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Introduction 
 

About this resource 
This resource has been created for the Patrol Captains Training course. The resource 

can be used as a reference for the Patrol Captain once the course has been 
completed. 

 

Supplying feedback for this resource 
Feedback can be supplied via email to: member.eduation@surflifesaving.org.nz  
 

Qualification details 
The Senior Lifeguard Award – Patrol Captain (SLA-PC) is made up of the 
following learning outcomes: 

 Identify the roles and responsibilities of a Patrol Captain 
 Identify components of NSOPs/CSOPs and explain its significance 
 Set up, maintain and close down a patrolled area 

 Explain the purpose of the Patrol Captain in a leadership role and the leadership 
styles they apply 

 Apply team leadership to a Patrol Captain role 
 Identify, diagnose and use the strengths/weaknesses of members of a given 

team on patrol 
 Complete tasks related to being a Patrol Captain 
 Build trust with team 

 Build rapport with team 
 Deal with a difficult personality/ team member 

 Motivate a team or members of a team 
 Apply the seven steps of risk management (including identifying and assessing 

risk and applying preventative actions) 

 Identify, assess and respond to an incident (including operation and post 
incident activities) 

 Supervise a response to a minor and major incident 
 
All of the above are needed to gain the Senior Lifeguard Award – Patrol Captain. 

 

Pre-requisites 
To commence training for the Senior Lifeguard Award – Patrol Captain you must have 

met the following minimum pre-requisites: 
 Current First Aid Level 1 
 Minimum of 16 years of age 

 2 years patrolling experience 
 VHF Radio Operators  

 Current member of a SLSC 
 Surf Lifeguard Award (refreshed) 
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Assessment Components 
 

For candidates to gain the Senior Lifeguard Award – Patrol Captain the following must 
be completed. 

 
 Successfully complete the Patrol Captain pre-course online learning modules. 
 Attend a Patrol Captain training course and complete the questions to the 

required standard in the candidate workbook. 
 Successfully complete the practical Patrol Captains exercises during the training 

course 
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Topic 1: The roles and responsibilities 

of a Patrol Captain 
 

Roles and Responsibilities 
 Patrol operations 
 Assignment of duties 
 Position of flagged area 

 A motivator 
 Standards maintained – NSOPs/CSOPs 

 Conduct and Image of patrol members 
 Completion and submission of PC form and any Patient and Incident Forms 
 Resource management 

 Public relations 
 A leader 

 Situation/crisis management 
 Communication 
 Health, safety and welfare of patrol members 

 Uniform standards 
 

Reporting forms used on patrol 
 

 IRB Operations Log Book 
 Inspection Report Form 

 Patrol Captains Report Form 
 Incident Report Form – one form per person 

 Patient Report Form 
 

Why is reporting important? 
 

 Informs strategic direction 
 Assess lifeguard outputs 

 Assist in the writing of Media releases 
 Contributes to Sponsorship proposals 

 Helps us identify any re-occurring hazards which allows us to update the 
NSOPs/CSOPs/ our incident knowledge /risk registers etc. 

 Identifies user patterns 

 Provides evidence of facts and experiences! 
 

 
 
 

 
 

 
 
 

  

mailto:member.education@surflifesaving.org.nz
http://www.surflifesaving.org.nz/


 

Surf Life Saving New Zealand | member.education@surflifesaving.org.nz | www.surflifesaving.org.nz 7 

Getting in the Media 
 

If any newsworthy incidents occur on your patrol, please assist your district and your 
own club by contacting the appropriate person (see flow diagram below) as soon as 

possible, so they are aware of the detail and can distribute this information to the 
appropriate media sources.  

 
 

Image is as at August 2020 and for more/up to date details, please see the Media NSOP here: 
https://www.surflifesaving.org.nz/club-management/national-standard-operating-procedures   

mailto:member.education@surflifesaving.org.nz
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Member recognition 
 

As a Patrol Captain, how can you informally recognise the contribution 
/effort of your patrol team members? 

 
Patrol Captains have the capacity to informally recognise patrol members, for 

example: 
 Consider what awards your patrol members might be eligible for within your 

club? 

 Consider what awards your patrol members might be eligible for within SLSNZ? 
 

If members have a good experience they will come back! 
 
 

 

 

 
 

For more detailed information on awards (including local/regional awards and regional 
ceremonies), go to: https://www.surflifesaving.org.nz/about-us/awards-of-
excellence/national  

You can also contact SLSNZ regional staff for the awards and recognition booklet. 
 

