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""In a hierarchy every employee tends In a hierarchy every employee tends 
to rise to his level of incompetence.to rise to his level of incompetence.““

Dr. Laurence J. PeterDr. Laurence J. Peter
Author of Author of ““The Peter PrincipleThe Peter Principle””

““In many cases, the least competent, In many cases, the least competent, 
least smart people are promoted, least smart people are promoted, 
simply because theysimply because they’’re the ones you re the ones you 
dondon’’t want doing actual work.t want doing actual work.””

Scott AdamsScott Adams
Creator of Creator of ““DilbertDilbert”” and Author of and Author of ““The Dilbert PrincipleThe Dilbert Principle””
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The ProblemThe Problem

Stated simply Stated simply -- EMS tends to promote EMS tends to promote 
people who have been there the longest people who have been there the longest 
as opposed to those with managerial as opposed to those with managerial 
education or trainingeducation or training
So how do So how do youyou avoid the being a victim or avoid the being a victim or 
example of the Peter Principle  (and/or the example of the Peter Principle  (and/or the 
Dilbert Principle)?Dilbert Principle)?
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OverviewOverview
(or what you will need to know)(or what you will need to know)

Organizations: Structure, Cultures & Organizations: Structure, Cultures & 
BehaviorsBehaviors
Understanding the ChallengesUnderstanding the Challenges
Evaluating Your EMS Agency / SystemEvaluating Your EMS Agency / System
Understanding and Handling Change  Understanding and Handling Change  
Leadership and managementLeadership and management
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You are in chargeYou are in charge……now what?now what?

Do you know what to do?Do you know what to do?
Do you know your Do you know your 
organization?organization?
Do you understand the Do you understand the 
challenges of successfully challenges of successfully 
running it?running it?
Do you understand the Do you understand the 
challenges facing the challenges facing the 
field of EMS globally?field of EMS globally?
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Is This Your EMS AgencyIs This Your EMS Agency…………??

Over 100 years Over 100 years 
of tradition, of tradition, 

unimpeded by unimpeded by 
progress!progress!
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…………Or is this?Or is this?

TeamTeam--work:work:
““the joint action by a the joint action by a 
group of people, in group of people, in 
which individual which individual 
interests are interests are 
subordinate to the subordinate to the 
groupgroup’’s unity and s unity and 
efficiencyefficiency””

WebsterWebster’’s Dictionarys Dictionary



2009 VA EMS Symposium2009 VA EMS Symposium

OrganizationsOrganizations
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OrganizationsOrganizations

A system that coordinates:A system that coordinates:
PeoplePeople
JobsJobs
TechnologyTechnology
Management Management 
PracticesPractices
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Organizational BehaviorOrganizational Behavior

The study of human The study of human 
aspects of an aspects of an 
organization, which organization, which 
includes:includes:

Individual behaviorIndividual behavior
Group behaviorGroup behavior

Outcome equals Outcome equals 
organizational structure, organizational structure, 
culture and processculture and process
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Examining Your OrganizationExamining Your Organization

How are tasks assigned?How are tasks assigned?
Rules (SOPs/ByRules (SOPs/By--laws)laws)
Authority & ResponsibilityAuthority & Responsibility

Is there always someone Is there always someone 
steering the boat?steering the boat?
Is it the right person? Are Is it the right person? Are 
you the right person?you the right person?
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Organizational CultureOrganizational Culture
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Organizational CultureOrganizational Culture

All organizations have a culture and no All organizations have a culture and no 
two are the same two are the same -- it's what makes it's what makes 
working with or for each organization working with or for each organization 
unique. unique. 
Organizational (or corporate) culture is the Organizational (or corporate) culture is the 
beliefs, values, and symbols that a beliefs, values, and symbols that a 
company uses to define itself.company uses to define itself.

