of an individual or a group in
efforts toward goal achievement in a given situation.”

Leadership Defined

e “Leadership revolves around vision, ideas, direction, and has more to do with
inspiring people as to direction and goals than with day-to-day implementation

John Scully in Bennis, 2009

e “The process of influencing the activities of an individual or a group in efforts
toward goal achievement in a given situation.”

Hershey and Blanchard, 1988:86

Homeland Security Leadership

“Those who have a responsibility to provide for effective
response. For the Nation to be prepared for any and all
hazards, its leaders must have a baseline familiarity with the
concepts and mechanics of the Framework.”

“At the same time, the Framework informs emergency
management practitioners, explaining the operating structures
and tools used routinely by first responders and emergency
mangers at all levels of government.”
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Homeland Security Leadership

e “Those who have a responsibility to provide for effective response. For the
Nation to be prepared for any and all hazards, its leaders must have a
baseline familiarity with the concepts and mechanics of the Framework.”

The National Response Framework, 2008, p.1.

e “Atthe same time, the Framework informs emergency management
practitioners, explaining the operating structures and tools used routinely by
first responders and emergency managers at all levels of government.”

The National Response Framework, 2008, p.1.

Management defined — What is it?

“The performance of four functions or processes---
planning, including charting a direction, determining
strategies to succeed, and making policy decisions;

organizing, including aligning structure, people, and
resources to achieve goals; directing, including

P g, i coaching, and people;
and controlling, including tracking progress against plans
and making corrections; an endeavor requiring technical,
relational, and conceptual skills.”

Management Defined

“The performance of four functions or processes - planning, including charting a
direction, determining strategies to succeed, and making policy decisions;
organizing, including aligning structure, people, and resources to achieve goals;
directing, including supervising, facilitating, coaching, and developing people;
and controlling, including tracking progress against plans and making
corrections; an endeavor requiring technical, relational, and conceptual skills.”
(Manning and Curtis, 2009)

Peter Drucker: Concepts of Leadership
e Peter Drucker has often been described as “one of the most influential

minds”, if not the “most influential” mind on the “art” of leadership over the
past half century. He was well known for his ability to look at complex
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organizations, regardless of their mission, and evaluate their functionality and
provide insights for their future prospects.

e Drucker, an Austrian, who went to England briefly, migrated to the United
States in 1937. Given his deep roots in Austria, the move to the United States
would have been a very difficult decision. What is remarkable is that by 1944,
he had become so well known for his insights into organizations, that he was
invited by General Motors to do a study of the company. General Motors was
probably the most respected and revered corporation of its time, led by Alfred
P. Sloan who was seen by many as the prototype CEO.

e Some highlights of Drucker’s life:

e Born in Austria in 1909
— Doctorate of International Law, 1931
— Immigrates to U.S. in 1937 (Citizen 1943)

* Prolific writer focuses on predicting organizational behavior
— Studies G.M. in 1944
— Author, Concept of the Corporation, 1946
— Author of 39 books/numerous articles

* Awarded Presidential Medal of Freedom by President G.W. Bush in
2002

* Died 2005 in Claremont, California

e Drucker’s concept of the “Knowledge Worker” in 1959

e Drucker’s distinction between leadership and management that he cultivated
throughout his career

Because Drucker’s concepts are based on an entire body of work, it is important to
properly frame Drucker’s ideas and retrace some of the most important milestones of
his research. One of these milestones is most certainly his research at General Motors
(G.M.) covered in the next section.

Competing Concepts at Work

Drucker's 1944 Study of GM

e S
/- a
The he | ©
Leader Mamoed
|
“The Worker
B

liam Durant
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Competing Concepts at Work

By the 1940’s Peter Drucker had earned a reputation for his work studying and writing
about large organizations. In 1944 Drucker was invited by G.M. to study its internal
workings in hopes of capturing and detailing the essence that had made G.M. one of the
most successful corporations on earth. While conducting his study, Drucker was given
unfettered access to G.M. and its data. Drucker’s extensive research and analysis of
G.M. would culminate in 1946 with the publication of one of Drucker’s most influential
works, Concept of the Corporation.

It is interesting to note that during his study, Drucker reviewed the production data of
one particular G.M. factory. That factory during World War Il produced jeeps for military
use and then post-war went back to making cars. In reviewing this information Drucker
discovered that of the three generations of production data (pre-war, during the war and
post war), war time data indicated a dramatic peak in production and a low in re-work
losses (factory defect or compromised workmanship). What was especially interesting
was that during this time of peak production a significant portion of the regular workforce
were serving in the armed forces or were otherwise utilized for the war effort. In their
places were temporary workers, many of whom were women that were generally less
skilled and less experienced than the regulars. What was astonishing was that this
temporary group of workers seemed to outperform the regular workforce that posted
inferior production numbers pre and post W.W. 1.

e How could aworkforce made up largely of less skilled and less
experienced workers out produce a skilled workforce?

e What do you think motivated them to be so productive and care so
much about the quality of their work?

The story of G.M.’s organizational culture, which was clearly responsible for much of its
successes and difficulties, came down to two men, G.M. founder Billy Durant and CEO
Alfred E. Sloan (the man who was responsible for G.M.’s thriving success, as well as for
bringing Drucker in to study the corporation). Arguably, the two men were diametrically
opposed when it came to attributes, styles, and what they contributed to G.M., but they
were both responsible for the corporation’s growth and success.

Billy Durant was probably one of the true entrepreneurial geniuses of the 20th century.
He was deeply vested and initially made his fortune in the carriage business when he
watched first hand, Henry Ford “democratize the automobile.” There were a number of
auto manufacturers at the turn of the century, but most were small shops producing a
custom vehicle that cost thousands of dollars. The average worker was making $1.50 a
day and could never afford to buy one. Ford’s vision was to put an affordable, but
dependable vehicle, in the hands of the average man. Henry Ford’s success convinced
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Billy Durant that if he wanted to survive in the transportation business, he needed to
forgo carriages and consider automobiles.

The contribution that Durant made was subtle but resounding. The one thing he noted
is Ford only had an entry level vehicle that was very basic and one color. Durant looked
around, took existing manufacturers and lured them into the same company, under the
same roof, and called the company General Motors. Durant’s contribution was to attract
different markets to the same company. Whereas customers of the Ford Motor
Company had little choice about the appearance and options, G.M. customers had their
choice of numerous appearance and performance options. G.M. customers could even
choose between different producers such as Chevrolet, Oldsmobile, and Oakland
(Pontiac). Durant’s genius was the ability to prompt consumers to go back to the same
market five times and with each vehicle increase G.M.’s profit margins. Within a few
years G.M. was the single largest manufacturer of cars, surpassing Ford Motor
Company.

Durant was clearly a marketing genius, but his true distinction was his visionary
leadership. Durant was able to transform an entire industry by forging a vision, selling
his vision, finding a way forward, and then leading the way. Yet despite his leadership
abilities and what he accomplished for the corporation he founded, Durant had a
tendency to allow his ambitions to wander. Durant found it difficult to focus on the
details and controls that were needed to harness the mega corporation that G.M. was
becoming. Durant had a tendency to overspend, completely disregarding the constraint
of budgets, which made his board of directors very nervous. Ideas and forward thinking
had built G.M., but something else was needed to drive it.

The missing piece of the G.M. puzzle was a strong manager — named Alfred E. Sloan.
Sloan, who was the president of a ball-bearing company, came into the picture when he
was appointed to G.M.’s Board of Directors. Although it was Durant who appointed him,
Sloan found Durant’s business practices unnerving and undisciplined. Sloan and the
Board wrestled the control of G.M. away from Durant for the second and final time in
1923, at which time Sloan assumed control of G.M. To his credit, Sloan took the
entrepreneurial visions of Durant and gave them direction, discipline, and focus. By the
1940’s Sloan came to be a master of corporate processes and the facilitation of
disciplined management. Sloan was considered the proto-type for a CEO and was
featured on the cover of Time Magazine more than once. However, just as Durant had
his limitations, so did Sloan. Interestingly, Drucker discovered Sloan’s weakness when
he was investigating the incredible performance of the temporary workers and their
managers during the war.
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The Importance of Vision

Sloan Suggested:

« Gasoline will always be inexpensive
« Foreign cars 10%-12% of the
market.

« Americans don’t care about quality
« Worker has no impact over quality.

Are Sloan’s observations more management or leadership
oriented?

What is the fundamental conceptual difference?
Based Executive Level Training

It can be argued that G.M.’s significant influence on management and leadership
practices is exemplified by the tension between the legacy of visionary leadership of
Durant and the disciplined management of Sloan. To Drucker’s credit he was able to
discover these competing, yet complimentary concepts, by examining the performance
of the workers. Leadership, management, and the worker became organizational
components that Drucker really focused in on his future works, starting with his
publication of Concept of the Corporation which was his summary of the G.M. Study.

