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A B S T R A C T   

Emergency management (EM) teams typically operate in complex dynamic environments where 
they need to synthesize incomplete, contradictory or overwhelming amounts of information into 
intelligence and produce outputs in a short time-scale. Independent inquiries following large- 
scale emergencies highlight the central role that team processes such as communication, coor-
dination, and cooperation play in enabling the effective performance of teams. This article de-
scribes the development and evaluation of the Team Process Checklist (TPC). The TPC is a 17- 
item checklist that is designed to help observers and/or team members better understand and 
manage EM teams both in real time and after the event (in debriefs and after action reviews). 
Items for the TPC were identified in the literature on communication, coordination and coop-
eration and then developed through five different regional coordination center (RCC) exercises by 
observers who used the TPC to evaluate the teamwork of the RCC. Following the development 
phase four evaluation studies were conducted with EM personnel. In these studies the TPC was 
rated as having very good usefulness, clarity, and comprehensiveness. The TPC therefore shows 
considerable promise as a simple, straight-forward way to help people in EM better understand 
and manage their teams in real time and after the event.   

1. Introduction 

Emergencies are generally managed by teams of people who operate in a structured hierarchy. Successful management and res-
olution of emergencies is reliant upon effective teamwork [1,2]. Emergency management (EM) teams work at multiple levels spanning 
response (on-scene operational), incident management (tactical) and coordination (strategic) [3]. EM teams not only need to un-
derstand and manage their own team processes, they also need to coordinate effectively with teams up and down the chain of com-
mand and laterally with other agencies. Brown et al. [4] highlight how large scale emergencies such as terrorist attacks, pandemics, 
severe weather and bushfire events require emergency teams to engage in swift and coordinated action. This may require the 
responding emergency organizations to form a multi-team system (MTS) to achieve this. Drawing on earlier work by Mathieu et al. [5] 
and Shuffler et al. [6], MTSs are described by Brown et al. as ‘a network of component teams working to achieve separate, but related 
objectives within a framework of overarching goals’ (pp.591-592). The use of MTSs enable EM organizations to bring together the 
skillsets required to manage the challenging and complex task environments created by large scale emergencies [7,8]. These EM 
environments pose a variety of teamwork related challenges such as competing priorities, and maintaining effective coordination, 
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communication and cooperation [9–15]. Despite widespread use of MTS in EM, there has been limited research focused on MTS in 
these contexts [4,16]. The EM literature has instead largely used more traditional teamwork concepts and focused on issues such as 
interoperability between response teams (e.g., [17–19]). An important aspect of MTSs that differs from traditional teams is the 
requirement to collaborate both within and across teams whilst component teams simultaneously continue to achieve their own 
objectives and contribute to the superordinate goals for managing the incident [5,8,20,21]. 

As a team carries out its function in a complex dynamic environment (such as emergency management) there will be times when it 
is under pressure from having to synthesize incomplete, contradictory or overwhelming amounts of information into intelligence and 
the need to produce outputs (such as incident action plans, warnings to the community, etc.) in a short time-scale [22]. EM teams, like 
other command and control teams, are typically heterogeneous, form a number of sub-teams, process large volumes of information and 
may not be physically located together [23]. If a team is not physically located together then additional problems may be caused by loss 
of visual cues, restricted information flow and a lack of immersion [23]. EM teams are also likely to be temporary and have a 
membership that is both fluid and at times inexperienced [24]. These pressures are not particularly unusual or abnormal but to a 
greater or lesser extent are a normal way in which teams operate in such environments. However, if the team does not manage these 
pressures effectively they can lead to a dysfunctional team and an impaired operational response [1]. In order to be resilient to these 
disruptions in team functioning the team needs to be aware of and manage their own internal processes, and in particular the processes 
of communication, coordination and cooperation. These internal team processes (or teamwork) essentially require people to manage 
clusters of inter-related knowledge, skills and attitudes in ways that facilitate team sensemaking, goal formation, plan construction and 
decision making in a complex dynamic environment [25]. This is the hallmark of high functioning teams [25]. 

Communication, coordination and cooperation are critical for intra-team and inter-team performance in MTSs. Weaver et al. [26] 
argue that improvements in the safety and quality of patient care requires ‘effective teamwork at the bedside, and effective 
communication, cooperation and coordination among teams across the organization’ (p. 39). Similarly, effective communication, 
cooperation and coordination play a central role in the performance of space missions [27], military MTSs [28], and EM MTSs [17]. 
One reason for the importance of communication, coordination and cooperation in MTSs is goal interdependence [5]. Establishing, 
maintaining and sharing common goals requires a mutual exchange of information (communication) within the MTS network, and 
these interactions facilitate coordination and cooperation [17]. de Bruijn [29] have observed that a lack of or unclear superordinate 
goals can reduce MTS cooperation. 

Numerous independent inquiries have highlighted the particular teamwork challenges for EM and have identified consistent 
shortcomings in communication, coordination and cooperation. For example, during the 2009 Australian Black Saturday fires coor-
dination problems between different incident management teams (IMTs) led to a situation where public warnings were not sent in a 
timely manner [1]. During Hurricane Katrina emergency response operations were undermined by communication, cooperation and 
coordination problems [30]. A lack of cooperation in sharing key information hampered the coordination of search and rescue op-
erations and limited opportunities to acquire and utilize much needed additional resources [31,32]. A review of 32 major UK 
emergencies between 1986 and 2010 by Pollock [33] found a consistent and repeated pattern of communication failures in the 
management of these incidents. Cooperation and coordination were also clearly identified as problematic in a number of the emer-
gencies reviewed. The continuing recurrence of problems with communication, coordination and cooperation in inquiries and 
investigation reports suggests there are significant issues that need to be managed and a significant opportunity to improve these 
processes. 

There is a clear need to better manage team processes (such as communication, coordination and cooperation) within EM teams. 
However, there is typically little formal guidance on how to manage these processes in many EM agencies [22]. Interviews with 
personnel in EM agencies in Australia and New Zealand conducted by the authors found that all of the agencies used formal incident 
control systems (such as the Australasian Inter-Service Incident Management System [34]). These systems were used to manage the 
structure of teams, define a standard set of roles and responsibilities (e.g. logistics, operations, planning) and to provide some general 
principles of teamwork (such as span of control). Some agencies also used software to manage workflows and communications be-
tween team members. However, none of the agencies interviewed had policies and procedures for managing detailed internal team 
processes (like communication, coordination and cooperation). It should also be noted that predefined roles and responsibilities state 
how the role should be carried out, which can be very different to how the role is actually carried out during the management of an 
emergency. During an actual emergency roles and responsibilities may become blurred as people drift into other roles, lack experience 
and/or try to help others who are overwhelmed. Bearman, Rainbird et al. [22] have argued that the lack of formal guidance from 
agencies on team processes ‘restricts the ability of senior officers to optimize their team’s capabilities, enhance functionality, or 
conversely, foresee potential disruptions to their team’s operational response’ (p.256). 

