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Fire and emergency management in Australia

Emergency management addresses the potential occurrence of major
emergency situations requiring a whole-of-government approach:
events such as floods, bushfires, cyclones, the consequences of acts of
terrorism or the release of hazardous materials. These situations are
usually characterised by the scope of their impact being community-
wide, with medium-to long-term effects.

(Commonwealth of Australia, 2004, p. 1)
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ABSTRACT

This thesis proposes to make a contribution to the literature concerned
with affect and teamwork in complex work domains. It presents a
detailed analysis of people’s affective experiences in fire incident
management teamwork. This particular work activity was chosen
because it represents numerous aspects of increasingly important
features of high-consequence work environments. In such
environments the work is characterised by high interdependency, time
pressure and a sense of urgency. People working in such domains are
susceptible to being emotionally charged, particularly when the
potential consequences are high. Given the complexity and duration of
events, it is also likely that they may be influenced by emotional
exhaustion. Understanding the role of affect is, therefore, particularly
important in this work domain and others like it.

The position taken in this thesis is a sociocultural one and is based on
the assumption that people and their contexts cannot be separated.
Hence, the experiences of the work context (e.g., as represented by
organisational structures and organisational cultures) influences the

affective states of incident management personnel.

In addition, there is a relationship between individual affect and
collective affect as it plays out in teamwork. Fire incident management
teamwork provides an excellent example of the way in which the
affective states of incident management team members are interpreted
collectively and feed into prevailing norms and values of certain groups

that then become positive or negative group stereotypes.

This thesis is based on a qualitative study. Semi-structured interviews
(n=70) were conducted across four states in Australia with experienced

incident management team personnel. Participants were asked to talk



about their experiences when engaged in incident management
teamwork. Using a qualitative theory building approach, the data was
examined for people’s affective experiences whilst engaged in work
activity. The way in which organisational cultures are socially
constructed within people’s affective experiences and work activity

were also examined in the data.

The study seeks to extend existing literature and understanding in the
following ways. First, by elaborating the linkages between affect
(manifested in descriptors of moods and emotions) to constructs such
as collective efficacy and team cohesion which are typically
cognitively framed. Second, by examining the intersection between
individual and collective experiences and the way in which these are
mediated by individual and collective affect. Finally, the thesis makes a
contribution to the emerging body of literature about the role of affect
in the workplace. In the domain under study, for example, the role of
affect in emergency incident management teamwork is very present but

not readily discussed.

The research concludes by highlighting the importance of the
interconnections between affect and culture and the roles both play in
teamwork. The thesis presents a model illustrating the ways in which
individual and collective experience of affect may be built into models
of teamwork. Many models of teamwork in the literature pay lip
service to the affective domain but do not systematically examine how

affect contributes to enabling and constraining teamwork.

Through the conceptual models of team differentiation, team
fragmentation and team integration, the thesis shows how collective
affect can either enable or constrain teamwork performance. The thesis

concludes with a discussion about the implications from the findings



for practitioners, leaders, trainers, professional developers, policy
developers and future research.



ACKNOWLEDGEMENTS

To all those people who participated in this study, | extend my
appreciation to you all. A sincere thank you for taking time out of your
busy schedule to share your lived experiences with me; without your
stories there would be no thesis! It is my hope that this study, if only in
a small way, will make a difference to incident management teamwork,

so that you will each benefit.

To my supervisor, Dr. Christine Owen, who was there from the
beginning of my journey and encouraged me to 'keep going'! Thank
you so much for your patience, understanding and empathy during
some difficult times in my personal life. 1 would also like to extend my
gratitude to you for sharing your expertise and constantly asking the
hard questions to challenge me and develop my thinking. Your
encouragement and support over the years, not only with my research,
but also with conference presentations has also been greatly

appreciated.

I would also like to thank my co-supervisor Professor Douglas Paton
for providing valuable feedback on my chapters and my nephew
George Mondon who so kindly gave up his valuable time and spent

many late nights proof reading.