In his work, Drucker focused on the following:
e Organizational structure
e Management interactions
e Management processes

Drucker suggested:
e Decentralization (for proficiency)
e Cooperation (culture impacts quality)
e Increasing customer relations (which are vital)
e Workers having a place in management

In contrast, Alfred P. Sloan focused on:
e Organizational policies
e Management disciplines
e Process control

Sloan defended his choices and decisions at G.M. by arguing that:
e Gasoline will always be inexpensive
e Foreign cars will only ever comprise 10%-12% of the market

e Americans don’t care about quality because they will frequently trade their
vehicles in for new ones

e Workers have no impact over quality—process is vital
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Discussion Questions:

e When you look at the side by side comparison of the focuses and
contentions of Alfred Sloan and those of Peter Drucker, what are the
major contrasts?

e What do Drucker’s concerns deal with as opposed to those of Sloan?

e Are Sloan’s observations more management or leadership oriented?

Drucker, and to some degree Billy Durant, clearly demonstrated their ability to see
beyond the “here and now” and identify the larger issues at play. Durant’s vision
manifested itself in the leadership that was necessary to convince numerous small
automobile companies to unite under a single corporation that would surpass its
competition. As for Drucker, his visionary approach manifested itself in the brilliant work
that has proven to be predictive of leadership issues that each one of us faces today.
Their work remains very influential.

Exercise: The Sloans, Druckers, and Durants in Your Organizations

What would you do with an Alfred Sloan, Billy Durant, and Peter Drucker to help
your organization fulfill its homeland security missions?

Select a primary homeland security mission of one of the members of your group (first
responder: fire/police/rescue/other, interdiction/investigation, public health, planning &
logistics, supply, etc.). Using that particular organization, identify a specific position that
you would consider the most appropriate for Drucker, Sloan, and Durant. Your group’s
assignment of these figures should be designed to make the most use of each of these
individual's unique and invaluable talents. Select a spokesperson for the group that will
be able to briefly explain your group’s choices of assignment for Drucker, Durant, and
Sloan.

Example: Westview, NY Fire Department hypothetical assignments:

e Alfred Sloan-Fire Marshall
Justification for assignment: Sloan was detail orientated and able to develop
effective processes and controls that would be most useful in managing the
fire Marshall's office because.......

e Billy Durant-Chief Logistics Officer

Justification for assignment: Durant’s unique ability to forecast the needs of
customers would allow........
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e Peter Drucker-Safety Officer
Justification for assignment: Drucker was the kind of person who was
analytical and insightful. These are the qualities that best suit this leadership
position because......

Homeland Security Leadership Application:

The competing concepts described tend to be universal, in the sense that they apply in
all types of organizations, including modern homeland security entities in both the public
and private sectors. Through examination of the G.M. story, participants have the
opportunity to apply the information to their own organizations. Furthermore, the
assignment exercise described above facilitates the evaluation of homeland security
positions in terms of leadership and/or management suitability.

Evolution of the Knowledge Worker

With the rise of the industrial worker, what is known as transactional management
became complicated. Working with machinery and assembly lines was not as simple as
working as an agricultural laborer. Some training was necessary but in general many
industrial workers were still interchangeable and relatively easily replaced. Therefore
they could be managed and were considered more as a part of industrial process rather
than as individual workers.

In the years proceeding and during W.W. 11, an explosion of innovation and industrial
development occurred. Large corporations and industrial complexes emerged. Industrial
workers were growing in numbers and agricultural workers continued to decline. Yet
even with the growing complexity of the workplace and the extraordinary societal
changes that accompanied the war, the “transactional approach” was still a preferred
way to conduct business. Interestingly, the “transactional approach” seemed to be more
important than ever because it allowed for the massive growth and expansion to be
managed. Including:

e Agricultural operations
e Government and the war efforts of W.W. | and W.W. II
e Industry and corporate growth that exploded to meet growing social demands
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Homeland Security Leadership Application: Itis vital for today’s homeland security
leaders and decision makers to grasp the historical concepts that led to the evolution of
leadership and management and how both are practiced today. Especially worthy to
note is the role that technology, its hastened development as a result of W.W. | and
W.W.II and changing the dynamics of the relationship between management and
leadership and the worker. The potential certainly exists for exponential technological
advancements to influence the dynamics of modern homeland security leadership.

The New Dynamics of the “Knowledge Worker”

Drucker characterizes knowledge workers as unique because they tend to possess the
following unprecedented combination of qualities:

e Gain positions through formal education
e Continues education throughout life

e Specialists who hold positions that require them to be extremely
knowledgeable about particular subject matter

e May be generalists in the sense that they are capable of quickly learning a
new body of specialized knowledge (not generalists in the traditional sense —
“Jack of all trades”)

e They possess intellectual capital — knowledge and “knowledge workers” are
portable. According to Drucker, “In the knowledge society the most probable
assumption for organizations — and certainly the assumption on which they
have to conduct their affairs — is that they need “knowledge workers” far more
than knowledge workers need them” (Hickman, 1998, p. 548)

e These knowledge workers will be leaders unto themselves. Writer James
O’Toole commented that leaders will become “leaders of leaders”
(Hickman,1998, p. 6)
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Discussion Questions:
e Do you agree with Peter Drucker’'s assessment?

e Are knowledge workers an issue for organizations responsible for
homeland security mission implementation? How?

e Can transactional management work in light of these changes?

Homeland Security Leadership Application: Homeland security is populated with
what Drucker refers to as “knowledge workers” (individuals that are highly trained,
intellectually capable, and ultimately portable specialists). It is imperative that homeland
security leaders and decision makers become familiar with the unique characteristics of
these invaluable human resources to better maximize their potential.

The Distinction between Leadership and Management

“You are so concerned that
you are doing things
right that you are often
failing to do the right
things™

2.3: The Distinction between Leadership and Management

The following section emphasizes the distinction between leadership and management.
Peter Drucker, and the work of other writers and researchers such as Warren Bennis
and John Kotter, effectively and clearly differentiated between leadership and
management. Their work essentially resolved the competing concepts that Drucker
identified in his study of G.M. back in 1944-46. Although their work is by no means
simple or something that can be boiled down to a catch phrase, it is well represented by
the following statement that Peter Drucker reportedly made while examining the
organizational structure of a public sector organization:

“You are so concerned with doing things right that you are often failing to
do the right things.”

Peter Drucker

Discussion gquestions:

e Does Drucker’s reported statement made more than three decades ago,
still apply today?
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e Isitrelevant in homeland security? Does it have specific applications to
a pandemic flu outbreak? How/why?

e Does this statement capture the distinctions between leadership and
management? How?

Homeland Security Leadership Application: The implications of “doing things right”

as opposed to “doing the right things” are potentially immeasurable when it comes to
homeland security and more specifically in dealing with a pandemic flu outbreak.
Effective leadership and decision-making will require homeland security practitioners to
adhere to the established and procedural guidelines, while actively gauging the “big
picture” of an event.

The Distinction between Leadership and Management

The Changing Characteristics of Leadership
Previous Norm and/or Status Quo Future Trend
Few leaders (management focused) More leaders: throughout organizations
Leading by goal setting Leading through common vision
Cost driven benchmarks / high quality Uniqueness, distinctiveness, specific
competency
Reactive to change Predictive of change (creative)
Hierarchical organizational structure — More horizontal (level)organizational
with leader as head structure — with leader as social architect
Directing and supervising Empowering and facilitating
Information controlled by few Information shared by many
Leader as the “boss” Leader as the “coach”
Leader as force for maintaining a stable Leader as an agent of change and culture
organizational culture evolution
Leader responsible for cultivating Leaders responsible for cultivating leaders
managers

(Adapted from: Likely Model of Twenty-First —Century Leadership)
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Homeland Security Leadership Application: Appreciating the difference in manager
and leader perspectives is a fundamental element for effective decision-making. This
appreciation is a precursor for the remainder of the module.

The Consequence of Change

«+ Stress on the Traditional Organizational Structures

+ Challenge to Transactional approach

+ The Leadership vs. Management Debate

e Which is considered more important in your organization?
e Which do you believe is more important in homeland security?

e Can you have one without the other? If so, what are the
consequences or impact on organizational performance?

Homeland Security Leadership Application: The dynamics described as the
consequences of change may be present in most types of public and private sector
organizations — including those involved in homeland security functions and direct
operations.

Leadership & Management Redefined

‘The abili
than just

is knowing when to manage and
when to lead.”

+ Implementing Leadership Decisi
lances the Disci

ion
pline of

Making that balan
Management

Leadership and Management Redefined

e The difference between leadership and management in their
organizations — especially as it pertains to their homeland security
mission.

e The presence of tension or lack of tension between leadership and
management as it pertains to their core homeland security functions.

e Why do you think this image appears on a slide discussing leadership
and management?

e What does this graphic have to do with either concept?
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Suggest that as noted by Bennis and Drucker, the push/pull of management and
leadership can be addressed through two very tangible actions (skills):

e The ability to implement solutions, rather than just contributing to the
frustration and tension that often naturally exists between leadership and
management perspectives.

e Implementing leadership decision-making that balances the vital discipline of
management.

Homeland Security Leadership Application: Tension between leadership and
management forces in homeland security organizations could be a source of
operational inefficiency. Homeland security leaders and decision makers may apply the
principles described in this section to their own organizations in order to ensure that the
“tension” does not compromise the organization’s mission and/or their own
effectiveness as leaders.

The Four Dimensions of the Leadership Test ©

Right Thing? | [Right Time? | [Right Way? Right Reason?