““How things are done around here." How things are done around here." 
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Organizational CultureOrganizational Culture

This culture is determined by:This culture is determined by:
BeliefsBeliefs
PhilosophiesPhilosophies
ValuesValues
BehaviorsBehaviors
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ChallengesChallenges
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Know the ChallengesKnow the Challenges

Operations SideOperations Side
Guidelines / policy developmentGuidelines / policy development
Staffing patterns /unit deploymentStaffing patterns /unit deployment
Recruitment / retentionRecruitment / retention
Increasing / Changing type of callsIncreasing / Changing type of calls

Demands of an aging and more informed Demands of an aging and more informed 
populacepopulace

Quality ImprovementQuality Improvement
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Know the ChallengesKnow the Challenges

Administration sideAdministration side
Money, money, moneyMoney, money, money

Billing, budgeting, grants, even auditsBilling, budgeting, grants, even audits

Local, regional, state and federal lawsLocal, regional, state and federal laws
Quality Improvement Quality Improvement 

Yes Yes –– for business activities too!for business activities too!
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Know the ChallengesKnow the Challenges

This doesnThis doesn’’t only mean understanding just t only mean understanding just 
what's impacting what's impacting youryour EMS agencyEMS agency

Area/system Area/system 
StatewideStatewide
NationallyNationally
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ChangeChange

““It is not necessary It is not necessary 
to change.to change.
Survival is not Survival is not 
mandatory.mandatory.””

W. Edwards W. Edwards 
Deming Deming 
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ChangeChange

Change is universalChange is universal……....
Has everyone on the room experience some Has everyone on the room experience some 
degree of change on their EMS agency ?degree of change on their EMS agency ?
Is your agency the same as it was 5 years Is your agency the same as it was 5 years 
ago? 10 years ago?ago? 10 years ago?
Tell me about it Tell me about it 
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ChangeChange

……But it is the most feared component of But it is the most feared component of 
leadershipleadership

You need to be a You need to be a ““master of change.master of change.””
How you look at change will largely How you look at change will largely 
determine how you react to it. determine how you react to it. 
Change and challenge bring constant Change and challenge bring constant 
opportunities to grow and improve. opportunities to grow and improve. 
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Process of ChangeProcess of Change

Stage 1 Stage 1 –– Unfreezing / UnlockingUnfreezing / Unlocking
Breaking the habit, disturbing the Breaking the habit, disturbing the 
equilibriumequilibrium
Leads to uneasiness, feeling frightenedLeads to uneasiness, feeling frightened
Results in anger and defense of status Results in anger and defense of status 
quoquo
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Process of ChangeProcess of Change

Stage 2 Stage 2 -- MovingMoving
Reduce threat and break barriersReduce threat and break barriers
Provide informationProvide information
New group identityNew group identity
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Process of changeProcess of change

Stage 3 Stage 3 –– Refreezing / ReRefreezing / Re--lockinglocking
New feelings and responses become New feelings and responses become 
comfortable for the individual and are comfortable for the individual and are 
reinforced by others. reinforced by others. 
Change now becomes status quo.Change now becomes status quo.
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LeadersLeaders
& & 

ManagersManagers
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DefinitionDefinition

What is leadership ?What is leadership ?
““....the ability to persuade through the ability to persuade through 
process, or encourage through example, process, or encourage through example, 
individuals with similar shared objectives individuals with similar shared objectives 
to achieve outcomesto achieve outcomes””

WebsterWebster’’s Dictionarys Dictionary



Another DefinitionAnother Definition

““Leadership is the art of getting Leadership is the art of getting 
someone else to do something someone else to do something youyou

want done because want done because hehe wants to do itwants to do it””

-- Dwight D. EisenhowerDwight D. Eisenhower
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So what makes a leader?So what makes a leader?

Tend to learn by experience Tend to learn by experience 
(usually what not to do)(usually what not to do)
Leadership is not formally taught to EMS Leadership is not formally taught to EMS 
(unlike the other emergency services)(unlike the other emergency services)
What attributes do leaders share ?What attributes do leaders share ?
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Making the GradeMaking the Grade

Leadership needs:Leadership needs:
VisionVision
Strong communication skillsStrong communication skills
PassionPassion
Integrity Integrity (consistently ethical behavior)(consistently ethical behavior)

DiplomacyDiplomacy
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Making the GradeMaking the Grade
Leaders (the good ones) are: Leaders (the good ones) are: 

ConsistentConsistent
LearnersLearners
Positive / ConstructivePositive / Constructive
BigBig--picture thinkers/visionarypicture thinkers/visionary
Open minded Open minded 

Not the Not the ““We've always done it that wayWe've always done it that way”” or  or  
““We've never done it that way beforeWe've never done it that way before””
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Making the GradeMaking the Grade

Know your people Know your people –– and apply them and apply them 
accordinglyaccordingly

Appoint talented administrators, Appoint talented administrators, 
preferably stronger than yourself preferably stronger than yourself 