 
 
 

 
  

 

 
Generic 

Awards 

 Certificate of thanks (non-member) 
 Volunteer of the year 
 Club of the year 

 Service award 
 Distinguished service award 

 Life membership 
 Outstanding achievement award 
 Innovation of the year 

 
Sport 

 Coach of the year 

 Surf Official of the year 
 International Sports performance of the year 

 

 
Lifesaving 

 Rescue of the Month 
 Rescue of the Year 

 Gudsell Trophy 
 London Trophy 

 Lifeguard of the Year 
 Examiner/Instructor of the Year 

mailto:member.education@surflifesaving.org.nz
http://www.surflifesaving.org.nz/
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Topic 2: Team Leadership 
 

Team Leadership is where Surf Life Saving delivers on its core purpose. In this topic 
we will look at the two interdependent parts of team leadership: 

 The team 
 The team leader 

 

1. The team 
 

Definition 
A team is a group of people:  

 with complementary skills,  

 committed to a common purpose,  
 with a set of performance goals and an approach for which they hold 

themselves mutually accountable. 
 
Teams are the lifeblood of SLS. We have patrols, committees, sport teams and so on. 

Some teams are permanent while others are temporary. Some of us are involved in 
multiple teams. Our teams may be located in the same geographical area or they may 

be dispersed across the country.  
 
We are now seeing the emergence of ‘virtual teams’, teams that utilise the internet 

and other communication technology. 
 

Stages of team development 
When members are put together is a team, as a team, they go through certain stages.  

 
Teams typically go through five stages (Tuckman, 1965) in their development.  

 

 
  

1. Forming

2. Storming

3. Norming
4. 

Performing

5. 
Adjourning

mailto:member.education@surflifesaving.org.nz
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Stage Team member thoughts at each 

stage 

Teams can advance to each stage 

by: 

 

o Who is in this group? 
o Do I want to be in this group? 
o What are we supposed to do? 
o What are our goals and objectives? 

o Who am I in this group? 
o What can I offer it? 

 Agree on a team purpose 
 Clarify and agree on team roles and 

goals 
 Establish team ground rules 
 Try to achieve a balance between 

getting things done and building 
relationships 

 Listen to one another 

 

o Who’s in charge? 

o How much power and influence do I 
have? 

o Who has the formal/informal 
power? 

o How will decisions be made? 
o What are the coalitions in this 

group? 

 Acknowledge that storming is a 
stage of team development 

 Recognise the importance of 
valuing diversity 

 Implement pacing skills 
 Identify leadership roles relating to 

tasks  
 Work more with team members 

and rely less on leaders 
 Attempt to meet people’s individual 

power needs 

 Allocate time to discuss why there 
is conflict 

 Listen to one another 

 

o How will this group operate? 
o What are the ways to behave in this 

group? 
o What is the protocol? 
o What are our policies, rules and 

procedures? 

 Actively support and display ground 
rules 

 Examine shared values 

 Give and be open to receive 
feedback 

 Share “business” knowledge 
 Listen to one another 

 

o What is the best way to do my job 

well? 

o How can I contribute to the team’s 
task? 

o How can we improve our 
effectiveness and efficiency? 

o Are we getting the best results 
possible? 

 Acknowledge group development is 
task specific, so expect a shift to 
the other stages if there is a new 

task 

 Clear behavioural standards are 
well known 

 Critique and open dialogue is 
encouraged 

 Getting things done and building 
relationships must be developed 

simultaneously 
 Team learning is an everyday event 

 

o How will I feel when I (or others) 
leave or when we disband? 

o What are the consequences of 
leaving or disbanding? 

 

 

This may be a continually reoccurring cycle as a team is formed and unformed and 
new members join and others break away.  

 
Team performance will vary depending on the stage they are in. 
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High performing teams 
 

High performing teams are characterised by: 
 high levels of trust,  

 involvement (application of skills such as problem solving, technical and inter-

personal), and 

 commitment (common goals, purpose and commitment).  

They have:  
 good communication,  

 good internal processes, 

 Accountability (individual & mutual), and  

 a common purpose. 

High performing teams tend to have a ‘nurturing’ environment where team members 

feel secure; there is a strong sense of identity and high levels of trust. Such team 
environments tend to be task positive, respectful of individual differences, open and 
honest.  

 
The team leader plays a critical role in ensuring conditions exist to:  

 ensure optimal team performance, and 
 ensure the team is able to move through their development stages. 

 

Ask yourself, does my team have …? 
 Purpose 

 Process 
 Communication 
 Involvement 

 Commitment 
 Trust 

 
 

2. The team leader 
 

Definition 
 

An effective team leader provides guidance, instruction, direction and leadership to a 
group of individuals (the team) for the purpose of achieving their performance goals. 

 

Effective team leadership can make a big difference in many ways including: 

 Ensuring services are delivered to a high standard 
 Leading improvements to the way clubs operate 
 Leading by example to build trust amongst members 
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The team leader role 
 

There are many different leadership roles at Surf Life Saving; some formal, some 
informal and some temporary.  
 