- Belief System | |- Hesitation + Demeanor
+ Value Driven ||+ Impulsiveness ||+ Approach

+ Opportunity | |+ Conduct

2 8

2.4: The Four Dimensions of the Leadership Test ©

Leadership and management start with good decision-making. If we can capitalize on
the thinking of both Drucker and Bennis and accept that leaders begin with doing “the
right thing”, while managers begin with “doing things right”, it allows us to begin to
develop a tool. This tool can be used by both a leader and manager in the process of
making decisions around personnel as well as tactical and operational issues. There are
four dimensions of this tool that we should consider when making decisions.

The First Dimension: Are We Doing the Right Thing?

Since “right” is certainly a subjective term, it is necessary that leadership be value and
belief driven (organizational and personal). It is beliefs that become the parameters by
which we make our decisions. Decisions that you make, especially under stress, will be
based not only on your training, education, and experience, but also based on what you
and your organization believe and value.
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The Second Dimension: At the Right Time?

Timing is critical to everything in life. The best intentions or decisions can become
worthless or perhaps even dangerous if they are not thought out and/or properly timed.
Timing is often a function of seizing opportunity and avoiding undue hesitation and
impulsiveness.

The Third Dimension: In the Right Way?

You can do the “right thing” at the right time but in the wrong way and fail in your
leadership role. Issues of demeanor, style of approach, and
personal/professional/organizational conduct are absolutely critical. It is important to
note that perception (especially in homeland security) is a powerful aspect of this
dimension.

The Fourth Dimension: For the Right Reason?

A leader can do the “right thing,” at the right time, in the right way but for the wrong
reason and not have near the impact. The reason you do something as a leader will
greatly influence the motivation of the people involved. People and leaders that make
decisions that are simply self-serving will kill off motivation in their team. It is imperative
that motivation and perceived motivation be considered in terms of incentive and cause.
(See Drucker’s study of a G.M. factory, Appendix Module 2, A.)

Leadership Test ©

What evolves when considering these four dimensions in our decision-making process
is what we will refer to as The Leadership Test ©. This test forces our decision-making
to both sides of the ledger so we consider both leadership as well as management
issues and hopefully increase the quality of our decision-making both as a manager and
a leader. For example, doing the “right thing” deals with intangible values. Timing is an
issue related to both leadership and management. Doing things in the right way will
require knowledge of procedure and protocol as well as ethical considerations. Finally,
considering the reason we do things will address both ethical issues and possible self-
serving rationalizations that may impact the entire decision-making process. To pass
the Leadership Test © you must get a “yes” to all four questions. One “no” and you
need to reconsider your decision.

Management and leadership skills are not synonymous; they are distinctly different skill
sets. The manager functions in a very tangible world while the leader functions in a
very intangible world. The manager’s world is easy to measure while the leader’s world,
because of its intangible qualities, is very difficult to measure. While it is not a perfect
tool or the answer to leadership, it will improve the quality of our decision-making in our
work-a-day world. That is its intended use. It is a macro tool that we can lay over the
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decision-making process to improve both the management and leadership aspects of
the decision-making process.

The Leadership Test © asks:

Am | doing the right thing,
At the right time
In the right way
And for the right reason?

If a leader can answer yes to all four of these components of the Leadership Test ©
then the quality of their decision will most likely be bettered as both a manager and a
leader (Gallagher-Westfall, 2007).

Homeland Security Leadership Application: The Leadership Test © provides
homeland security leaders and decision makers with a “take home tool” in terms of an
easy to understand and use decision-making process that is amiable to each leader’s
specific needs.

Leadership Test © Exercise: Pan Flu Outbreak

Instructions: Please read the summary of events related to a pan flu outbreak. Discuss the
scenario and the merits of the plans prepared and described below.

Scenario Events

September 3" — The novel H5NL1 strain begins to spread rapidly in several Asian countries
with increased and sustained person-to-person transmission. Because of this, the World
Health Organization (WHO) officially declares the onset of a flu pandemic.

September 10™ — The U.S. Center for Disease Control and Prevention (CDC) informs state
health departments (SHD) that limited quantities of vaccine will be distributed through the
Strategic National Stockpile (SNS). This emergency supply will be provided to each SHD for
selective distribution intended to support the operations of critical organizations. Additional
vaccine for general population use is expected by February.

September 17" — You are advised by your SHD that your organization’s continuity of
operations during a pandemic has been deemed critical. As a result you will be assigned a
limited number of vaccine doses for distribution to essential personnel. The state has also
indicated that in light of absenteeism concerns, you are authorized to include family members
of essential personnel in your vaccine delivery, but this option will not change your assigned
quantity of doses. It is your responsibility to decide on a distribution strategy, design a plan,
and submit it to the SHD by September 30™.
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September 27" — At your direction, your staff has prepared two comprehensive plans that
meet or exceed all the requirements of the state mandate. The plans have both been deemed
operationally valid and will ensure your organization’s continuity of operations. The plans do
have the following significant differences:

Plan A:

Plan A designates nearly 75% of your organization as “Essential Personnel” even though only
35% of them are needed for minimum operational efficiency. The plan is considered a good
option because it more than doubles the number of personnel that will be able to continue to
work during a pandemic flu outbreak. This may result in better continuation of operations. This
plan does not provide for any vaccination of family members of the essential personnel.

Plan B:

Plan B designates approximately 37% of your organization as “Essential Personnel” which is
slightly more than the 35% needed for minimum operational efficiency standards. The plan is
a considered a good option because it also allows for the vaccination of nearly all the spouses
and minor children of essential personnel — those that will continue to work during a pandemic
flu outbreak. This may result better continuation of operations by reducing absenteeism.

Leadership Test © Exercise: Leadership Decision Point

Right Thing?

« Belief System

«  Value Driven

Right Time?
« Hesitation
«  Impulsiveness

*  Opportunity

2

Right Way?
¢ Demeanor
* Approach

*  Conduct

3

Right Reason?
« Incentive
*  Motivation

+  (Cause

8
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Leadership Decision Point

With the deadline looming you must choose one of the vaccination plans prepared by your
staff. For the purposes of this exercise, neither of the plans may be altered or combined and
you must select one to implement.

Although you will be asked to briefly explain the reason(s) for choosing one plan over the
other, the focus of this exercise will be your ability to use the four dimensions of the Leadership

Test © in articulating your decision. Some questions to consider may include:

Right Thing?

*  Why was this the
right thing to do?

* Does it meet the
needs of my
organization?
Community?
Team?

* Isthis decision
purpose driven
and consistent
with my values?
Mission?

1

Right Time?

* Given thetime
frame, is this the
best decision | can
make now?

* Arethere other
time issues or
considerations?

* What happens if |
hesitate or act to
quickly?

/

Right Way?

e How will |
implement this?

*  Whatcanldoto
maximize positive
impact while
minimizing
negative impact?

¢ How can | get buy
in?

§

* Whydid | choose

+  What was my

« Wil my

Right Reason?

this option?
motivation?

motivation allow
for transparency?

4

Homeland Security Leadership Application: The Leadership Test © exercise,

although entirely fictional and limited in scope, allows homeland security professionals
to practice utilizing a leadership decision-making process in addressing a pandemic flu
scenario. Additionally, the exercise seeks to impress upon homeland security leaders

the importance of being able to effectively articulate the difficult choices that they may

have to make in a pandemic flu outbreak or similar critical incident.
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The Dynamics of Homeland Security Leadership Homeland Security — The Assurances

e < Dynamics  An institution must have a long-term program
+ Leadership & Management are and ru_Igs of behavior an_d operation.
inexorably linked — Policies must be flexible enough to allow for

. . adaptation to new problems and to changes in
« Leadership is the ingredient that

activates and maximizes resources conditions.

N ) ] « Leadership: How to train and test them.
* Leadership is the quintesserta * “Yardstick” — How to measure the success of its
force multiplier P :
policies and its leaders

2.5: The Dynamics of Homeland Security Leadership

Homeland Security Leadership Application: Effective leadership is a critical
component of homeland security at every level of both the public and private sectors.
Through effective leadership that incorporates sound management practices, individuals
can help create a culture of preparedness and proficiency that is absolutely vital to our
nation’s security and ability to respond to hazards.

The Expectations of Homeland Security
Leadership

Discussion Questions:

e Recognizing the complexity of homeland security, what does a leader
need in terms of knowledge and proficiencies?

e Would you be able to do your job if you were a great leader without any
knowledge related to homeland security?

Homeland Security Leadership Application: This section identifies specific technical

proficiencies and specialized knowledge that are needed for, homeland security leaders
and decision makers.

The Dynamics of Homeland Security Leadership Homeland Security Leadership — The Assurances Leadership is “Everyone’s Business”

Prevent & Protect Respond & Recover “The large corporation is in no way different from any .. _—

- “Leadership is not about organizational power or
army; it must have the equipment but also, as in the N . by .

_ Risk Assessment Process army, equipment is of no avail without the functional %g‘uﬂt"'aye f;lmsl Inm ;L?Urglail%%rr% ﬁ'raw?‘alsﬂtmlla ; 33:
organization of human effort. And like the army or like o e, grgsident L o rime o
any trer sosalettuton,the hingetat really cout AR ey ot b0t e & T, Loacershp

are not the individual members but the relations of
‘command and responsibility among them. is about relallonsh\llvgﬁ‘a‘aggxtdcor'eld|b|||!y, and about
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Prevent & Protect: These are essentially functions of leadership and traditional risk
management. In that sense these two mission areas are dependant on the ability to see
the big picture, share your vision with others, and creatively develop and implement
effective countermeasures. Although management certainly plays a significant part in
these mission areas — they require leadership in order to be accomplished.

