The following notes were compiled for a webcast for Fire Prevention Education Team Leaders in 2013. This presentation was one portion of the webcast and lasted about 10 minutes. Presentation by Jim Funk

Team Leader Checklist

Pre-assignment arrival call with host:
· Confirm receipt of assignment and team composition (Core team)
· Exchange contact information and get in-briefing instructions
· Request 15 minutes of host time to discuss the assignment expectations
· Determine if local agency resources are being added to team and if there is an expectation to train individuals in prevention team operations
· Discuss objectives to be accomplished
· Request a general overview of the situation and host needs
· Determine if there is a delegation of authority (DOA) already drafted or if the host needs assistance in designing a DOA in line with their intended strategy
· Develop a sense of the budget availability
· Understand host composition – single agency or interagency effort
· Determine if assignment is media oriented, product oriented, or community engagement based
· Discuss possible team additions to attain the objectives – additional PIO, LEO, website specialist or on-site graphics person
· Listen to host requests for appropriate dress, strategies, cultural concerns and other issues of concern
· Ensure logistics are in place for team arrival or if this is team responsibility
· Confirm what you heard and invite additional contact prior to assignment if needed

Team and Host Interaction

It is very important to understand that you are an invited guest resource to the host unit. You have expertise that can assist the host in accomplishing their prevention strategy. Listen first, ask questions, and then provide input to the strategy. The host has the final say in the direction of the team. What worked in another assignment may not be what this host is looking for.

Establish a strong rapport with the host agency and all contacts during the assignment. Respecting the input and wishes of the host is vital to team success. Listen to local stakeholders to guide the decision process. Good relations with the host allows for better exchange of ideas and input from the team to accomplish objectives. 

It is very important to demonstrate you are a team with defined leadership, assigned roles, and a disciplined organizational approach. Regular meetings with the host, especially early in the assignment, relieves anxiety, and lets the host know you are moving in a direction compatible with host needs. Any significant change to the approach of the assignment is cleared with the host. In essence, ensure the host knows what is going on and has input to the process.

It is appropriate and necessary to keep key individuals informed of team progress. This is usually done in the form of daily reports. Hold personal visits with the host or at least phone calls, if deemed appropriate. Ask the host who needs to be included in the distribution list for the daily reports. In some cases the host asks that all daily reports be sent to them and they would distribute.

A primary goal of a prevention team is to satisfy the needs of the host, leaving them with a positive team experience. Accomplishing this one goal promotes the national prevention team effort, adds credibility to the usefulness of teams to work within any environment, and builds on the agency’s understanding of how a prevention team is an asset to their prevention program. Most importantly, get good things done.

Follow-up phone calls with the host weeks after the assignment prove fruitful. The host has the opportunity to think through the results of the team, get agency feedback of the interaction, and to develop other questions. The call lets the host know that the team was there to add to the long-term results of the agency and cares about the effect the prevention actions had on the area. The conversation also helps the host in future decisions to bring in a team.


Supervisory Skills - How to deal with issues and challenges of managing others

I have been very fortunate to not have any significant personnel issues on assignments. Little stuff always happens, yet is manageable.

Agencies like to build their own capacity by placing individuals on the team to assist with local information and learn about teams in the process. A resulting issue is members not knowing what a team was for or how they were expected to function. For me this has been normal and I welcome the added assignment.

In order to minimize conflicts and issues in such assignments I spend up-front time to work with the new members and get them comfortable with the assignment. Important measures are:
· Assess the member knowledge of teams immediately.
· Explain team function, organization, ground rules, and objectives first.
· Discuss specific talents of the member and explain how you intend to use them in the assignment.
· Involve the member in the process of discussions, decision-making, administration, and operational achievement.
· Check with the member early and often to make sure they are comfortable with the team and their assignment.
· If they are a local resource, use them to provide the local input and guide the direction of team effort to assist the agency toward their prevention strategy.
· Have regular meetings that are meaningful and respectful of the team and agency’s time.

One of the issues encountered is a member not being able to separate from their normal duties and assignments while being on the team. This happens when the member’s supervisor does not understand how the team functions or when the member has not been part of a team before. Try to get focused time for the member to relieve stress and help in team accomplishment. 
I suggest the following to head off this issue.
· Make the ground rules clear from the beginning. The hope is to get full time participation to the team.
· Ask all members early if there are things that may interfere with devoted time to the team. Experienced teammembers work out time conflicts in advance of the assignment.
· Even in the best circumstances, there are things that come up that are mission-critical for their agency. Some can’t be avoided. Minimize this as much as possible.
· Also ask if there are other things going on with their lives that might be a mental distraction from their performance on the assignment. As the team leader you don’t have to know all the details, yet it is beneficial for everyone concerned if they let you know what is going on. Examples may be family medical issues, elder care, selling a home, or home weather conditions. Any situation distracting from a member’s focus can be a safety issue. I find that when the member is open about their personal issues, they are more relaxed about taking a few minutes from the team to handle the situation.

Issues with the host agency can arise. Most instances come from a misunderstanding or lack of communication. 
· Pay attention to what is said in the initial briefing and follow-up conversations about the direction of the team.
· Use the team’s strategy plan to address the objectives of the host to get a sense of satisfaction with the team direction and management.
· Hold a face-to-face meeting with the host representative at the first sign of discontent with team performance.
· Clarify the issue and make adjustments to resolve the issue. Keep the host up-to-date on progress.

Serious personnel issues must be treated immediately, with a fair process, and documented.
· Safety and legal compliance are covered in the initial meeting with team members and brought up throughout the assignment in safety briefings or periodic advisories.
· Teams are responsible for adhering to state and federal regulations in regards to vehicle safety, sexual harassment, and other applicable laws. They are normally listed in the Delegation of Authority. Don’t gloss over this.
· Violations of these laws must be dealt with immediately without exception.
· Initial counseling can be the first step unless the offense is severe or criminal.
· After counseling or other action, the event is documented. It is advisable to report the issue to the host agency with written notification of how the event was handled.
· As team leader, if you feel the offense is not resolved, do not hesitate to notify the host agency and recommend the individual be sent home. A team is better off without one individual than to have the team exposed to potential harm. Notifying the member’s home unit is advisable and explaining the situation to the member’s direct supervisor.
· Document everything.
· Shelter the team from abuse or backlash of the incident. Keep them involved in positive and productive work. Handle the incident as discretely as possible. Inform the team of the final decision and an overview of the situation without the details. It is a personnel matter and they shouldn’t be involved any more than they have to.

8 minutes

Summary

· Be clear on the objectives of the host agency and involve the team in the process of decision-making to accomplish the objectives.
· Take the time to train and involve new members to the process and function of the team. Make ground rules well known.
· Lead by example, utilize the resources of the team, and share all accomplishments as a team.
· Focus on results for the host and leave a positive impression of the team.
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