One way that teamwork has been managed in other domains is through the use of checklists. These are commonly used in sectors 
such as aviation, medicine and nuclear energy [35]. Checklists benefit users by supporting and enhancing cognitive processes (such as 
memory) that may be compromised while undertaking demanding or complex tasks [36]. Checklists enable standardized performance; 
support adherence to recommended practice; reduce the adverse effects of stress, fatigue and distraction; and promote communication 
among team members [35]. A meta-analytic study undertaken by Lyons and Popejoy [37] found that use of a surgical safety checklist 
was associated with large improvements in the quality of teamwork and communication. Checklists specifically designed to help teams 
diagnose and monitor their teamwork skills have now been developed in a number of domains (e.g. [38]). 

Burian et al. [39] have defined a five stage framework for the checklist lifecycle comprising: (1) conception, (2) determination of 
content and design, (3) testing and validation, (4) induction, training and implementation, and (5) ongoing evaluation, revision and 
possible retirement. This paper will consider the first three stages of this framework in developing a checklist to help people better 
manage teamwork in EM situations and make some suggestions about the fourth stage (induction, training and implementation). 
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McLaughlin and Byrne [36] have emphasized the importance of checklist designers considering the most appropriate support options 
for the functional task environment concerned. Burian et al. [39] outline two pertinent dimensions that need to be considered. The first 
is the temporal/behavioral dimension addressing whether the checklist is to be used in real time to standardize actions and gather 
information or after the event to evaluate information, actions and the situation. The second dimension considers whether the checklist 
is to aid memory or to facilitate decision making. Checklists may be positioned on the continuum between these poles as is the case for 
the WHO Surgical Safety Checklist. The WHO Surgical Safety Checklist blends both real time and after the fact elements and has both 
memory and decision aid features. Gawande [40] has developed a ‘Checklist for checklists’. Although a number of this checklist’s 
points focus on the format, Gawande does highlight the importance of identifying a clear and concise purpose for the development of a 
checklist. 

This paper then seeks to develop a prototype checklist that provides a diagnostic tool to help people in EM better understand and 
manage the team processes of communication, coordination and cooperation both in real time and after the event. The checklist is 
aimed predominantly at people who work in multi-team system environments (such as incident management teams, regional coor-
dination teams and state coordination teams), although it should be general enough to be used in other EM environments (such as 
emergency responders). The checklist should be diagnostic in that it should help the user to diagnose potential problems in team 
processes so that solutions can be implemented, thus supporting decision making about teams. The checklist is also a memory aid in 
that it will provide the user with a prompt (memory aid) to identify which key teamwork behaviors are present or absent, thus helping 
the user to assess how effectively the team is working and any problems. As such this tool should be able to be used by both observers 
and members of the team in real time during an operation and as a tool to reflect on team performance in after-action reviews and 
debriefs. This requires the development of a checklist that is brief, simple, easy to use and contains concepts that can be observed by 
someone who is not an expert on teamwork. This means that the checklist needs to be useful, clear and comprehensive (i.e., can capture 
all of the good and bad elements of teamwork) as evaluated by its potential users. While it is unlikely that a checklist of this type will 
identify all the things that can potentially go wrong in a team it should identify a comprehensive range of issues. 

The research question that guides the research presented in this paper is therefore: Is it possible to develop a diagnostic checklist for 
emergency management based on communication, coordination and cooperation that is useful, clear and comprehensive as evaluated 
by potential users? We turn next to the literature on communication, coordination and cooperation to identify items that could form 
the basis of such a checklist. 

2. Literature review 

2.1. Communication, coordination, and cooperation 

There has been a great deal written about teams and teamwork from a variety of perspectives (such as human resources, sociology, 
psychology and management) and in diverse domains (such as manufacturing, health, aviation and military). The potential candidates 
for inclusion in a checklist that helps EM teams to function more effectively are legion and it is not our intention to review that 
voluminous literature here. For recent reviews of the EM literature in relation to teams see Bearman, Rainbird et al. [22], Power [24] 
and Hayes et al. [41]. Our focus here is on the processes of communication, coordination and cooperation because they are critical 
processes in teams and they potentially provide us with clear observable features that give us a window into how the team is func-
tioning [22]. Communication, coordination and cooperation are central concepts in the literature on teamwork, forming the basis of 
both investigations of incidents (cf [1]) and many models of teamwork [25,28,42,43]. They are also commonly identified as causal or 
contributory factors in many investigations into operational incidents in EM (e.g., [44–48]). 

Other teamwork processes (such as leadership, situation awareness and goal conflict) have been proposed as key processes in MTSs 
[6,49] and are potentially relevant to EM. However, these concepts can be difficult to observe by a non-expert on teamwork and 
including them in the teamwork checklist would require a much more complex and lengthy tool that would be harder to use in the 
field. Communication, coordination and cooperation are required by all team members at all times and are the enablers of other 
processes, such as leadership, conflict resolution, team situation awareness and effective decision making. For example, accurate and 
timely communication of information underpins team situation awareness, good cooperation includes managing conflict and effective 
leadership is built on good communication, coordination and cooperation. We have therefore chosen to focus on the three processes of 
communication, coordination and cooperation as the basis for the teamwork checklist. 

Communication, coordination and cooperation are interdependent team processes. Fuks et al. [50] used an information systems 
perspective to map the relationship between these three processes for various situations, such as conversation for action, adaptive 
workflow, informal communication, and command and control activities. Fuks et al. highlighted how communication, coordination 
and cooperation processes interact and operate in an iterative manner to enable shared awareness and collaboration. Further evidence 
for the importance of communication, coordination and cooperation comes from Crawford’s [51] review of experimental game theory 
research. Crawford highlights how these three processes play a key role in building and maintaining effective human relationships. 
Badiru and Racz [52] propose the use of the Triple C model of communication, cooperation and coordination to support rapid 
emergency response. Communication helps emergency teams address the questions of what and why, cooperation helps emergency 
teams address the questions of who and how, and coordination helps emergency teams address the questions of where and when. 

A recent study by Brown et al. [4] provides insights on some of the teamwork requirements for teams operating in multi-team 
systems (MTSs). This study investigated the coordination and communication requirements for EM MTSs undertaking a large-scale 
immersive simulation-based exercise. The study’s thematic analysis of communications identified three positive coordination be-
haviors exhibited by component teams, namely joint decision making, sharing resources and sharing task-related information. The 
study also highlighted three negative coordination behaviors, namely role uncertainties, decision uncertainties and conflicting 
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priorities. Table 1 provides a brief description of each these behaviors. 
Review of the positive and negative behaviors identified by Brown et al. [4] align with the team processes of communication, 

coordination and cooperation. The three positive behaviors: joint decision making, sharing resources and sharing task related infor-
mation rely on cooperation, timely and effective communication, and recognition of the need to coordinate decision making. Similarly, 
the negative behaviors of role uncertainties, decision uncertainties and conflicting priorities will be exacerbated by ineffective 
communication, poor cooperation and inadequate coordination at the individual or team level. 