Risk assessment process

Countermeasure implementation

Creative process that depends on technical know how and proficiency
Leadership functions based on sound management practices

Respond & Recover: These mission areas are essentially functions of management
and technical efficiency. At the point that emergency response is required, effectiveness
is heavily dependant on resource management, training, and plan execution. Although
these management functions are prominent, there is absolutely no doubt that
emergency response and recovery efforts are also dependant of strong leadership as
has been evidenced by numerous critical incidents such as the attacks of

September 11, 2001.

Emergency management process

Resource allocation

Technical process with need for quick thinking and creative solutions
Management function with strong opportunity for leadership

What do you believe it takes to be an effective homeland security leader?

Homeland Security Leadership Application:

This section assists participants in understanding the relationships that exist between
effective leadership and effective management. It also helps participants understand the
four mission areas of homeland security and basic risk management principles as
related to prevention.

Wrap-Up

Atthe conclusion of this module participants were able to:

2.1 Leaders will write a comprehensive help wanted ad (Part 1)
dership theory and practice

ify the elements of leadership and management and their

25 Leaders will write a comprehensive help wanted ad (Part 2)

August, 2009 Version 1.0 Page 44



Scenario Based Executive Level Training (S-BELT)
Training Support Package Participant Guide

2.6: Wrap-Up: At the conclusion of this module participants were able to:

e Write a comprehensive Help Wanted Ad (Part 1)
e Discuss the evolution of leadership theory and practice
¢ I|dentify the elements of leadership and management and their distinctions

¢ Identify the four dimensions of leadership and management that relate
specifically to homeland security

e Write a comprehensive Help Wanted Ad (Part 2)

: Concepts and Elements

Test Your Knowledge Test Your Knowledge Test Your Knowledge

Which of the following are typically characterized as Which of the following are key elements of homeland Effective leadership is characterized by focusing on doing
elements of management? security leadership? the right thing instead of doing things right?

A. Task oriented A. Leading people True
B. Big picture focus B. Leading change

C. Budget oriented C. Building coalitions

D. A&C D. A&C False
E. All of the above E. All of the above

Help Wanted Exercise: Part 2 Help Wanted Exercise: Part2
Some Simple Questions: More Simple Questions:

« Reexamine your Help Wanted ads considering elements such as:
~ Knowledge, Skills, Abilities (KSA'S)

+ Does leadership or
management play a larger role
in your job?

« Underline the elements that best fit the definition of management.

+ Which is

+ Circle all elements that best it the definition of leadership your ori

+ Some elements may apply to both ~ pick one.

2.9: Help Wanted Ad Exercise Part 2

Now that participants have considered the distinction between leadership and
management, now reconsider your Help Wanted Ad.
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MODULE 3: Leadership of Teams at Critical Times: The
Relationship of Team Development and the Leader’s Role

Leadership of Teams at Critical Times: The
Relationship of Team Development and the
Leader’s Role

Overview

This module will present participants with the role situational leaders’ play in effectively
applying homeland security mission strategies in addressing all-hazards events. In
considering the role of situational leaders, focus will be on the premise that by utilizing
the appropriate skills, leaders have the capacity to inspire and motivate people to
perform despite challenging and even overwhelming circumstances. That is, leaders
who can quickly and efficiently adapt to rapidly changing circumstances are more likely
to be able to harness the potential of their employees and organizations as a whole.
This lesson will draw parallels between this description and the effectiveness of
homeland security decision makers in inspiring their employees to embrace the
homeland security mission.

Key procedural aspects of situational leadership involves developing a strong set of
skills in communication, fostering vision, and building organizational infrastructure as
well as inspiring action. Additionally, situational leadership requires leaders to be
constantly evaluating two tenets of situational leadership. These tenets are expressed
as the following two questions:

e What do my people need?
e How can | best lead them?

Situational leadership will be stressed in this module as it applies to the mission of
homeland security in overarching an all-hazards approach.
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This module will include the consideration of Colonel Joshua Chamberlain as a
historical example of situational leadership. The example of Chamberlain’s success at
the Battle of Little Round Top during the United States Civil War will be used to illustrate
the power of situational leadership in motivating followers into performance. Colonel
Chamberlain’s accomplishments and leadership tactics will be explored as a template
for today’s homeland security leaders and decision makers. Participants will be asked
to identify, and will be provided with examples of current day homeland security leaders
that exemplify successful situational leadership. The lesson will seek to emphasize that
effective leadership can and often will overcome a multitude of challenges.

Learning Objective

At the conclusion of this module, leaders will be able to
apply situational leadership skills to fulfill their homeland
security mission

Learning Objective: At the conclusion of this module, leaders will be able to apply
situational leadership skills to fulfill their homeland security mission.

Enabling Objectives:

At the conclusion of this module participants will be able to:

3.1 Identify and apply the key elements of team
development in building effective networks

3.2 Learn to apply competencies and components of
situational leadership development as it applies to a
leader’s duties and responsibilities in the homeland
security mission

3.3 Identify the qualities of situational leadership

Enabling Objectives: At the conclusion of this module participants will be able to:

3.1 Identify and apply the key elements of team development in building
effective networks

3.2 Learn to apply competencies and components of situational leadership
development as it applies to a leader’s duties and responsibilities in the
homeland security mission

3.3 Identify the qualities of situational leadership
3.4 Wrap-up
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Test your Knowledge Test your Knowledge Test your Knowledge

In the face of a crisis, a situational leader would..... A situational leader identifies and responds to the needs A situational leader identifies and responds to the
of their people. circumstances of the event.

A. Be adaptable & flexible

B. Not deviate from the established strategic plan

C. Consider policy as the ultimate determining factor True

D. All of the above

False

Test Your Knowledge

PANDEMIC FLU
+ Knowing that this phenomenon s inevitable, what can you do to

vent or mitigate it?
t stakeholders involved from the beginning? How do

you achieve buy-in?

+ What would you say to address the very real fears of employees and
staff?

+ Do you opt for a formal or informal / official or unofficial approach?

Pandemic Flu Challenge

What are the specific issues described in the pandemic flu scenario?

e Knowing that this phenomenon is inevitable, what can you do to
prepare for it?

e What can you do to prevent or mitigate it?

e How do you get stakeholders involved from the beginning? How do you
achieve buy-in?

e What would you say to address the very real fears of employees and

staff?

Do you opt for a formal or informal/official or unofficial approach?

What is the fundamental issue in this challenge portion of the scenario?

What issues will you have to focus on as leaders?

What are some steps you may take in the mission areas of Prevention

and Protection?

Application to Homeland Security Leadership: The pandemic flu vignette is
designed to introduce the class participants to the real issues of mass absenteeism that
are a significant threat to operations of public and private sector agencies involved in
homeland security.
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3.1: Situational Leadership

How many of you are familiar with Gettysburg?

Gettysburg Overview

In the spring of 1863, the Confederate Army of nearly 70,000, led by General Robert E.
Lee crossed the Potomac River into Union territory. Their objective was to lure the
Union Army, known as the Army of the Potomac, into the open where it could, once and
for all, be destroyed. In late June of 1863, the 80,000 member Union Army yielded to
the temptation and moved across the narrow farming roads of Maryland into
Pennsylvania in pursuit of the Confederates.

It is interesting to note that General Lee was informed that a letter had been prepared
by the leadership of the Confederate government offering a peaceful settlement of the
war; this would have split the nation geographically and philosophically into independent
North and South. The letter was to be placed on the desk of Abraham Lincoln, the
President of the United States, the day after Lee had destroyed the Army of the
Potomac somewhere north of Washington. The location of what the Confederate
leadership had anticipated as the final showdown was Gettysburg, Pennsylvania and
would eventually be chronicled and referred to as the Battle of Gettysburg. The battle,
which proved to be decisive to the Civil War, occurred on July 1, 1863.

Joshua Chamberlain Overview

Moving with the Army of the Potomac is a 34 year old professor of philosophy from
Bowdoin College in Brunswick, Maine, Joshua Lawrence Chamberlain. Chamberlain
was born on September 8, 1828, in Brewer, Maine. Chamberlain’s mother had wanted
him to be a theologian, while his father had favored a military career for him. As it
turned out they both got their wish. Having been elected professor of rhetoric and
oratory in 1856 at Bowdoin College he was well suited and prepared for the
appointment.
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When the Civil War erupted, Chamberlain’s initial response was not to join in the fight
although he felt a strong and patriotic urge to serve. He had previously passed on an
appointment to West Point, thinking that there would be little challenge in a peacetime
army. Chamberlain did not believe that the upstart Southern Confederacy had either
the industrial base or the population to fight a sustained war. He thought it would
amount to a minor insurrection that would be suppressed in a matter of days or at the
most weeks. To Chamberlain’s unpleasant surprise, he watched for a year as many of
the young men he had tutored and mentored at Bowdoin College came home horribly
wounded while others simply did not return at all. Chamberlain eventually recognized
that this was not only going to be a protracted war, but a war that threatened the very
existence of the Union that he felt so strongly about.

