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The mission of the Oregon Office of Rural Health is to improve the quahty avallablllty and accessibility of health care for rural Orego nians
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Webinar Logistics

* Audio will be muted for all attendees at the beginning of the webinar.

* However, this is meant to be an interactive session with discussion, so feel free
to raise your hand and unmute, and you can also post your question or

OME
comment in the chat. WELC

« We encourage you to leave your camera on; it helps us feel connected!

* Presentation slides and recordings will be posted shortly after the session at:
https://www.ohsu.edu/oregon-office-of-rural-health/emergency-medical-
services-programs.
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Aarron Reinert, MA, NRP

« Nationally known facilitator and master teacher
* Expert in EMS leadership and management

* Consultant with expertise in
o EMS financial viability
o System Design
o Rural EMS applied best practices (i
O
S

The unique challenges facing rural EMS

Guiding

afeTechSolutions
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Aarron Reinert, MA, NRP

Aarron is nationally known as a facilitator, master teacher, and expert in EMS leadership,
management, financial viability, system design, and applied best practices in rural and
small-town EMS systems.

He's worked in EMS for over 35 years and is the executive director and chief of
EMS for a critical care ALS ambulance service in a suburban, rural, and super-rural region
of Minnesota and Wisconsin. He understands the unique challenges facing small-town
ambulance and first-response services.

Using the tools of deep listening, facilitation and strategic planning, Aarron
helps ambulance services and communities build sustainable and reliable EMS that strikes
the necessary balance between finance, customer service, employee & volunteer
satisfaction, and community awareness.

Aarron's skillset and expertise are regularly in demand in his roles as facilitator, Q

S

EMS management consultant and lecturer.

Aarron's recognized understanding of current EMS issues has led to his
appointment as chairperson of the National EMS Advisory Council by the U.S. Secretary of
Transportation and election to serve as President of the American Ambulance Association.

afeTechSolutions
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Influencing Performance
Through Conversations

A Study of Drama and Toxicity

QSafeTechSolutions Leadership Academy

EMS LEADERSHIF & SUPERVISOR ACADEMIES



Ten Essential Conversations

Discipline
not a
conversation
| l I l I
Connecting | Encouraging Influence Mentoring Coaching
Expectations Storytelling Accountability Tough Call Investigation
(lSafeTechSolutions Leadership Academy
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What are the critical skills needed to
influence a productive Conversation?

Lets discover them together!

(ISafeTechSolutions Leadership Academy
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Five behaviors you encountered
What worked and what didn’t?

Anti-management
Silence

Victim

Denial

Friend

Not safe

Did we miss any?

(ISafeTechSolutions Leadership Academy
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Key points about successful
influencing conversations

You are in charge

Most responses are about distraction

Often need a number of the strategies together

You get better with practice

You will need the tools less the more you practice them
Must be a top-down approach

When possible, we should never be alone

Your success is directly tied to your preparedness
Separate the stimulus from your response

QSafeTechSolutlons Leadership Academy
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Goals and objectives

— What is the shortcoming, exactly

— How does it affect the organization

— Expectations

— Possible educational needs

— Be ready to listen (listening, hearing and bearing witness)

(ISafeTechSolutions Leadership Academy
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Leading and Managing Performance

 What is drama (distracting noise)
* What is toxicity (punching holes in the hull of our ship)
* How would you address each and why?

(ISafeTechSolutlons Leadership Academy
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Proactive Steps
* Developing a plan

“Begin with the end in mind”

- Stephen Covey

(ISafeTechSolutions Leadership Academy
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Crucial Conversations

Investigation vs discipline

BIFF

Two sides of the story

Three path

Big words

Union

Nice vs kind

Fair vs equal

“Venting”

Addition through subtraction .o

(ISafeTechSolutions Leadership Academy
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BIFF

Brief
nformative
-riendly

-irm

QSafeTechSolutions Leadership Academy
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Creator

Passion-Based
Ovutcome-Focused

Challenger Coach
e
Persecutor Dreaded Rescuer
Triangle
(Karpman's
Drama
Triangle)
Anxiety-Based
Problem-Focused
Victim
(ISafeTechSolutions Leadership Academy
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The Coaching Conversation

e A conversation about strengthening an action or behavior that has
a connection to employment.