I would like to extend a special thank you to my friends (and
colleagues) Debbie VVogel and Kirsty Vogel for the support and
encouragement you have both given me. | am so appreciative that you
both gave up your valuable time to format and reference check this
thesis. Without your in-put this thesis would not aesthetically be at the

standard in which it is presented here.

To my friend Tanya Murphy, thank you for patiently listening to me as

I enthused and agonised over my work. Your support and



encouragement gave me the focus and energy | needed to complete this
thesis. The hours you spent to assist with data entry and data checking

to ensure there were no errors is also greatly appreciated.

To my partner David Nicholas, thank you for your love, patience and
support, and for giving me "time-out™ especially over the last 12
months. Without you being so understanding | would not have been
able to complete this thesis. The hours you spent turning my hand
scribbled conceptual models into polished readable graphics is also

greatly appreciated.

To my children, Amy, Casey and Samuel thank you so much for your
love and encouragement. To my beloved mother who sadly passed

away before I finished this journey, "Mum, guess what? | made it"!



CONTENTS

Chapter 1

11 Introduction to the StUdY ........ccooiriiiie 17
1.2 What is affect and why is it important? ............cccocveveiierveiennn, 18
1.3 High-intensity, high-reliability, high-performance work ........... 21

1.3.1 Teams engaged in high-intensity, high-reliability work
ACTIVITIES .. 22
1.4 Self-efficacy beliefS.......cccovviiiiiiee e 23
1.5 Collective efficacy beliefs ..., 24
1.6 CONBSION ..ot 25
1.7  Researching affect in working life..........ccccoooiiinininiiinn, 25
1.7.1  The importance of a sociocultural context in affect............ 28
1.7.2  The context of fire and emergency management ................ 29
1.7.3  Defining affect in work activities............cccveveveriveivernnnnnn 30
1.8 The focus Of the StUAY .......ccceeeiiieiiieee e 31
1.8.1 The aims of the StUdY ......ccccceevveiiiiere e 32
1.8.2  ReSearch qUESHIONS .......ccccueiieriiiiesierieee et 33
1.8.3  The importance of the study...........cccccvevvviiiieie i, 33
1.8.4  Summary of the process of the research.........c...cccccovernnne. 34
1.9  Organisation of the theSiS .......cccccvevviiiiiicir e 34
1.10  Chapter SUMMAIY.......cccueiierieaieiieesiesieesiee e see e ssee e see e e 36

Chapter 2

2.1 INEOAUCTION ..o 38
2.2 SCOPE ittt ettt n e b e nr e re e 38
2.3 Affect and performance.......c.cccevviieeieiiesieese e 39
2.3.1  Affect and its mediating effects on performance................. 39
2.3.2  Affect and group/team performance...........ccccccevveververnnnne 41
2.4 Stress, burnout and performance .........c.cccoceeveiienennesieneeenens 49
2.4.1  Stress and performance ........cccocveveeeereeresiie s e 49
2.4.2  Burnout and team performance..........ccoecevverienenenneeniennn 50
2.5  Efficacy beliefs and performance..........cccoocevvvieviiieiiienneieenn, 55
2.5.1  Self-efficacy and performance ..........cccoecevvvneencnieneenienn 55

2.5.2  Collective efficacy/team efficacy and team performance...57
2.5.3  Collective efficacy/ team efficacy, interdependency and

PEITOIMANCE.......ei e 59

2.5.4  Collective efficacy, cohesion and performance .................. 61
2.6 Teams and team effectiveness ........ccccveervereicieieece e 69
2.6.1  TRAIMS ..ottt 69
2.6.2  Team effectiveness models .........ccccccvvveveiieiecnn e 70
2.6.3  TEAM INPULS .....eiiiiiiciie it 72
2.6.4  Team processes and Mediators........cccooveveeeereernseereereennns 75