Much to the chagrin of his wife, who enjoyed the college life, Chamberlain volunteered
his services to the military. Recognizing his academic credentials, the army offered him
the rank of colonel and wanted to commission him to command a full regiment. Instead
of accepting the honor of regimental command, Chamberlain is reported to have asked,
“Would it not be better that | learn something of warfare before | lead men into battle?”

Refusing the regimental command, he took a staffing role under a Colonel by the name
of Adelbert Ames, a West Point graduate and a career soldier who had distinguished
himself at the first Battle of Bull Run (Manassas as it is known in the South).
Chamberlain worked with and was schooled by Ames for nearly a year when Ames was
then promoted and Chamberlain given command of the 20th Maine Regiment, that after
a year of battle numbered only 250 men.

Over the next two years, Chamberlain would serve in more than 20 engagements, be
wounded six times, have horses shot from beneath him five times and eventually finish
his service brevetted (promoted in rank but not pay) to the rank of United States Army
Major General. After the concluding engagement of the Civil War, Chamberlain is
chosen by General Grant to receive the colors of the Confederacy (a rare privilege
normally only given to career soldiers). Grant had received directions from President
Lincoln, “....to let them up easy.” Those words were translated to Chamberlain that
there should be no fanfare, no cannonade, no “Hurrahs.” In following these orders,
Chamberlain and 45,000 Union soldiers greeted the Confederate troops with a salute,
not to recognize their cause but in a show of respect for former adversaries’ sacrifice
and commitment. General Gordon, commanding the Confederate forces, returned the
salute and in his subsequent speeches and memoirs he would refer to Chamberlain as
“one of the knightliest soldiers of the Union Army.”

In his latter years, Chamberlain received a letter from a Confederate soldier who fought
at Gettysburg and opposed Chamberlains forces. He informed him, “Twice at Little
Round Top I had you in my sights and could have easily killed you. But for some
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inexplicable reason, | could not pull the trigger.” Now many years later, having had the
opportunity to evaluate Chamberlain’s life and contributions, he concluded, “And I’'m so
glad that | didn’t, I'm so glad that | didn’t.”

Chamberlain finished out a life in academia, serving as the President of Bowdoin
College, ran unopposed four times as Governor of Maine and enjoyed a successful
business career as well. Joshua Lawrence Chamberlain would survive his wife Fanny
who died October 18, 1905. Chamberlain passed away on February 24th, 1914 at the
age of 86 having succumbed to the war wound that he received at a battle in
Petersburg, Virginia and suffered with for so many years.

Application to Homeland Security: The dilemma that Chamberlain faced is not that

different from the likelihood of employee absenteeism or desertion during a pandemic
flu outbreak or other critical incidents. Familiarity with the actions that Chamberlain took
and the long term ramification of his decisions offer homeland security leaders the
opportunity to gain insight into the challenges that they may face during a pandemic flu
outbreak.

Joshua Chamberlain — Situational Leadership Historic Profile

Chamberlain’s Dilemma

Approaching the battle of Gettysburg, Colonel Joshua Chamberlain, was now the
commander of the 20th Maine. Chamberlain was within a day's march of what we now
know as the Battle of Gettysburg and realized that he and his men would soon be
engaged in a significant battle that could turn the tide of the war. His ranks had been
depleted from 1,000 men to approximately 250. Badly needing additional manpower he
was notified that would receive 120 soldiers of the former 2nd Maine; a unit that had
been recently been disbanded. However the manner in which he was to receive them
was not going to be very helpful, it was actually troubling.
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The 120 soldiers of the 2nd Maine that were delivered to Chamberlain were received as
prisoners of war. These men had signed an enlistment for three years while the others
of the 2nd Maine (that were recently released) had only enlisted for two years. When
their comrades left to return home, the remaining 120, many of whom thought that they
had enlisted to only fight with the 2nd Maine, refused to fight and wanted to go home.

Chamberlain received the men of the 2nd Maine under guard with very clear and
specific orders. Chamberlain was told to take custody of the 120 as prisoners and if they
refuse to fight, he has full authority to shoot each and every mutinous soldier.
Chamberlain quickly realized that it would take a sizeable number of his own men to just
hold the group prisoner — men he could not spare. He also recognized that these 120
prisoners were experienced soldiers that had been through 11 major engagements.
Most were proud, independent men who were farmers, loggers, or fishermen from the
coast of Maine. Like most other military units of the Civil War era, the 2nd Maine was
raised from a common locality and made up of men that had grown up together,
attended schools together, worked and harvested crops together, and were committed
to fighting and either dying or returning home together. Instead, the 2nd Main was
divided; some went home while the others were expected to fight with strangers.
Chamberlain surmised that most of these men had laid down their arms and refused to
fight for just that reason. The Union Army refused to feed them and they were delivered
to Chamberlain under armed guard.

Chamberlain faced the following dilemma: he neither could spare the men to guard the
newly acquired prisoners. Nor could he in good conscience have these soldiers
executed. Furthermore, Chamberlain knew he was about to be engaged in combat that
could determine the fate of the entire war. Chamberlain knew that he needed the men of
the 2nd Maine, every single one of them to fight with his unit. Chamberlain knew that if
he could convince them to fight he would increase his ranks by as much as half. The
guestion was how was he going to quickly inspire these men who had been held against
their will, ostracized, and not fed, to fight? What would you say to them? What would
you do?

Chamberlain Historical Profile

On the eve of the battle of Gettysburg, Colonel Joshua Chamberlain, was the
commander of the 20th Maine, and had been notified that he would receive 120 soldiers
of the former 2nd Maine, a unit recently disbanded. Chamberlain realized that he would
soon be engaged in a significant battle that could turn the tide of the war. His ranks
were depleted from what was once 1,000 to that of 250, and he needed all available
manpower.
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In that era it was rare to mix regiments, units were raised from the same towns and
communities. These men that formed the units had grown up together, worked together,
and then joined, trained, and fought together. Integrating one unit into another meant
the introduction of strangers, rather than “the band of brothers” that most had come to
expect. But these were unusual times and the 120 men from the 2nd Maine were
delivered to Chamberlain under even more unusual circumstances. These 120 soldiers
had signed a three year enlistment agreement, while others of the unit had signed
agreements requiring only two years. This latter group, their enlistment up, had recently
been released and had returned home.

The remaining 120 soldiers believed that they had enlisted only to fight with the 2nd
Maine and rebelled at the idea of fighting with another unit. All were experienced
soldiers having been through eleven major engagements. Most were proud,
independent men who were farmers, loggers or fishermen from the coast of Maine.
Hearing that they could not return with their brethren, they refused to fight and laid down
their arms. Soon after, they were delivered to Chamberlain under armed guard.
Chamberlain’s superiors notified him that he would take possession of the 120 men as
prisoners and if they subsequently refused to fight, he had full authority to shoot each
and every mutinous soldier.

Here was Chamberlain’s great dilemma. He realized a sizeable number of his own men
would be required to just maintain guard of the prisoners. However, if he could
convince them to fight, then he would increase his ranks by as much as half. He
needed every single one of them, but what commander in their right mind would risk
introducing such malcontents into their line, on the eve of a battle that may decide the
war? What could he say to those 120 men that could turn them from prisoners back to
soldiers?

Application to Homeland Security: The dilemma that Chamberlain faced is not that
different from the likelihood of employee absenteeism or desertion during a pandemic
flu outbreak or other critical incident. Familiarity with the actions that Chamberlain took
and the long term ramification of his decisions offers homeland security leaders the
opportunity to gain insight into the challenges that they may face during a pandemic flu
outbreak.

Chamberlain’s Dilemma

» What would a manager have done?

» What would a leader have done?
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e What would a manager have done in this scenario?
e What would a leader have done in this scenario?

Chamberlain Historical Approach

e What did Chamberlain do?
e Were his specific actions that of a leader or a manager?
e What did Chamberlain do that we didn’t capture in our previous list?

Text Historical Approach

Faced with a battle of potentially great significance, Chamberlain addressed the
situation with the remaining men of the 2nd Maine head-on. Rejecting the official
position that presumed the prisoners worthy of execution, Chamberlain instead pursued
a course that treated these men as soldiers, while expecting them to behave as solders
in turn. He removed their guards, provided them with regular rations (their first in many
days) and assigned them to duties within the regiment.

In the end, nearly all of the 120 men agreed to fight, swelling the ranks of the 20th
Maine, and providing a vital contribution to Chamberlain’s success at Little Round Top.
In turn, Chamberlain’s victory helped the Union forces win at Gettysburg. Chamberlain
would later remark that the men of the 2nd Maine “were among his very best men,
worthy of the proud fame of the 2nd and the hard earned laurels of the 20th.”