Perhaps the most detailed explanation of the concepts of communication, coordination and cooperation has been proposed by 
Wilson et al. [28] and Salas et al. [25]. A description of each of the three processes based on this work follows. 

2.1.1. Communication 
In its simplest form communication is the transfer of information between two individuals, typically described as sender and 

receiver [53]. This description reflects the classical or traditional view of communication as static and emphasizes the role of the 
sender in a process orientated towards distributing messages to receivers [54]. This traditional view posits receivers as largely passive 
participants who are assumed to accept and act on these messages. This approach is epitomized by Berlo’s [55] 
sender-message-channel-receiver (SMCR) model. The SMCR model suggests communication follows a relatively simple linear process. 
Sellnow and Seeger [54] note that as the field of communication has grown, a broader range of perspectives has developed to describe 
communication as a more dynamic and transactive process. Barnlund’s [56] transactional communication model characterizes 
communication as a complex process that is dynamic, continuous and circular. Communication is thought to have three main func-
tions: regulating the behavior of self and others; linking individuals with others and their environment; and enhancing mental pro-
cesses and capacity [57]. 

From a teamwork perspective, Salas et al. [25] emphasize the central role communication plays in forming and modifying the 
attitudes, behaviors and cognition of team members. This perspective underlines the role communication plays in supporting teams to 
adapt and respond to changes in the operational environment. Meta-analytic evidence shows that information sharing in teams 
(particularly the sharing of unique information) is positively related to team performance [58]. Team communication plays an 
important role in shaping how information flows within a team and can influence the ability of members to successfully work together 
to achieve goals [25,59]. 

The term communication is often used as a catch-all to describe its many aspects. However, Wilson et al. [28] observe that it is 
important to be more precise when describing communication processes. Drawing on research undertaken by Smith-Jentsch et al. [60], 
Wilson et al. [28] identified three specific aspects of communication important to teamwork in high pressure settings: information 
exchange, phraseology and closed-loop communication. Effective information exchange occurs when appropriate information is 
passed on to the right person without prompting and there is provision of periodic situation updates highlighting the bigger picture. 
Information exchange occurs through various verbal and non-verbal channels and may include updates on the evolving situation, 
feedback on how well response activities are working and notification of changes in tactics or strategy. Information exchange provides 
teams with sound and accurate information central to building and maintaining a shared understanding of the situation. The second 
aspect of team communication is phraseology. This refers to using the correct terminology, providing complete standard reporting, 
ensuring communication is clear and concise and avoiding unnecessary chatter. Use of appropriate phraseology supports efficient 
communication and reduces the likelihood of misunderstandings and the need to clarify or resend information. Closed-loop 
communication is the third aspect of team communication. This aspect of communication addresses whether the information pro-
vided to others has been received and interpreted correctly. The use of closed-loop communication has been found to distinguish 
effective teams from less effective teams [53,61]. As its name suggests the closed-loop technique has three steps. First, the sender 
transmits the message; second, the receiver confirms receipt of the message; and third, the sender verifies that the message has been 
received and interpreted correctly. When there are problems in any of the three aspects of communication, breakdowns can occur that 
may compromise shared cognition and hence team performance [28,62]. 

2.1.2. Coordination 
The second element of teamwork identified by Wilson et al. [28] was team coordination. This element captures the teamwork 

processes that enable teams to effectively organize the timing and sequence of interdependent tasks and activities [63]. Similar to 
communication, ensuring coordination among team members is not simple. This is because team coordination requires all team 
members to act in an appropriate and timely manner [42]. Wilson et al. [28] observed that team coordination relies on members: 
seeking assistance when overloaded; offering assistance when others are overloaded; monitoring other team members’ performance so 

Table 1 
Positive and negative coordination behaviors for MTSs identified by Brown et al. [4].  

Positive coordination behavior Description 

•Joint decision making Actively working together with other teams or agencies to implement a decision 
•Sharing resources Offering resources to assist other teams or agencies within the MTS 
•Sharing task-related information Actively sharing team or agency specific information to improve shared situation awareness 

Negative coordination behavior  

•Role uncertainties Confusion about one’s own role or the role of others 
•Decision uncertainties When decision making lacked clarity and/or there was indecision 
•Conflicting priorities When team members attempted to emphasize their own team or agency’s priorities  
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that problems can be quickly identified and resolved; adapting to changes in the situation; and sharing knowledge of the task, team, 
and environment. Wilson et al. [28] acknowledged that other team competencies also play a role in team coordination such as task 
knowledge, teammate knowledge, and adaptability [64,65]. 

Salas et al. [25] propose that coordination is the primary driver enabling positive team outcomes. A systematic review and inte-
gration of 29 teamwork behavior models undertaken by Rousseau et al. [66] found that coordination was frequently cited as a crucial 
element of teamwork. To ensure coordination is achieved teams are required to orchestrate the order and timing of interdependent 
actions [63]. Coordination can take various forms depending on whether team members are working on the same task, complementary 
tasks or interdependent tasks [67]. Team coordination may be explicit or implicit (e.g. [68]) and it has been shown that teams that 
have implemented routines and distributed responsibilities are more effective than those teams that have not [69,70]. Evidence for the 
important role team coordination plays comes from a meta-analysis of 93 studies undertaken by Stewart [71]. Stewart found that the 
level of intra-team coordination was positively related to team performance. The importance of team coordination appears to be even 
greater in dynamic situations [25] or in situations where multiple teams need to work together to achieve a common goal [72], as is 
often the case in EM. 

2.1.3. Cooperation 
Cooperation was the third element of teamwork identified by Wilson et al. [28]. This element encapsulates the shared attitudes and 

beliefs that enable team members to develop and hold compatible perceptions of the task and environment. These compatible per-
ceptions help teams to improve their shared cognition, support more effective decision making, and enhance team performance. 
Wilson et al. suggested that cooperation positively influences team members’ willingness and ability to communicate and coordinate 
with each other. Conversely, breakdowns in team cooperation occur when there is a lack of willingness to coordinate actions or ensure 
timely information flow [28]. 

Wilson et al. [28] identified four aspects of cooperation that support teamwork, namely: team orientation, collective efficacy, 
mutual trust, and team cohesion. Each of these aspects of cooperation support positive team member attitudes towards one another 
and the team’s performance as a whole. For example: team orientation guides team members to put the collective needs of the team 
first; belief in collective efficacy of the team enables members to commit to the team and the tasks at hand; mutual trust supports 
sharing of information and makes it easier to provide or accept assistance; and team cohesion supports members to remain united in 
their pursuit of the team’s objectives. Power [24] noted that there are some unique cooperation challenges in EM. These teams are 
often temporary and have a very fluid membership, meaning that members may be unfamiliar with one another. Closely linked to 
cooperation are issues of trust and competition. Research undertaken with emergency responders suggests that both issues of trust and 
competition can impede cooperation in teams [73]. 