2.6.5  TEAM OULCOIMES ...ttt e e e e e e e e e e e e eaneeennnns 76



2.7 Chapter SUMIMAIY ........coveueieerieeieseesieeeesseessesseesseessesseesseaseessens 77

Chapter 3

3.1 INEOAUCTION ..o 80
3.2 Researcher’s stance and JOUMMEY.........cccouereeriereenenieeseesieseeneens 81
3.3 QUuAlItatiVe INQUITY ..ccvveveeeeeieeie e 83
3.3.1  Layder’s (1993) research map.........cccoeeevenernieniesiensineneennns 85
3.4 Evaluation of the research ..........cccceoeveiinen i, 87
3.5  Ethical conSIAerations..........cooveeeiienenieniese e 90
3.6 The reSEarch PrOCESS.......ccuiiverieeiereerieeiese e e eee e ee e sre e nnees 92
3.6.1 Phase 1: Identifying the problem ..o 92

3.6.2  Phase 2: Immersion in fire and emergency management
and data COleCtion..........cccvvriiiiiii 93
3.6.3  Phase 3: In-depth data analysis and writing up thesis......... 94
3.7 MethodolOgy......cooeiieiiiiesiece e 94
3.7.1  Recruitment of partiCipants ..........cccccevvvereriieneerinsieeseerienns 94
3.7.2  Sampling fOr INTEIVIEWS .........cocveiiiiiiieesie e 94
3.7.3  Data COIECHION. ..o 95
3.7.4  INtErVIEW QUESTIONS ....oovieiieiiieiiieie e 96
3.8 Data analySiS......cccciiiieiieieiiere e 98
3.8.1  Step 1: Organise and prepare the data for analysis ............. 98
3.8.2  Step 2: Code words, phrases, sentences and paragraphs.....98
3.8.3  Step 3: Begin a detailed analysis..........cccceevveviviieeiiecnnnnn, 99
3.8.4  Step 4: Analyse the data within NVIVOS......................... 101
3.9  Limitations of the Study .........ccceveiiiiiiii e, 103
3.10 Protocols used in this thesSiS...........ccoovveriieniiinieee 104
3,11 Chapter SUMIMAIY .......coiveeierieesieeiesieesieeee e sieeseesseeseeeneesseesaeans 105

Chapter 4

4.1 INEFOTUCTION ..o 106
4.2  Elements that contribute to bushfires in Australia.................... 107
4.3 Bushfire management in Australia ..........ccccoooevieniininniiinnnnn, 109
4.3.1  Authority and coordination ............cccceeeevieerieeresieeseenieneenn 109
4.3.2  Responding to bUSNFIFES ........cccoeiiiiiiiiiiireee e, 110
4.3.3  Control and support roles .........ccccoevveveviierieeiesiese e 111
4.3.4  Incident management framework............cccoceveiinniiniinnnn, 112

4.4  The integration of incident management teams (IMTs) with
The Australasian Inter-service Incident Management System

(ATTMS) e 112
4.5  Classification of an inCident ..o, 115
4.6  The formation of an incident management team...................... 117