Chamberlain’s Resolution:

We know the tenor of Chamberlain’s resolution to the dilemma because he wrote well
and prolifically. Below is the essence of Chamberlain’s argument to men of the 2nd
Maine:

August, 2009 Version 1.0 Page 54



Scenario Based Executive Level Training (S-BELT)
Training Support Package Participant Guide

Chamberlain took a deep breath. He bowed his head and folded his hands
together behind his back. He began, speaking slowly. “You men gather round.
I’'m aware of your problem. Well, there is nothing | can do today. We are getting
ready to move out pretty soon and we’ll be moving all day. I've been ordered to
take you men with me. I've been told if you don’t come along, | can shoot you.
Well, you know | won’t do that. Maybe someone else will, but | won’t. So that's
that. Here is the situation. The whole Reb Army is up that road a ways waiting
for us. | tell you this is not the time for an argument like this. We could surely
use you fellows. We are well below half strength. Whether you fight or not...well
that’s up to you. Whether you come along...... well you're coming.”

Chamberlain continued: “You know who we are and what we are doing here, but
if you are going to fight along side of us there are some things | would like you to
know. This regiment was formed last summer, in Maine. There were a thousand
of us then. There are less than 300 of us now. All of us volunteered to fight for
the Union, just as you did. Some came because we were mainly bored at home,
thought this looked liked it might be fun, some came because we were ashamed
not to, many of us came because it was “the right thing” to do. And all of us have
seen men die. This is a different kind of army. If you look back through history
you will find this hasn’t happened much. You will see some men fighting for pay,
for women, for some other kind of loot, for land, power, because a king leads
them or just because they like killing. We are here for something different,
something new. This has not happened much in the history of the world. We are
an army out to set other men free.” He bent down and scratched the black dirt
into his fingers. He was beginning to warm to his task noticing that the men were
listening not moving or looking away.

“America should be free ground, all of it, not divided by a line of slave state and
free; all the way, from here to the Pacific Ocean. No man has to bow, no man
born to royalty. Here we judge you by what you do, not by who your father was.
Here you can be something. Here is the place to build a home. But it's not the
land. There is always more land. It's the idea that we all have value; you and
me. What we are fighting for, in the end, we’re fighting for each other.” At that
point, Chamberlain sensed that he had broken through the uneasiness that he
had originally felt. There was no longer a barrier there. The words flowed like
that of a clear river and he felt the power of his words as they described the
power of the 2nd Maine’s forgotten cause. And then he was done and concluded
with “Sorry, | didn’t mean to preach. If you ...go ahead, you talk for awhile. If you
agree to join us, you may have your muskets back and nothing more will be said
by anyone anywhere. If you choose not to join us...... well when this is all over I'll
see what | can do to see that you get a fair treatment, but for now we are moving
out.
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Gentlemen, I think if we lose this fight, we lose the war. So if you choose to join
us, | will be personally very grateful.”

Having addressed them in the manner that he did, 115 of the 120 “mutineers”
agreed to fight with the 20th Maine. During the course of the battle, four more
picked up their weapons and agreed to fight as well. Chamberlain ended up on
the second day of the battle at the far left flank of the Union Army with almost
370 men. And as it turns out, he will need every one of them.

The Consequences of Chamberlain’s Resolution

At the Battle of Gettysburg both armies were devoid of good intelligence and were
forced into battle neither in a place or time of their choosing. Thanks to the bold actions
of a Union cavalry general by the name of John Buford, the Union was able to force the
battle before the Confederate line was set and by luck and happenstance they were
able to initially control the high ground. However, before the end of the day, Lee was
able to move the Union Army and carry the day.

Lee’s plan on the second day of battle was to undermine the far left flank of the Union
Army and inflict an array a force against that flank that would dramatically outnumber
his counterpart, crush the left flank and the Union line and force the Union Army into
surrender. The unit that was positioned at the flank was Joshua Chamberlain’s 20th
Maine and 119 of the 120 men from the 2nd Maine.

It was an unmercifully hot day in July when this battle was fought over some remarkably
difficult ground. The forces arrayed against the 20th Maine were from 18th Alabama and
they had never known defeat. The 20th Maine had marched more than 20 miles that
morning and had been committed to battle with no food or water. They had attacked
once, twice, and finally a third time. Chamberlain’s 20th Maine had taken more than
40% casualties. He was out numbered four to one. He knew he could not continue to
fight a battle of attrition.

Traditional military teaching was that when a unit was in a defensive position, it should
care for its wounded and redistribute supplies, ammunition, and personnel calling for
reserves if needed. Chamberlain did all of those things, but was told there were no
reserves and no additional ammunition available. The fighting had degenerated to hand-
to-hand combat and Chamberlain sensed that he was outnumbered. After being
advised that his unit was quickly running out of ammunition, Chamberlain did something
that he would never have been taught in a West Point class. Chamberlain ordered his
men to “Fix bayonets” — reassuring his men that the enemy had to be tired. With the
next charge he ordered his line to anchor and then make a sharp left oblique.
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Essentially instructing his men to swing off the hill as they attack the confederate troops
much like a gate would swing.

As the 18th Alabama once more charged up the hill, Chamberlain gave the order to “fix
bayonets!” and the men of the 20th Maine began to rapidly advance down the hill. In
Chamberlain’s words, “It electrified the line.” The sudden flood of the Union charge
sweeping into the confederate charge caused panic among the soldiers of the 18th
Alabama. Many of the Confederate soldiers began to run in retreat convinced they were
significantly outnumbered. As the panicked Confederate soldiers ran, many of them
charged toward the union sharpshooters that Chamberlain had concealed deep in the
adjacent woods. As the Union sharpshooters began firing on them, with deadly
accuracy, many of the Confederate soldiers now believed that there were surrounded
and begin surrendering although they outnumbered the Union forces four to one.
Chamberlain’s strategy worked and he was able to breech Confederate lines and
preclude any further assaults on Little Round Top.

Chamberlain was slightly wounded during the action as were many of his soldiers. At
the conclusion of the day, it was obvious that Chamberlain's actions had preserved the
Union forces by preventing the Confederate’s attempt at a flanking movement that
would have likely led to a Union defeat at Gettysburg. Arguably, Gettysburg was the
deciding battle of the war; arguably, Little Round Top was the deciding battle of
Gettysburg. Chamberlain’s 20th Maine augmented by that of the 2nd Maine was the
deciding unit, in the deciding battle at Gettysburg. What would have happened had the
20th Maine had a lesser leader who, given written permission, had decided to shoot
three or four of the 2nd Maine men as examples?

e What may have happened if Chamberlain decided to follow orders and
have the men shot if they had continued to refuse to fight? Would doing
so have been considered wrong?

e What may have been the long term consequences?
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3.2 Situational Leadership Principles

DIFFERENT SITUATIONS REQUIRE DIFFERENT KINDS OF LEADERSHIP

In essence this principle says that a leader must adapt their style to the situation they
face and constantly correct and compensate for new variables that are introduced.

Secondly, situational leadership can be described in a variety of different terms and
formal models (such as those copyrighted by Ken Blanchard) but for most purposes it
can be expressed as a continuously shifting balance between the following behaviors
and actions of the leader:

e DIRECTIVE
e SUPPORTIVE

Essentially, this means that leaders take either a directive or supportive role depending
on the competencies and skills of their people (employees, member of
organizations/communities).

For instance, a leader can be VERY directive or only SLIGHTLY directive; be VERY
supportive, or only SLIGHTLY supportive. Generally, as the level of supportive behavior
rises it conversely impacts the level of directive behavior (and vice versa). This creates
a simple scale effect as is represented on the slide.

Application to Homeland Security: The situation leadership approach is based on
leaders’ ability to constantly assess and meet the needs of their followers (employees)
in the context of (often rapidly) changing circumstances. This basic premise of
situational leadership lends itself perfectly to the types of fluid situations that homeland
security leaders may find themselves in. Using the situational approach may help
leaders effectively apply homeland security strategies and maximize the performance of
their employees during critical incidents such as a pandemic flu outbreak.
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+ What do my people need?

+ How do I lead them?

Situational Leadership Questions

e What do my people need?
e How do I lead them?

These simple questions create the need for a leader to balance two perspectives
simultaneously; one that evaluates externally (the “people”) and one that looks internally
(“how do I"). These perspectives constantly seek to balance out. As the competencies
of the “people” improve, the need for the leader to exert directive behavior and influence
is replaced with supportive behavior/influence. Suggest to the class that these are the
very gquestions that Chamberlain considered and successfully answered at the Battle of
Little Round Top.

Kurt Lewin Study

Kurt Lewin conducted the lowa Studies in the 1930’s. Recognizing that each of these
leadership styles [democratic and autocratic] had been successful, he set about to
empirically test their impact on productivity. Since laissez faire was in essence the
absentee leader the style could not be studied, however the conclusion was simply that
“laissez faire” was in essence delegation and seemed to understandably work well with
units of experienced and capable workers that one could properly delegate to.

Using scout groups as the experimental subjects and focusing on the identified
leadership styles of the scout masters, he determined the scout masters that were more
autocratic (controlling, directing, more apt to tell) and the more democratic (two way
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conversations, suggesting, encouraging). He then directed each of the scoutmaster
groups that they should use their preferential styles uniformly through the period of
observation.

What Lewin found is that the autocratic leader was successful early on with the new
scouts, but as time progressed and the scouts became more proficient in fundamental
scouting skills and the autocratic behavior became irritating and frustrating and their
performance fell. With the democratic scout leaders he found that while it took the
groups longer to learn the basics of scouting that over time, democratic groups became
proficient and sustained continued growth.