Be 100 % committed to the Be 100 % committed to the 
organizationorganization

Embrace errors and learn from setbacks Embrace errors and learn from setbacks 
Remove obstaclesRemove obstacles
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Making the GradeMaking the Grade

Ask questions and LISTEN !!Ask questions and LISTEN !!
Encourage dissent (constructive) Encourage dissent (constructive) 
Keep people involvedKeep people involved
Be ethical Be ethical 
Encourage other leadersEncourage other leaders
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““I'm slowly becoming a I'm slowly becoming a 
convert to the principle convert to the principle 
that you can't motivate that you can't motivate 
people to do things, you people to do things, you 
can only demotivate can only demotivate 
them. The primary job them. The primary job 
of the manager is not to of the manager is not to 
empower but to remove empower but to remove 
obstacles.obstacles.””

Scott Adams Scott Adams 
(Creator of Dilbert)(Creator of Dilbert)
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DefinitionDefinition

What is a Manager?What is a Manager?
““A Manager is the person responsible for A Manager is the person responsible for 
planning and directing the work of a group of planning and directing the work of a group of 
individuals, monitoring their work, and taking individuals, monitoring their work, and taking 
corrective action when necessary. For many corrective action when necessary. For many 
people, this is their first step into a people, this is their first step into a 
management career.management career.””

WebsterWebster’’s Dictionarys Dictionary
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Traits of a Good ManagerTraits of a Good Manager

DiplomacyDiplomacy
PatiencePatience
Communications skills Communications skills 
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Making the Management GradeMaking the Management Grade

Do not think of yourself as a 'Boss' Do not think of yourself as a 'Boss' 
Lead by example Lead by example 
Learn to delegateLearn to delegate
Resist the urge to micromanage Resist the urge to micromanage 
Give an opportunity for your team to give Give an opportunity for your team to give 
you input on what they think of you you input on what they think of you 
Recognize individuals and teamwork Recognize individuals and teamwork 
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Leader or Manager?Leader or Manager?

Leaders:Leaders:
InnovateInnovate
CreateCreate
DevelopDevelop
ChallengeChallenge

Managers:Managers:
AdministerAdminister
FollowFollow
MaintainMaintain
CooperateCooperate
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Leader or Manager?Leader or Manager?

LeadershipLeadership
occurs whenever one occurs whenever one 
person attempts to person attempts to 
influence the influence the 
behaviorbehavior of an of an 
individual or group individual or group 
regardless of the regardless of the 
reason.reason. Broader Broader 
concept than concept than 
management.management.

ManagementManagement
process of working process of working 
with and through with and through 
individuals and group individuals and group 
and other resources and other resources 
such as equipment, such as equipment, 
capital, and capital, and 
technology to technology to 
accomplish accomplish 
organizational organizational 
goals.goals.
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Leaders Leaders && ManagersManagers
““Managers, by their very nature, thrive on control Managers, by their very nature, thrive on control 

therefore anything that they perceive as costing therefore anything that they perceive as costing 
them control is unsettling and is to be avoided ... them control is unsettling and is to be avoided ... 
managers do not allow themselves the luxury of managers do not allow themselves the luxury of 
failure whereas a leader will try, fail and try again failure whereas a leader will try, fail and try again 
all the while learning new and valuable lessons. all the while learning new and valuable lessons. 
The manager on the other hand learns only one The manager on the other hand learns only one 
lesson in lifelesson in life——don't faildon't fail——and to ensure nonand to ensure non--
failure managers seldom take risks."failure managers seldom take risks."

-- Harvard Business ReviewHarvard Business Review

EMS is in dire need of bothEMS is in dire need of both
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ResourcesResources
Books Books ––

First Time ManagerFirst Time Manager
Lorin Belker and Gary TopchikLorin Belker and Gary Topchik

The 7 Habits of Highly Effective PeopleThe 7 Habits of Highly Effective People
Stephen CoveyStephen Covey

National Fire Academy Classes National Fire Academy Classes --
Advanced Leadership Issues in EMSAdvanced Leadership Issues in EMS
Management of Emergency Medical ServicesManagement of Emergency Medical Services
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Closing ThoughtsClosing Thoughts

““A good leader inspires people to have A good leader inspires people to have 
confidence in the leader, a great leader confidence in the leader, a great leader 
inspires people to have confidence in inspires people to have confidence in 
themselvesthemselves””

--UnknownUnknown
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Thank You !Thank You !

rbarishansky@gmail.com rbarishansky@gmail.com 