Salas et al. [25] identify some further features of the relationship between aspects of cooperation and team performance. Higher 
levels of team efficacy enable teams to: apply more effort, engage in more strategic risk taking, perform better and have greater job 
satisfaction [74,75]. Higher levels of trust have a positive effect on organizational citizenship behaviors, organizational commitment, 
job satisfaction and team performance [76–81]. Higher levels of trust are also important in creating an environment that enables 
members to take interpersonal risks by speaking up, providing critical comments, and reporting errors or problems. This is described 
by Edmondson [82,83] as a team climate that is psychologically safe. 

2.2. Behavioral markers and items for the checklist 

One of the real strengths of Wilson et al. [28] and Salas et al.‘s [25] taxonomy is the development of a set of behavioral markers that 
can be used to identify communication, coordination and cooperation in a simple and straight-forward manner in operational envi-
ronments. Behavioral markers can be defined as ‘statements that serve as indicators [f]or the presence or absence of the associated 
construct (e.g., coordination)’ ([84], p. 114). From the perspective of building team effectiveness, behavioral markers can be used to 
assess and diagnose a team’s strengths and weaknesses, and hence the team’s particular developmental needs [85,86]. Wilson et al. 
[28] developed a set of 38 behavioral markers for team communication (10), coordination (13), and cooperation (15). For each of the 
aspects described earlier (e.g., information exchange, back up behavior, and team orientation) 3–4 behavioral markers are provided. 
These behavioral markers provide a simple practical way to examine teamwork in operational settings and formed the basic starting 
point for our development of the checklist to examine team processes (which we eventually called the team process checklist or TPC). 

Focusing on communication, coordination and cooperation would appear to provide us with three central concepts of teamwork 
that can be easily and quickly observed in the field by a non-expert on teamwork. While we could undoubtedly have included more 
teamwork concepts, this would have led to a much more complex and lengthy tool, which would have defeated the main aim of the 
activity. We have therefore chosen to focus on a smaller core set of readily observable team processes to ensure that the checklist is 
highly useable for practitioners. This paper therefore aims to produce a prototype teamwork checklist based on the three elements of 
communication, coordination and cooperation that can be used both in real time and after the event. The next section outlines the 
development of the checklist. 

3. Development of the TPC 

The team process checklist (TPC) was developed in five regional coordination center (RCC) exercises conducted in Australia by one 
of our partner agencies who manage large-scale bushfires (wildfires). The regional level for this agency constitutes a multi-team system 
and provides a layer of coordination between the incident management teams and the state coordination team [87]. The regional level 
is responsible for identifying community risk, liaising with key stakeholders, allocating regional level resources and ensuring an 
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effective response to the emergency. For a list of typical tasks that a regional coordination center carries out see Hayes et al. [88]. 
The development team consisted of five experienced emergency managers (the users) from one of our partner agencies (mean age 

= 45 years, mean experience = 24.6 years; all male) and a senior university researcher (the first author). In the development team the 
users contributed their requirements, operational knowledge and understanding of the barriers to utilization and the university 
researcher contributed his knowledge of literature, theory and the research process [89]. In this respect the process used the phi-
losophy of human centered design, where the intended user is placed at the center of the design process [90]. 

Each of the five exercises followed a similar format. The first part of the exercise began at 5pm on Day 1. In the first part of the 
exercise a briefing was provided to the regional duty officer about weather which represented high fire danger expected for the 
following day. The regional duty officer then explained the actions they would take to prepare. The second part of the exercise began at 
8am on the following day. This involved a full activation of the RCC and constituted the main part of the exercise. As the exercise 
progressed a number of fires and other emergencies were reported which needed to be coordinated by the RCC. Throughout the 
exercise actors played the roles of people who would normally visit the center (such as police, media and senior agency officers) and 
simulated radio traffic on the fire ground. An example of an exercise is provided in the appendix. 

The development team used the TPC to help them assess the teamwork of the RCC and to identify issues that needed to be addressed 
by the agency. The initial version of the TPC was developed based on the behavioral markers identified by Wilson et al. [28], sup-
plemented by the work of Salas et al. [25] and Bearman et al. [1]. This consisted of an initial set of 38 items grouped into three 
categories: communication (10 items), coordination (13 items), and cooperation (15 items). The assessment of the RCC’s performance 
was discussed with all staff at the end of each exercise and in a separate meeting with the regional commander. The research presented 
here focuses on the development of the TPC only and does not include the assessment of the RCC’s teamwork made during the exercise. 

At the end of each exercise between 3 and 5 members of the development team (including the university researcher) discussed the 
TPC in a small group meeting. The university researcher (the first author) and one of the users were present in all five meetings, one 
user was present in four meetings, one user was present in three meetings and two users were present at one meeting each. The number 
of users in the development team differed in each exercise because of the operational requirements of the agency which impacted on 
availability. The meeting was led by the first author and followed a similar format each time. The first author read out each item in the 
TPC and the users discussed their assessment of the RCC’s performance. This allowed the development team to examine whether: 1) 
each item was valid and should be included in the checklist, 2) each item was clearly worded, 3) there was any overlap between items, 
4) an item needed to be divided into two separate items, 5) each item referenced observable aspects of team performance, and 6) 
everyone had a common and consistent understanding of the concepts in the items. The TPC was revised by the first author based on 
these discussions and his own experience of using the checklist during the observations. After the first exercise a number of items were 
either removed or combined with other items so a revised version of the checklist was provided to the users before the second exercise. 
In the second exercise all of the items were considered to be valid by the users so this version of the checklist was used for the rest of the 
exercises. After the fifth exercise one item was combined with another item. The summary of the amendments made to the checklist 
based on these discussions is presented in Table 2. 

At the end of the development process a final version of the TPC was produced that contained 17-items: communication (7 items), 
coordination (5 items), and cooperation (5 items). The final version of the TPC is in Table 3. 

Inter-coder reliability was calculated for the agreement between the different users in each of the regional exercises. There were 
three users in Exercise 1, two users in Exercise 2, four users in Exercise 3, two users in Exercise 4 and three users in Exercise 5. One user 
was present at all five exercises, one user was present at four exercises, one user was present at three exercises and two users were 
present at one exercise each. Users coded items in the checklist as Yes, Somewhat, No or Not Observed. Not observed ratings were 
treated as missing data and were excluded from the analysis. For Exercise 1 Fleiss’s Kappa was 0.243 indicating fair agreement. After 
this exercise the TPC was revised quite substantially, as described above. For Exercise 2 Cohen’s Kappa was 0.879, for Exercise 4 

Table 2 
Amendments to the TPC made during the development phase.  

Amendments 

Three items that asked about closed loop communication and one item that referenced team members communicating clearly with others were combined into one 
item on team members ensuring that information had been received and understood by others. 

One item on seeking information was removed because it was not clearly about communication. 

An item on the completeness of communication was broadened to address the accuracy of communication. 