Lewin’s studies began to identify under what situations the leadership styles were more
effective. This was followed by the Ohio State Studies that were able to identify the two
primary functions of the leader were that of “initiating” and “consideration” behaviors.
This translates to “task” and “relationship” behaviors and more currently to “directive”
and “supportive behaviors.” The Michigan Studies then determined that the more
people centered leaders were, the more likely they were to be effective over the long
term; validating Lewin’s findings at lowa.

Application to Homeland Security: The research of Kurt Lewin is a key aspect of
situational leadership and its application to homeland security leadership. It provides
insight into the long-term impacts and consequences of supportive and directive
behaviors. This information may have encouraged homeland security leaders and
decision makers to carefully consider properly balancing their directive and supportive
roles to ensure that maximizing immediate efficiency does not limit future capacity for
improvement.

+ What do my people need?

+ How do | lead them?

e Continuously assess the situation
e Continuously assess the skills, competencies, and commitment of your people
e Constantly ask yourself two vital questions:
0 What do my people need?
0 How do | lead them?
e Be willing and ABLE to adjust your leadership style to meet their needs
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Ultimately, situational leadership puts the responsibility on the leader to be willing and
able to change and meet the needs of the follower in order to maximize performance.

Situational Leadership Summarized
+ The Good
~ Tried and True

Practical

Prescriptive

+ The Bad
Applies to Groups or Individuals, but not necessarily both

Positive aspects of situational leadership:

e Tried and true — it's been used successfully for a long time and is widely
accepted as an effective aspect of leadership.

e Practical — it's easy to understand and implement, based on really simple
concepts.

e Prescriptive — if you understand the principles behind it, situational leadership
tells the leader what to do, how to respond to a situation, and provides
guidelines.

Negative aspects of situational leadership:

e Addresses leadership as applied to a group. Can also be applied to an
individual, but what about individuals within a group? What do you do when
one or more of the team members has a different need than the group as a
whole?

e What aspects of situational leadership will help you in applying the homeland
security mission strategies in your organization? In your jurisdiction?

e Are there any aspects of situational leadership that you do not believe will be
relevant to the application of the homeland security mission strategies in your
organization? In your jurisdiction?
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e How many of you are familiar with this man?

e Based on what you have heard about him, is he a leader? Is he a
situational leader?

David Petraeus Abbreviated Resume:

e Served as Commanding General of the U.S. and Int’l forces in Irag in 2007-
2008

e Now serving as head of U.S. Central Command

¢ MPA from Woodrow Wilson School of International Affairs, Princeton U.
(1985)

e PhD from Woodrow Wilson School of International Affairs, Princeton U.
(1987) — dissertation, “The American Military and the Lessons of Vietham”

e BS from U.S.M.A. (1974)

e Two awards of the Defense Distinguished Service Medal, two awards of the
Distinguished Service Medal, two awards of the Defense Superior Service
Medal, four awards of the Legion of Merit, the Bronze Star Medal for valor,
the State Department Superior Honor Award, the NATO Meritorious Service
Medal, and the Gold Award of the Iragi Order of the Date Palm

e He is a Master Parachutist and is Air Assault and Ranger qualified. He has
also earned the Combat Action Badge and French, British, and German Jump
Wings

e In 2005 he was recognized by the U.S. News and World Report as one of
America’s 25 Best Leaders

e In 2007 he was named by Time magazine as one of the 100 most influential
leaders and revolutionaries of the year and in 2007 named one of four
runners-up for Time Person of the Year

e Selected in a poll conducted by Foreign Policy and Prospect magazines as
one of the world’s top 100 public intellectuals

e Chosen by Esquire magazine as one of the 75 Most Influential People of the
21st Century
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Based on what we just discussed, is David Petraeus a situational leader?
Why?

Can you identify other current day examples of situational leaders in
homeland security leadership positions?

The Four Dimensions of the Leadership Test ©
Right Thing? | [ Right Time? Right Way? Right Re

+ Belief System | |- Hes + Demeanor

+ Value Driven ||* « Approach

Application to Homeland Security Leadership: The application of the Leadership
Test © to actual modern day homeland security leaders is an opportunity for participants
to practice the process of applying the Leadership Test © to the complex issues of the
pandemic flu.

Simulator Exercise/Simulator Demonstration/Group Response

LS*BELT

Select a leadership orientation that will enable you to keep your
healthy employees on the job when the pandemic flu hits your
community, in Spite of their legitimate fears and concerns

) Identify and address specific issues
8) Implement visioning campaign

C) Reassure personnel with inspirational communications
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e Based on what you know about the situation you will face in 18 months
and the information you have evaluated thus far, select an action or
strategy that best captures the style of leadership that will be most useful
in addressing the challenge you face. Remember the focus of your
selection should be the leadership orientation (style) that is represented by
the actions described in the simulator.

o0 For option #1 press A on your Qwizdom response unit.

o For option #2 press B on your Qwizdom response unit.
o0 For option #3 press C on your Qwizdom response unit.

Chamberlain Pay Off

Let’s take a look at the situation | faced with the men of the 2nd Maine. Those 120
soldiers did not lack competence or ability. They were well seasoned but because of the
challenging situation they faced — each one questioned their commitment to the cause.
My leadership responsibility was to recognize what they needed to reignite their
commitment and dedication. For the men of the 2nd Maine, this meant a tactful and firm
approach. | reminded them that their options were limited, they would accompany the
20th into battle but their performance of duty was a choice they would have to make.

The situation you could face during a pandemic flu outbreak may not be that different
from Little Round Top. The potential of desertion or absenteeism is real, especially
when concern for self preservation or even a general disillusionment may seem to
overwhelm duty and commitment. The benefit of orientating to situational leadership
under these circumstances is the capacity to assess and alter leadership approaches
quickly and fluently, without compromising consistency.

Through the situational leadership a leader recognizes that not all employees are the
same. They are different, have different needs and need not be treated the same. Some
groups facing mandatory duty during a pandemic flu outbreak or other critical incident
may have legitimate concerns about their own welfare, some about their families, and
others about the nature of the actions that they are required to take. In such a
circumstance, a situational leader must identify the unique needs of these groups and if
practical even those of individual employees. The key is to diagnose what prevents
them from performing their duty. Once this diagnosis is completed, a situational leader
may find themselves taking a variety of actions, some in a coaching style, others
supportive, still others directive in nature.

An effective situational leader will maintain a flexibility of action that may make the
difference between a crippling loss of employee commitment and a dedicated
organization willing to face any challenge. Whether it is a seemingly hopeless battle at
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Little Round Top or a pandemic flu outbreak, the essence of situational leadership is the
same: continuously determine the unique needs of your employees and adjust your
leadership style to encourage high commitment and competency in the organization.
When time and divergent interests require practical leadership action, situational
leadership may be a good means of ensuring that you are doing the right thing, at the
right time, in the right way, and for the right reasons.

Application to Homeland Security Leadership: The pandemic flu vignette is
designed to introduce the class participants to the real issue of absenteeism that is a
significant threat to operations of public and private sector agencies involved in
homeland security. The simulator challenge activity is a realistic exercise that directly
applies to and mirrors many of the information evaluation and decision-making
processes involved in homeland security leadership. The simulator exercise allows
participants to consider the leadership approach they would take prior to and during a
pandemic flu outbreak in the safety of a virtual (simulator) environment.

Wrap-Up

At the conclusion of this module participants were able to:

3.1 Identify and apply the key elements of team
development in building effective networks

3.2 Learn to apply competencies and components of
situational leadership development as it applies to a
leader’s duties and responsibilities in the homeland
security mission

3.3 Identify the qualities of situational leadership

3.3 Wrap-Up: At the conclusion of this module participants were able to:

3.1  Apply competencies and components of situational leadership
development as it applies to a leader’s duties and responsibilities in the
homeland security mission

3.2 Identify the situational qualities of leadership

+ Accountability
+ Management Ability

+ Technical Proficiency
Use the
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Test your Knowledge Test your Knowledge Test your Knowledge

In the face of a crisis, a situational leader would..... A situational leader identifies and responds to the needs A situational leader identifies and responds to the
of their people. circumstances of the event.

+ Beadaptable & flexible

+  Not deviate from the established strategic plan

+  Consider policy as the ultimate determining factor True

+ Al of the above

False
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Module 4. Homeland Security Executive Leadership Skills:
Primal Leadership and Emotional Intelligence (El)

Module 4: Homeland Module Overview
Security Executive

- ’ Examine Leadership in terms of:
Leadership Skills:

« Developmental Perspective (Origins)
+ Physiological Capacity (Limbic System)

Primal Leadership and
Emotional Intelligence + Influence & Communications Analysis
+ Emotional Intelligence (EI) / (EQ)

ip and the Homeland Security Mission

Overview

This module will stress the vital role that emotional intelligence (EI) plays in homeland
security leadership. Specifically, participants will explore the value of EI competencies
to primal leadership (self-awareness, self-management, social awareness, and
relationship management) as executive level tools. These tools enable leaders to foster
positive relationships in formal and informal groups, teams, and networks.

The module will incorporate a historic perspective on the development of leadership and
its primal qualities. Instruction will include an overview of the human limbic system that
governs aspects of El development and utilization. This scientific basis for leadership
will serve as cursory insight into the process of leadership and the skills that tend to
empower individuals as leaders.