4.7  Roles and responsibilities of key personnel within incident
MANAGEMENT .....eiieiiiie ittt 120



4.7.1  Roles and responsibilities of key personnel within the

incident management team...........ccovveerernieeiiesie s 121
4711 Incident Controller ..., 121
4.7.1.2 Planning OffiCer.......ccoooviiiiiiee e 121
4.7.1.3 Operations OFfiCer .......ccccvvvvvereiieir e, 122
4.7.1.4 LOgiStiCS OFfICer ......oieeiieice e 122
4.7.2  Roles and responsibilities of key personnel within
incident management on the fireground.............ccccccevenee, 123
4721 Division Commander ..........cccoveveieneneniniseeeenieens 124
4.7.2.2 Sector CommaNder.........cocveveeiiiienieie e, 124
4.7.2.3 Strike Team, Task Force and Crew Leaders.............. 125
4.8  Equipping personnel to manage inCidents..........ccoceveervieenen, 125
4.9  Training in firefighting and incident management................... 126
4.9.1  Training for incident management personnel.................... 127
4.10  Chapter SUMMAIY......cceiiveieiieieere e see e eee e sae e see e eeesnens 128
Chapter 5
5.1 INTrOQUCTION w.oviiiiiiieieee e 131
5.2 Preparing for the unknown ..........cccccovveiinnniencse e, 132
5.3  Gaining control of the UNKNOWN ...........ccceeeiieieiie e, 133
5.3.1 Thegendering of fir€........ccooviiiiiiinieiinee e, 137
5.4 Sense of aChieVEMENt ...........ccocvviviiiiii e 141
55  Managing PreSSUIE........ceruererrueeriereesieeieseesieeseesseesseeeessesssens 143
56 Managing the gaze........cccccveeiieii e 146
5.7  Managing vulnerability..........ccccoooiriiiiiiiiei e 147
5.8  Managing adVerSity .......ccccceeiiveieiiieseeresee e 150
5.9 Managing engagement.........ccoocuererirreerienieenee e 151
5.10 Chapter SUMIMAIY ........cocverueeieieeieeeesieeseeseesseeseesseesseessesseesseens 152
Chapter 6
6.1 INErOUCTION ..oveiiiiiciee e 154
6.2  Groups in fire and emergency management...........cccceevereennenn. 157
6.2.1  Organisational and goal differences...........cccccevvvevvrrennnnn. 158
6.2.1.1 The cultural symbolisation of artefacts...................... 161
6.2.2  Differences between fire services and their purposes....... 163
6.2.3  Differences between fire services and their operational
TACTICS ..ttt e 164
6.2.4  Organisational structures and its impact on culture .......... 166
6.2.4.1 Hierarchy and power relationships .........ccccceeverienen. 167
6.2.5 Employment relationships.........cocvviiiiiiiniiicieen, 173
6.3  Shared histories Of eXPerienCe........cccovveveeieiveie e, 176
6.4  SOCIAl IAENTILY .....ooviiie e 182

6.5  Chapter SUMMAIY........ccovevueiieieerie e e eiesee e see e e 183



Chapter 7

7.1 INtrOAUCTION ..o e 186
7.2 The sociocultural mediation of affect and collective
PEITOIMANCE ...t 188
7.2.1  Team differentiation ..........ccoceoevereneneneniseseseeee, 190
7211 Working in Sil0S........cooviiiiiiii e 193
7.2.2  Team fragmentation ...........ccccoovviveresiesieese e, 196
7221 Experiencing diSUNIty .........ccoccevveeveninnieenene e 198
7.2.2.2 Team fragmentation and negative stereotypes........... 201
7.2.3  Team integration ........cccocceiirieeieenenie e 207
7.2.3.1 Collective elements that connect to team orientation 210
7.2.3.2 Experiencing iINClUSION..........cccovvviiiiiiiieiee e 211
7.2.3.3 EXPeriencing UNity ......cccccveveeeeiieere e 213
7.2.34 Experiencing FlUIAItY ... 214
7.2.35 Elements that connect to collective sense-making.....217
7.3 Towards a sociocultural model of affect for incident
management teaMWOIK ...........ccevvivereeresee e 220
7.3.1  Incident management team INPULS..........ccoecvriereeriesnnnnnn, 222
7.3.2  Incident management team mediating processes .............. 225
7.3.3  Incident management team OUtCOMES ..........cccceevivreiveernnen. 227
7.3.3.1 A sociocultural model of affect for incident
management teamwork ..........cccooevereeiieennnin e 229
7.4 Chapter SUMIMAIY ......c.coiverueeeeieeieeeesieeseeseesseeseesseesseesesseessens 234
Chapter 8
8.1 INrOAUCLION ..o 236
8.2 Synthesis of fINAINGS ....cccoveieiieiice e, 237
8.3  Implications of findings for practitioners, leaders, trainers,
professional developers and policy makers...........c.cccceeeevennenn. 246
8.3.1  In-groups and out-groups and their impacts in terms of
AFTECT..oeeee 247
8.3.2  Fragmentation and its impact on teamwork and affect .....248
8.3.3  Safety culture and its impact on collective affective
EXPEIIEICES ...ttt stee ettt be e sre et neesnee e e 249
8.3.4  Perceived differences on training and its impact on affect251
8.3.5  The impacts of incident management on wellbeing.......... 252
8.4 FULUIE rESEAICH ....cveiviiiieece e 253

R (=] =] 10X T 255