An item on the collective motivation of the team and an ability to coordinate; an item on using input from other team members; and an item on the team remaining 
united in pursuit of mission goals were combined into one item about willingness to work as a team. 

An item on compensating for others was removed because in practice it significantly overlapped with adjusting to meet the demands of the situation. 

An item on team members exhibiting confidence in the team and an item on team members exhibiting trust in the team were combined into a single item on team 
members exhibiting confidence and trust in the team. 

An item on resolving conflict was separated into two items: one on resolving differences of opinion and one asking whether anyone was creating unnecessary 
conflict. 

Five items were reworded slightly to clarify, broaden, simplify, or shorten the item. For example, “Are team members providing ‘big picture’ situation updates was 
simplified, broadened, and shortened to “Are team members providing situation updates.” 

Three items were largely unchanged.  
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Cohen’s Kappa was 0.881 and for Exercise 5 Fleiss’ Kappa was 0.869 indicating very high agreement. The level of agreement was not 
calculated for Exercise 3 because there was substantial missing data. The inter-coder reliability data indicates that after the checklist 
was revised following Exercise 1 the users were able to code the checklist items in a way that was highly consistent with other users. 

After each item of the checklist had been discussed each user was asked whether they thought the TPC as a whole was useful and 
why/why not. These more global comments about the TPC could be categorized into a number of themes (see Table 4). The TPC was 
considered to cover a lot of topics, was useful as a self-assessment tool for debriefs and allowed people to step in to fix things in real 
time. As such it provided additional insight about teams to the users, although it was noted that it can be hard to change people’s 
behaviors. The users also highlighted that the organization needs to clarify the expectations of team members so that a fair evaluation 
of the team can be made. The TPC could be used at different phases during an incident, particularly in the first 6 h where teams are 
often ‘under the pump’ and then after the first 6 h. Users highlighted that people need to be trained to use the TPC and that not 
everyone within an organization would have the right mindset to use it. Organizationally, the TPC could be used to supplement other 
assessments on processes and competencies. Users felt that the findings of the TPC were context specific but benchmarking could be 
done if the context is similar. After the first exercise it was felt that the TPC needed to be shorter and have better differentiation 
between the items, which was done for the second exercise and the users felt it had improved. These themes will be discussed further in 
the General Discussion section. 

4. Evaluation studies 

The next stage of the process is to evaluate the usefulness, clarity and comprehensiveness of the checklist. This section describes 
four quantitative evaluation studies that investigated these properties of the checklist using a wide range of people who work as 
emergency managers. 

4.1. Study 1 

4.1.1. Method 
4.1.1.1. Design. Participants watched a video of a team performing a complex operational response and rated their performance using 
the TPC. Participants discussed the team’s performance in small groups and then in a large group discussion. Following discussions of 
the team’s performance participants individually evaluated the usefulness, clarity and comprehensiveness of the TPC as a tool to 

Table 3 
Team process checklist.  

Communication 
Is information being passed on in a timely manner?  

Is information being passed on accurately?  

Are team members ensuring that information has been received and understood by others?  

Are appropriate communication procedures being used?  

Are situation updates being provided?  

Coordination 
Are the roles and responsibilities of team members clear?  

Are actions always carried out as expected?  

Do team members have a common understanding of information relating to the operation?  

Is there a clear and common purpose?  

Is everyone adjusting to meet the demands of the situation?  

Are team members requesting assistance from others, where necessary?  

Are team members correcting any mistakes made by others?  

Cooperation 
Does everyone show a willingness to work as a team?  

Do team members exhibit confidence and trust in each other?  

Is everyone following team objectives without opting for independence?  

Are any differences of opinion being resolved effectively?  

Is anyone creating unnecessary conflict?   
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evaluate teamwork. The data of interest here are the participants’ ratings of the TPC. 
4.1.1.2. Participants. 19 people with responsibility for EM in their agency took part in the study. There were seven females, nine males 
and three participants who didn’t disclose their gender. The mean average age of participants was 48.9 and the mean average years of 
experience in EM was 18.6 (with three participants not declaring their age or years of experience). The participants attended the 
session as part of a National Australian Lessons Management Forum. 
4.1.1.3. Materials. Participants watched a short video (4:27 min runtime) that depicted a stressful dynamic operational response to a 
situation. Participants were provided with a copy of the team process checklist (see Fig, 1) which they used to rate the performance of 
the team. 

Participants provided their evaluation of the TPC on a questionnaire designed for the purpose. This questionnaire asked partici-
pants to: rate the usefulness overall of the TPC; rate the clarity of questions in the TPC; and rate the extent to which the TPC identified 
all of the good aspects and all the problems in teamwork that occurred (comprehensiveness). Participants provide their ratings on a 5- 
point scale, where the categories were identified as:  

1. Useless  
2. Limited  
3. Good  
4. Very Good  
5. Excellent 

Each number was further clarified with a description of what each category meant for usefulness, clarity and comprehensiveness. 
For example, a score of 5 for comprehensiveness was described as “Excellent” and “Identified all the important issues and some that I 
hadn’t previously thought of.” 
4.1.1.4. Procedure. At the beginning of the session, participants were provided with a brief introduction to teamwork and the team 
process checklist so that they fully understood the teamwork concepts being considered. Participants were then provided with a copy 

Table 4 
Themes from discussions about the TPC.  

Theme Statement 

The TPC covers a lot of topics “I think from a behavioral perspective it covered a lot of stuff.” 

The TPC is useful as a self-assessment tool “To use it as a self-assessment tool to sit down and guide a bit of a debrief in terms of teams. I 
think it is useful.” 

The TPC allows people to step in and fix things in real time if they 
see something going wrong 

“If we did real time performance then somebody could step in and say hey, it looks like you 
haven’t got any missions or goals so I think there is a lack of role clarity here. How about we 
just stop for 5 and do this and this.” 

The TPC provides additional insight about teams “I think it raised opportunities to look at some of the procedural operational components that 
feed into how behaviors are influenced.” 

Changing people’s behaviors can be difficult “It’s hard to fix, it’s hard to change people’s behaviors.” 

Need to clarify what’s expected of teams “In measuring things like were the team able to perform as expected, some context around 
expected, given in this setting what is expected is somewhat unknown as opposed to other 
teams that we measure where what we measure is perhaps quite well known.” 

The TPC can be used in different phases of an incident “What I would like as feedback for us to be able to grow and develop is to say tell us how we 
performed in the first half … How’s our team working during the first 6 hours … Then we get 
our battle rhythm, we get our work rhythm, we get our reference for the second six.” 

People need to be trained in how to use the TPC “For somebody to use it, like X or the other regional commanders we would need to provide a 
little bit of training.” 

Not everyone in an organization is going to use the TPC “I think some people wouldn’t have the mindset to even look at this.” 

The TPC can be used to supplement other assessment “I think some of the things this picks up on would actually be useful to bring into the 
evaluation questions.” 

The findings are context specific “You can’t take this and use it as a benchmark across everything from that perspective 
because you’ve got to put it in context.” 