— Clear that its not discipline
— Simply about strengthening or improving
— Three questions (crucial conversations)
* Key components:
— Clear roles and responsibilities
— Kind truth

— Deep desire for success
— Employee is expected to do much of the work

QSafeTechSolutions Leadership Academy
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Strategies for success

Agree that there is a problem
Clarify expectations

Mutual Commitment

Agree on measurement of progress
Time table for follow up

Be clear about what happens next

(ISafeTechSolutlons
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Investigation

* A formal conversation that gathers information about a
incident, policy violation, behavior, etc.

* Key components:
— It is not discipline - should be distinct and separate from discipline
— No leading the conversation
— A true conversation (listening and hearing)
— Focused, unemotional, fair
— An honest investigation
— Openness to new or different information

QSafeTechSolutions Leadership Academy
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Discipline — not a conversation

* Designed to deliver a powerful message.
— Not a conversation
— Short and to the point
— Quadrant 1 vs Quadrant 2 discipline
— Appropriate consequences for the behaviors
— Does not shame, blame, punish
— Is separate from the investigation

(ISafeTechSolutions Leadership Academy
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Documentation

Pre and post conversations

Email version

Communication log vs personnel file
Verbal vs written warnings

(ISafeTechSolutions
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What about....

The big words

Lawsuits

Social media

Recording

Them bringing someone with them
What comes after they are gone
Personal problems

(ISafeTechSolutions
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Why even take the chance?

* The Risks
* Positives
e The influencer effects

(ISafeTechSolutions Leadership Academy
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* Underperformer but
loads of potential

* Definitely in wrong role

* Crucial Conversation

* Move out of role or you
will lose this person

Underperformer

Likely to be in wrong role
Crucial Conversation
Move out of role or
manage out of business!

Average

POTENTIAL

Little / None

Low (unacceptable)

(lSafeTechSolutions
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Med (acceptable)

9

Meets all targets * Top Talent

Demonstrates lots of '+ Strong candidate for
Dromtion

* Include in strategic initiatives

* Provide special development

potential — likely
candidate for promotion
Develop & coach

Meets all targets
Some potential for growth

Provide training &
development opportunities
3

Typical “Joe Average” * Over-performer but not
Little ambition ambitious
Meets basic * Atend of their “stretch”
requirements * Loves their job
Same job, same role * Future holds same type of
forever! role, same type of team

High (Exceeds objectives)

PERFORMANCE T Leadership Academy
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ORH Announcements

ORH Rural EMS Leadership series, and EMS Billing/Coding educational webinar series

Links to past webinars can be found here
Links to upcoming webinars are in this ORH News release, found here

New Rural EMS Webinar: Topic: The EMS Buprenorphine Roadmap and Rural EMS Agencies

Oregon Public Health Institute and the Bridge Center | September 11 | 10:00 a.m.
(Register here)

Next ORH Community Conversation | September 17 | 12:00 p.m.
Topic: How CHWs at Rural Hospitals and Clinics Are Improving Health Outcomes
(More information here)

October 7-9, Bend, OR | 43" Annual Oregon Rural Health Conference
(More information here)

ORH Rural EMS Scholarship Program | Reopening in September 2026 | Applications
accepted on a rolling basis (More information here)

Oregon Rural Health Excellence Award | Nomination application OREGON OFFICE

deadline August 31st (More information here) @RH
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¢ Oregon Rural EMS and MIH meeting place and resource site dedicated to
addressing your workforce recruitment & retention needs. It's a.closed site. Request
access here. (Note: There i isa brref delay as your emarl must be added for Iogm pmvrleges ) Bl oitie?

< Additionally, to be updated on spemflc ORH EMS resources complete the
SharePoint form and select your partlcular areas of interest. i

,’. AT S

% Please email any other toplcs or questlons you wouId like to see add ressed in future
Weblnar sessions to Joan at fle|dJ@OhSU edu

OHSU
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https://app.smartsheet.com/b/form/019d2accb0ed74ffada83762726f8d88
https://app.smartsheet.com/b/form/019d2accb0ed74ffada83762726f8d88
https://app.smartsheet.com/b/form/019d2accb0ed74ffada83762726f8d88
mailto:fieldj@ohsu.edu

SR @PPORTUNITY g

@RH

of RURAL HEALTH

Thank you! -

Joan Field K 7 |
Rural EMS Program Coordlnator | S
f|e|dl@0hsu edu ¢\ y :

OHSU
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