Finally, the lesson will articulate the value of primal leadership as a skeleton key. This
key enables leaders to unlock their potential abilities to create organization wide
“resonance” with regard to forming formal and informal networks to further the
homeland security mission. In order to do so, this module will incorporate a simulator
based leadership profile to serve as an example of primal leadership and its application
to homeland security. Utilizing the profile of Winston Churchill during W.W.II, the
simulator will serve as a platform for the discussion of El as a leadership tool. Special
emphasis will be placed on the following EI properties as they relate to the profile:

e Building effective formal and informal networks and teams during crisis
situations through the appreciation of others’ El qualities

e Projecting confidence and inspiring action through self awareness
e Framing perceptions as a primal leadership tool
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Learning Objective Enabling Objectives:

Leaders will be able to apply elements of emotional 4.1 Identify the key elements of Emotional Intelligence (EI)
intelligence and primal leadership to their roles as 4.2 Learn to apply competencies and components of
homeland security leaders. Emotional Intelligence (EI) in leadership roles.
43 Identify Primal Leadership qualities.
4.4 Define the concepts of Resonance and Management of
Meaning.

Learning Objective:

At the conclusion of this module leaders will be able to apply elements of emotional
intelligence and primal leadership to their roles as homeland security leaders.

Enabling Learning Objectives: At the conclusion of this module, participants will be
able to:

4.1 Identify and apply the key elements of emotional intelligence and the
stages and components of group development in building effective
networks

4.2  Apply competencies and components of emotional intelligence/emotional
guotient in their leadership roles

4.3 Identify the primal qualities of leadership

4.4  Define the concepts of resonance and management of meaning
4.5 Wrap up

Test Your Knowledge Test Your Knowledge Test Your Knowledge

Which of the following are key elements of emotional Primal leadership is best described as: Creating harmony in the workplace environment is

intelligence? A) Impacting employees by setting the emotional best described as:
A) Self-awareness tone of the workplace A) Dissonance
B) Self-management B) Not letting emotions play a significant role in the
C) Social-management workplace i . B) Resonance
D) Relationship management C) Keeping your “game face” in times of crisis C) Continuance .
E) All of the above D)B&C D) Potentially counterproductive
E) All of the above E) All of the above

Test Your Knowledge

4.1 Homeland Security: Pandemic Influenza Scenario

+ What is the fundamental issue in

this challenge portion of the
scenario?

+ What issues will you have to focus E
on as leaders?
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4.1: Pandemic Flu Challenge

Discussion gquestions:
e What is the fundamental issue in this challenge portion of the scenario?
e What issues will you have to focus on as leaders?
e What are some steps you may take in the mission areas of Prevention
and Protection?

Application to Homeland Security Leadership:

The pandemic flu vignette is designed to introduce the class participants to the real
issues of fear and organizational paralysis that are a significant threat to operations of
public and private sector agencies involved in homeland security.

Background/Supportive Data

Why does Leadership exist?

« Leadership is Primal

~ Having existed from the beginning; in an
earliest or original stage or state

— A fundamental element that shaped human
society because it provided the stability
necessary for human societies to organize

Discussion Questions:
e Why do we, as people, need leadership?
e Why do you think we have leaders?

e Do you think leadership and the existence of leaders within human
societies is natural or forced upon individuals?

Key Elements of Emotional Intelligence (EI)
e Stability
e Emotional assurance
e Guidance and order
e Enables specialization of individuals in society and the accumulation of wealth

Special emphasis should be given to the idea that strong leadership in early human
societies often corresponded with safety and security. This enabled individuals to spend
less time worrying about protection and basic survival, and focus on developing
specialized skills (farming, craftwork, hunting skills, etc.) that served to improve their
society as a whole. This concept is summarized in the following excerpt detailing the
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writing of ancient Greek Philosopher Plato. In his masterpiece on government, The
Republic, Plato discusses the concept of the natural development of government and by
extension leadership.

Plato’s Natural State

Class Function Contribution to
Society (Virtue)
The producersof | Law abiders/the | Wealth — the doers,
wealth general public makers, the

producers.
Keepers of Order | Law and safety Courage
enforcement

Rulers/ legislators | Law makers and Wisdom — the body
leaders politic

Class Function Contribution to
Society (Virtue)

The producers of Law abiders/the Wealth — the doers,
wealth general public makers, the producers
Keepers of Order Law and safety Courage

enforcement

Rulers / legislators | Law makers and | Wisdom — the body
leaders politic

Chart of Plato’s concept of the “Natural State” (Kreeft, 2004, p.31)

Application to Homeland Security Leadership: Plato’s concepts about the natural
tendency to create a “state” demonstrates the primal need that people have for
organized safety and security. This concept will be used later in the module to explain
the significance of emotional intelligence for homeland security leaders.

Why does Leadership exist?

« Practical Necessity
« Facilitator of the “Natural State”
« Enabler of Specialization

+ Continuously Relevant

* Emotional Assurance
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e Practical — helps facilitate order, safety, and security

e A source of emotional assurance and guidance — in crisis people naturally
look for a leader

e Helps provide freedom for specialization — sound leadership allows people to
specialize their activities and society prospers

e Additional reasons as cited by participants

Churchill Historic Profile

In the spring of 1940 with his nation at war and it's only ally, France, near collapse,
Winston Churchill assumed the post of British Prime Minister. At first glance Churchill
was not especially suited for leadership on the world stage. He was not physically
domineering, charismatic or awe inspiring in any noticeable way. Yet the situation he
faced seemed to require a person of heroic proportions. The United Kingdom'’s
predicament could hardly be any more dire. The Nazi war machine was making its way
across Europe with little resistance, the United States and other powers were reluctant
to intervene, and thousands of French and British troops were trapped at Dunkirk. By
the summer of 1940 France had succumbed to the Nazi invasion and accepted a
settlement with Germany. The United Kingdom now stood alone against Nazi Germany
and an invasion of the British Isles seemed imminent. As Churchill struggled to control a
situation that was desperately deteriorating he found himself facing a dilemma that few
could have anticipated.

With France under Nazi control, the French Navy was tucked away at the Port of Oran
on the Algerian Coast. Despite the heavy losses that French and British troops had
sustained in fighting on the mainland, the French Navy was in remarkably good
condition. Although the British still considered the naval force to be an ally, Churchill
was concerned that after France’s surrender the French naval resources would fall into
the control of the Nazi’'s war machine.

In a desperate effort to prevent what could have been a dangerous shift in power,
Churchill ordered the British fleet to engage the French Navy. At Churchill’'s direction,
the French were ordered to either sail to allied ports, scuttle their ships or join the British
Fleet. When the French commanders refused, Churchill ordered their destruction. In
approximately 10 minutes most of the French fleet was destroyed and nearly 1300
French sailors were killed.
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Churchill had done the unthinkable- he had attacked the remnants of England’s only ally
against the Nazis’. Knowing that he would be vilified by many and doubted by many
more, Churchill found himself in an impossible situation—how would he explain and
justify the necessity of his actions? What would he say to his own people? How would
he convince the world that his nation was the only thing standing between freedom and
Nazi domination of Europe?

Application to Homeland Security Leadership: The scenario that is explored in the
Churchill profile is a historical example of a threat that (Nazi invasion/attacks) held
potentially devastating consequences for homeland security. Although the tactical,
political, and even military issues are discussed in this segment, the focus of the
Churchill profile is the importance of effective leadership and communication when
dealing with a significant threat to homeland security. Regardless of the specific nature
of the threat, the principles of the Churchill example hold true:

e Fear and confusion that can grip organizations and entire civilian populations in
the wake of a threat to homeland security must be addressed in order to better
deal with the actual threat.

e Leadership is a fundamental countermeasure to fear, confusion, and
organizational/community-wide paralysis that may precede a homeland security
threat such as pandemic flu.

Churchill’s Dilemma at Oran

What aspects of leadership would he need to address?

What “primal” elements of leadership do you think the people of England most
needed following Churchill’s actions at the port of Oran?

e What do you think it was about Churchill that made him capable of
making such difficult and controversial decisions? Why did anyone
listen to him?

e Whatis it about modern day homeland security professionals that
makes them seek out the types of positions that may require life and
death leadership decisions? Why are you in the field you chose?

e Why are you in aleadership position? Why do any of your employees
listen to you during a crisis?
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Application to Homeland Security Leadership: Although the specific circumstances
may be different, Churchill’s situation has significant relevance to the threat of pandemic
flu outbreak. Like the Battle of Oran, the prospect of an impending outbreak will likely
result in fear and confusion. If left unchecked, fear and confusion can lead to
organizational and community wide inaction (paralysis) at the exact time when
community action and cooperation are most needed.

4.2: The Physiological Capacity for Leadership: The Limbic System

Physiological Capacity for Leadership

+ What is it about the physiology of people that allows us
to demonstrate the kind of leadership that Churchill
demonstrated?

+ What is it about people that makes them seek out
leadership during a crisis and tolerate the rest of the
time?

e Now that we know that leadership is a primal need for people and societies,
let's examine the part of the human brain that is a receptor for primal
leadership — the limbic system.

e We know why we have leadership — the question we can now address is how
it works. What is it about the physiology of people that allows us to lead and
be led in a uniquely human way?

The Human Limbic System
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