Benchmarking can be done if the context is similar. “They are all working from the same baseline and I guess you can still look at it and go well in 
a particular region they didn’t have an issue with purpose because they had a, they overcame 
the unknowns by making their own process … So I think you can still pull out some of that 
information for improvements even if you don’t have the.” 

The TPC (used in the first exercise) needs to have more 
differentiation between the questions (which was done) 

“Getting some greater differentiation between the questions, which is what we’ve talked 
about.” 

The TPC (used in the first exercise) needs to be shorter (which was 
done) 

“By removing those questions it’s something that’s shorter.” 

The TPC improved after the first exercise “I missed out on [Ex2] but it’s improved from what we did in [Ex1] for sure. There’s not as 
many questions that you ask … It works better.”  
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of the TPC and watched the video. Participants evaluated the performance of the team using the TPC in small groups (three groups of 
five and one group of four). The small groups had 30 mins to discuss the team’s performance, which included watching the video a 
further two times. Then a large group discussion was held with all the participants about the team’s performance, which lasted 20 
mins. During this session recommendations on how to improve teamwork were made and recorded on a whiteboard. At the end of the 
large group discussion the questionnaire about the TPC was given to the participants and they completed their ratings individually. 
Once the questionnaires had been completed and returned participants were thanked and dismissed. 

4.1.2. Results 
Table 5 presents participants’ mean ratings of the TPC in terms of usefulness, clarity and comprehensiveness. It can be seen that 

participants rated the overall usefulness of the TPC as 4.37 and the overall clarity of the questions as 4.58. The extent to which the TPC 
captured good aspects of teamwork was rated as 4.58 and the extent that it captured the problems in teamwork that occurred was rated 
as 4.33. All of these ratings were between the Very Good and Excellent categories. For usefulness a score of 4.00 was defined as 
“provides a very good understanding of teamwork,” for clarity it was defined as “nearly all the questions were clear” and for 
comprehensiveness it was defined as “identified all the important issues.” 

4.2. Study 2 

The results of Study 1 provide good evidence of the usefulness, clarity and comprehensiveness of the checklist. Study 2 was 
conducted to validate the results of Study 1 with a different group of participants and a slightly different method. 

4.2.1. Method 
4.2.1.1. Design, materials and procedure. The design, materials and procedure were the same as Study 1, with one exception. The small 
group discussion was not used in this study because of constraints of time. Participants rated the performance of the team individually 
using the TPC, then a large group discussion was held. As before, participants individually evaluated the usefulness, clarity and 
comprehensiveness of the TPC. 
4.2.1.2. Participants. 15 people with responsibility for EM in their agency took part in the study. There were four females, nine males 
and two participants who didn’t disclose their gender. The mean average age of participants was 42.2 and the mean average years of 
experience in EM was 19.3 (with two participants not declaring their age or years of experience). The participants attended the session 
as part of a National Research Advisory Forum run by the Bushfire & Natural Hazards Cooperative Research Centre. 

4.2.2. Results 
Table 5 presents participants’ mean ratings of the TPC in terms of usefulness, clarity and comprehensiveness. It can be seen that 

participants rated the overall usefulness of the TPC as 3.93 and the overall clarity of the questions as 4.28. The extent to which the TPC 
captured good aspects of teamwork was rated as 3.80 and the extent that it captured the problems in teamwork that occurred was rated 
as 3.60. The usefulness of the TPC was therefore considered to be Very Good, the clarity between Excellent and Very Good and the 
comprehensiveness between Good and Very Good. As before, for usefulness a score of 4 was defined as “provides a very good un-
derstanding of teamwork,” for clarity it was defined as “nearly all the questions were clear.” A score of 3 for comprehensiveness was 
defined as “identified most of the important issues.” 

4.3. Study 3 

In the previous two studies participants had a mean average age in the 40s (48.9 & 42.2) and had high average levels of experience 
in EM (18.6 & 19.3 years). Thus, a further study was conducted to validate the results of Study 1 and Study 2 with younger and less 
experienced participants. 

4.3.1. Method 
4.3.1.1. Design, materials and procedure. The design, materials and procedure were the same as Study 1, with the exception that in the 
small groups there were three groups of five participants and two groups of six. 
4.3.1.2. Participants. 27 people with responsibility for EM in their agency took part in the study. There were eleven females, fifteen 
males and one participant who didn’t disclose their gender. The mean average age of participants was 24 and the mean average years 
of experience in EM was 3.8 (with six participants not declaring their years of experience). The participants attended the session as part 
of a multi-agency Youth Advisory Council training session on incident management. 

4.3.2. Results 
Table 5 presents participants’ mean ratings of the TPC in terms of usefulness, clarity and comprehensiveness. It can be seen that 

participants rated the overall usefulness of the TPC as 4.37 and the overall clarity of the questions as 4.30. The extent to which the TPC 

Table 5 
Mean evaluation ratings for usefulness, clarity, detection of good aspects of teamwork and detection of problems in teamwork (scored out of 5).  

Criteria Study 1 Study 2 Study 3 Study 4 

Usefulness 4.37 3.93 4.37 4.00 
Clarity 4.58 4.28 4.30 4.07 
Good Aspects 4.58 3.80 4.00 4.09 
Problems 4.33 3.60 4.31 4.09  
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captured good aspects of teamwork was rated as 4.00 and the extent that it captured the problems in teamwork that occurred was rated 
as 4.31. All of these ratings were between the Very Good and Excellent categories. As before, a score of 4 was defined as “provides a 
very good understanding of teamwork,” for clarity it was defined as “nearly all the questions were clear” and for comprehensiveness it 
was defined as “identified all the important issues.” 

4.4. Study 4 

The usefulness, clarity and comprehensiveness of the checklist in the three video-based studies conducted so far has been very good. 
To further establish the validity of the checklist an additional study was conducted with a very different focus. In this study the 
checklist was evaluated for use as an after-action review tool in a workshop held to evaluate an agency’s response to a large-scale 
emergency. 

4.4.1. Method 
4.4.1.1. Design. Participants used the checklist to consider teamwork aspects of their agency’s response to a large-scale flooding event 
in an after-action review workshop. Participants individually identified examples of good and bad teamwork using the checklist, then 
engaged in a large group discussion. Following discussions of team performance participants individually evaluated the usefulness, 
clarity and comprehensiveness of the TPC as a tool to evaluate teamwork. The data of interest here are the participants’ ratings of the 
TPC. 
4.4.1.2. Participants. 15 people with responsibility for EM in their agency took part in the study. There were 7 females and 8 males. 
The mean average age of participants was 43.6 and the mean average years of experience in EM was 16.5. The participants attended 
the session as part of an after-action review conducted by the agency they worked or volunteered for. Participants conducted the 
evaluation in work (or volunteer) time but were not otherwise paid. 
4.4.1.3. Materials. The checklist and checklist evaluation form were the same as the ones used in Study 1. 
4.4.1.4. Procedure. At the beginning of the session, participants were provided with a brief introduction to teamwork and the team 
process checklist so they understood the teamwork concepts being considered. Participants were then provided with a copy of the TPC 
and asked to individually provide examples of good and bad teamwork that occurred during the response on sticky notes (green for 
good and red for bad). Each of the teamwork categories from the TPC were printed on a piece of A4 size paper and stuck up on walls 
around the room. Participants were asked to place their examples of teamwork under the correct category. When all of the examples of 
teamwork had been stuck on the wall participants were asked to group the examples together into themes. Participants were able to 
move the examples as many times as they liked. The themes then formed the basis of a large group discussion about teamwork issues. In 
the large group discussion recommendations on how to improve teamwork were made and recorded on a whiteboard. At the end of the 
large group discussion the TPC evaluation questionnaire was given to the participants and they completed their ratings individually. 
Once the questionnaires had been completed and returned participants were thanked and dismissed. 

4.4.2. Results 
Table 5 presents participants ratings of the TPC in terms of usefulness, clarity and comprehensiveness. It can be seen that par-

ticipants rated the overall usefulness of the TPC as 4.00 and the overall clarity of the questions as 4.07. The extent to which the TPC 
captured good aspects of teamwork was rated as 4.09 and the extent that it captured the problems in teamwork that occurred was also 
rated as 4.09. The usefulness, clarity and comprehensiveness of the TPC were therefore considered to be Very Good. As before, for 
usefulness a score of 4 was defined as “provides a very good understanding of teamwork,” for clarity it was defined as “nearly all the 
questions were clear” and for comprehensiveness it was defined as “identified all the important issues.” 

4.5. Discussion of the evaluation studies 

The Team Process Checklist (TPC) was evaluated in four separate studies. Three of these studies used a video of a team performing a 
complex task and the other used a post-hoc after-action review. Taken together these studies show that the usefulness, clarity and 
comprehensiveness of the TPC is around 4 out of 5, which is considered to be Very Good according to the definitions provided to 
participants. Further these studies demonstrate that the TPC is applicable to a wide range of people who work in emergency man-
agement and is a good way to assess both real time performance and after-action reviews. 

5. General Discussion 

This paper describes the development and evaluation of a prototype teamwork checklist (TPC) that is designed to help people to 
better understand and manage the processes of communication, coordination and cooperation in EM teams. The TPC is predominantly 
aimed at people working in multi-team system environments (such as incident management teams, regional coordination teams and 
state coordination teams) but is general enough that it could also be used with other kinds of teams (such as emergency responders). 
Communication, coordination and cooperation are foundational aspects of teamwork and the pillars on which other team functions, 
such as leadership, situation awareness and decision making depend [1,41,43,50,51]. An initial checklist was constructed based on the 
literature on communication, coordination and cooperation and then developed during five regional coordination center exercises 
conducted by one of our agency partners. These exercises allowed the development team to examine each item in the checklist. Based 
on the discussions a number of changes were made to the TPC to shorten it and provide better differentiation between the items. 
Following the development stage the TPC was evaluated by users in four studies and was found to have very good usefulness, clarity and 
comprehensiveness. 

The TPC is designed to be used by people in emergency management to help them better understand and manage teamwork both in 
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real time and after the event. When used in real time it has two key applications. The first is as a health check, where a team leader or 
observer can check that the team is employing the behaviors that are expected of a high performing team. This is particularly useful to 
do when the team is under pressure from an emergency that is stretching their capability. The second application is to diagnose 
problems that are impacting a team’s effectiveness. By working through the TPC problems can be diagnosed and solutions can be 
developed to help fix the problem. Sometimes these solutions can be fairly straight-forward, as stated by one of the development team 
users “If we did real time performance then somebody could step in and say hey, it looks like you haven’t got any missions or goals so I 
think there is a lack of role clarity here. How about we just stop for 5 and do this and this.” Sometimes a longer-term solution may need 
to be implemented, as might be required to deal with a person who is creating unnecessary conflict. 

When used after the event in debriefs and after-action reviews the checklist can be used to better understand how the team per-
formed in terms of information, actions and the situation. As one of the development team users pointed out, the TPC can be used 
effectively as a self-assessment tool to guide a team debrief and the fourth evaluation study showed that participants found the TPC to 
be useful when used in this context. One of the development team users pointed to the challenges of changing team member behavior. 
Provision of suitable feedback is central to changing people’s behavior and the TPC provides specific feedback to people and teams 
based on behavioral markers. The provision of specific feedback has been found to be much more effective in changing people’s 
behavior than normative feedback [91]. The findings from the debrief or after-action review using the TPC should also feed into the 
organization’s lessons process where both short and long-term solutions to the problems identified can be implemented. 

Similar to other complex activities such as aviation and surgery, EM can be broken down into the five phases of readiness, esca-
lation, coordination, de-escalation and termination [88]. Unlike some checklists used in aviation and surgery that contain items 
tailored for specific phases of a flight or operation, the TPC can be used across the five phases of EM. The ability to use the TPC in 
different phases of the incident was noted by one of the development team users as a useful feature of the TPC. The user highlighted 
that this enabled evaluation of teamwork in the first part of a shift and then a second evaluation of teamwork later in the shift once the 
team had developed their battle and work rhythms. 

The use of a checklist to manage teamwork (like the TPC) has benefits for all EM teams, but is particularly important in the multi- 
team system environments common at incident management and strategic levels of EM where there are multiple teams working to 
achieve separate but related objectives within a framework of overarching goals [4]. These EM environments pose a variety of 
teamwork related challenges, such as competing priorities and maintaining effective communication and coordination [9–12,14,15]. 
The TPC provides a simple tool to help people better understand and manage teamwork in multi-team system environments (such as 
the regional coordination centers examined in the Development section and incident management teams). The TPC could also be used 
to help Air Operations Managers, Divisional Commanders, Sector Commanders, and Strike Team Leaders monitor and review the 
teamwork of their units. Enhancing teamwork helps to improve the team’s operational performance and reduces the friction and stress 
associated with working in demanding situations [92]. 

The development team users highlighted the need for training in how to use the TPC. This is also identified by Burian et al. [39] in 
the lifecycle framework as the fourth stage (induction, training and implementation). This is important in ensuring that the checklist is 
adopted and can be successfully used by teams and organizations. The crew resource management literature provides useful guidance 
on embedding the use of tools such as checklists into organizations. Flin et al. [85] advocate the use of a three phase approach enabling 
adoption through: awareness; practice and feedback; and the continual reinforcement loop. The first phase of awareness focuses on 
building users’ understanding of the key concepts that underpin the teamwork content (3Cs) and the use of the checklist tool. In 
addition to the Team Process Checklist which outlines the tool’s purpose and provides the 17 items, several short articles that explain 
the TPC have been published in EM agency magazines [93–95] and the Bushfire & Natural Hazards CRC Hazard Note series [96]. There 
are further Bushfire & Natural Hazards CRC published resources that can be used to help explain and provide training on the 3Cs 
including A guide to non-technical skills in emergency management [92] and two training packages on non-technical skills [97,98]. 

To help users gain practice and feedback in using the checklist a short video clip of a team performing a complex task can be used to 
help EM agencies train their personnel. Trainees would be asked to use the TPC to identify the good and poor team behaviors shown in 
the video clip. Subsequent discussions can then focus on why participants had identified particular teamwork behaviors as present or 
absent and the cues that helped them make these judgements. This also allows them to examine any observational discrepancies they 
may have with their peers. Instructors presenting these sessions could provide examples of the key behavioral cues that would likely be 
present in the EM teams within their organization to provide context for the participants. Providing clear examples of the types of 
behavioral cues helps to develop shared mental models for team members and may help them better understand what good teamwork 
and coordination really entails [99,100]. 

The facilitated discussion should also address rating issues of observational accuracy (i.e., correctly identifying the behaviors) and 
rater accuracy (i.e., assigning the correct rating) [85]. The use of the TPC in conjunction with a video provides behavioral observation 
training to help address observational and rater accuracy [101]. This material could be supplemented by discussion of observational 
errors such as ensuring observers remain focused on the actual behaviors, contamination from prior knowledge of the individuals or 
team being observed and over-reliance on a single example of a behavior [85]. Further issues that could be discussed are factors that 
undermine rater accuracy such as the influence of our own personal standards or preferences in what we think good or poor behavior 
looks like in the workplace [102,103] and biases such as halo, horns, primacy and recency. 

The third phase of enabling adoption is the use of a continual reinforcement loop. This is usually led by organizations adopting new 
tools and skillsets and involves adopting ongoing refresher training and organizational practices such as workplace auditing, standard 
operating procedures, and learning and development systems. For example, the TPC can be embedded as part of exercises and training 
activities, and periodically discussions could be held with team leaders and managers on their use of the checklist. To help EM or-
ganizations improve their own ability to embed non-technical skills (such as communication, coordination and cooperation) into their 
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training and development programs the Australasian Fire and Emergency Services Authorities Council (AFAC) have published a Guide 
to embedding non-technical skills into emergency management training [104]. 

During the development of the TPC, we worked closely with users to co-create a checklist that is able to be used both in real time 
and after the event to examine EM teamwork. In this we drew on the philosophy of human-centered design, where the intended user is 
placed at the center of the design process [90]. In addition to harnessing the users’ knowledge of their practical needs and context of 
use, placing them at the center of the design process means that a group of people within the agency can be created who have intimate 
knowledge of how the checklist works, including its intended and expected use [89]. This is important in helping to translate the 
research into practice as the new checklist is less likely to be seen as either alien or something handed down by management without 
consultation, thus helping to avoid resistance to its use (cf [105,106]). As the user group uses the checklist and supports others to use it 
widespread adoption is more likely to occur throughout the agency [89,107]. This acts to embed utilization and adoption as a central 
part of the research so that utilization and adoption are not something that are an after-thought following the completion of the 
research but something that is considered from the very beginning [89]. In the context of an increasing emphasis on engagement, 
impact and utilization in evaluating the quality of research outputs this is an important step forward. 

The TPC has some limitations that should be pointed out. The TPC was designed to be used by both observers and team members in 
real time and after an event to evaluate teamwork in EM. This means that it needs to be brief, simple, easy to use and contain concepts 
that can be observed by someone who is not an expert on teamwork. To do this we focused on the three central processes of teamwork 
(communication, coordination and cooperation) and restricted the number of items to make the TPC short enough to use during an 
operation. This means that while the TPC can detect a range of issues it is unlikely to be able to detect everything that could go wrong in 
a team. Another potential problem with checklists such as the TPC is that different people may rate the same observed behavior in 
different ways. This is something that can be addressed in training in how to use the TPC, particularly if users are able to practice and 
receive feedback on their rating of teams observed in videos where a standard presentation is possible. The inter-rater reliability 
analysis from the development studies provides some level of confidence that users can rate observed behaviors in consistent ways 
using the TPC. 

In conclusion, this paper describes the development and evaluation of a prototype teamwork checklist (TPC) that is designed to 
help people to better understand and manage the processes of communication, coordination and cooperation in EM teams both in real 
time and after the event. In real time the TPC can be used as either a health check to ensure the team is performing at a high level or as a 
way to diagnose problems in the team that need to be addressed. When used after the event for debriefs and after-action reviews the 
checklist can be used to better understand how the team performed in terms of information, actions and the situation. The TPC is 
designed to be simple, straight-forward and able to be used in the time-constrained environments typical in emergency management. 
Based on the research that we have conducted so far, the TPC appears to show much promise as a way to better understand and manage 
teamwork in emergency management. 
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Appendix 

Example of an Exercise 

Seasonal Outlook 
There has been a late start to the fire season with significant periods of rain running through into late November. A late burst of hot 

weather in December with moist soils has promoted additional grass growth which has now cured off, resulting in grass growth 
through the district at above average levels. Resulting grass fuel loads are higher than average. 

Day 1 

At 1630 the Bureau of Meteorology issued Total Fire Bans for the entire state for the following day. The fire ban districts of A and B 
have been declared Extreme with weather conditions expected as. 

Temperature 38◦ C 

Winds Northerly at 35 km/h gusting to 40 km/h. 

Relative Humidity 15% 

Fire Danger rating of 75 grass 
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Day 2 

The Actual Weather on Day 2 is as follows: 

Temperature 32◦ C 

Winds Northerly 35 km/h gusts to 45 km/h. 
At 09:15 Brigade X and Brigade Y have responded to the report of a grass fire resulting from a grain harvester fire, 20 km north of W 

township. The initial situation report from Brigade X is as follows: 

“Brigade X confirms grass fire and harvester fire at Z location. Harvester is completely destroyed. The grass fire is fast moving in 
a southerly direction. The fire is progressing towards hilly terrain and heading for W township. We are unable to attack the front 
of the fire due to speed of the front. Request additional assistance and bombing aircraft.” 

The forward rate of spread (FROS) of the grass fire is 4.5km/h in grass/crop. Rapid fire spread in grassland continues to hamper 
direct attack efforts. The wind initially drives the fire in a southerly direction and it will impact on W township if the fire spread in the 
hills is unable to be contained. As the fire impacts on the hilly terrain the rate of spread of the fire increases with some spotting 
occurring. 

At some point during the day a structure fire is reported in the township of A. The initial report from the first arriving brigade 
indicated the house was well alight with flames showing through the roof. The Incident Controller requested 4 additional brigades to 
respond, together with power utilities, police, ambulance and fire investigation. No residents were reported injured and the house’s 
occupants were not home at the time of the fire. The fire was also reported to be threatening adjoining structures. 

The Regional Command Center is to manage the incidents as if they were actually occurring. Standard Operating Procedures are to 
be followed. This includes appropriate communications to State Command Center, other emergency services, public warning 
messaging, etc. 
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