Team leadership is challenging. It can be rewarding, but also sometimes lonely.  
 

A team leader’s roles is to: 
 Encourage and develop 

o Team leaders need to proactively encourage the development of the 
team and individual team members.  

o Supporting team members to do their best. 

o A healthy effective and high performing team should continually reflect 
on and seek ways to improve their performance. This includes 

challenging assumptions they are making and frameworks they have for 
decision making. It is a team leader function to lead this. 

o Motivate the team (see Topic 4) 

 Facilitate and manage 
o The purpose of team management is to ensure the team is meeting its 

performance goals and is properly aligned within the organisation. 
o Encourage ideas from the team and enabling collective decision making. 
o This includes setting team and individual performance targets, reviewing 

these on a regular basis and providing feedback to the team members 
(as a group and individually) and other stakeholders. 

o This also includes the ability to gain the support of others by building 
collaborative relationships, communicating effectively and negotiating. 

 Observe and be accountable 

o Stand back and reflect on how the team is going. 
o Teams must balance tasks and team processes (i.e. balance the need to 

get a task done vs. discussing how we could do it better for all future 
occurrences). 

o Achieving high standards of delivery through a focus on results and 

continual improvement. 
o Set goals and hold team members to account. 

 Make decisions 
o Make timely, quality decisions in a way that ensures a high likelihood of 

success. 

o Some teams often deal with unexpected/serious situations (that can be 
time/life critical) and team leaders/teams need to ensure they make the 

right decisions and engage with the most appropriate personnel (i.e. the 
Police). 

 Align and lead with integrity 

o Role model the values and ethical standards of SLSNZ. 
o Understand our world, envisaging different futures and enabling 

innovation. 
o Ensure the team’s activities fit within the goals and objectives of the 

wider organisation. 
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A team leader’s roles is to (continued): 
 

 Build relationships 
o Team leaders need support networks outside of their team. 

o Establish and maintain productive, influential relationships within and 
outside of Surf Life Saving 

o Build Rapport (See Topic 3) 
 Build Trust 

o As leaders, to be influential, we need to work with others. We need their 

support, their ideas, their wisdom and their energy. 
o People respond best to leaders when they feel respected. This means 

feeling listened to and being actively engaged in decision making 
processes.  

 

The Foundation of Trust 

Be open 

Mistrust comes as much from what people don’t know as from what 

they do know. Keep people informed, make the criteria on how 

decisions are made overtly clear, explain the rationale for our 

decisions, be candid about problems, and fully disclose relevant 

information. 

Be fair 

Before making decisions or taking actions, consider how others will 

perceive them in terms of objectivity and fairness. Give credit where 

it’s due, be objective and impartial in performance appraisals, and 

pay attention to equity perceptions in reward distributions. 

Speak your 

feelings 

Managers who convey only hard facts come across as cold and 

distant. If you share your feelings, others will see you as real and 

human. 

Tell the 

truth 

Truth is an inherent part of integrity. Once you have lied and been 

found out, your ability to gain and hold trust is largely diminished. 

People are generally more tolerant of learning something they “don’t 

want to hear” than finding out that their leader lied to them. 

Show 
consistency 

People want predictability. Mistrust comes from not knowing what to 

expect. Let your central values and beliefs guide your actions. This 

increases consistency and builds trust. 

Fulfil your 

promises 
 

Trust requires that people believe that you are dependable. So you 

need to ensure that you keep your word and commitments. 

Maintain 
confidences 

 

People trust those who are discreet and upon whom they can rely. 

They need to feel assured that you will not discuss their confidences 

or betray that confidence. If people perceive you as someone who 

leaks personal confidences or someone who can’t be depended on, 

you won’t be perceived as trustworthy. 

 

“It’s impossible to lead people who don’t trust you” 
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A team leader’s roles is to (continued): 

 
 Manage themselves 

o Be self-aware, acting with confidence and applying personal strengths to 
best effect. 

 Manage their team 
o Inside their teams, team leaders do such things as select and develop 

team members, set goals, delegate tasks and manage performance. 

o Have the difficult conversations (See Topic 3). 
 Manage those outside the team 

o Outside of the team, team leaders need to manage stakeholders and 
remove ‘roadblocks’. From time to time team leaders will be required to 
deal with major road blocks to performance such as lack of resources. 

 
 

Ask yourself – what are your strengths and weaknesses in relations to your 
ability to: 
 

 Encourage and develop 
 Facilitate and manage 

 Observe  and be accountable 
 Make decisions 
 Align and lead with integrity 

 Build relationships 
 Built Trust 

 Manage yourself 
 Manage your team 
 Manage those outside the team 
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Leadership styles 
In order to fulfil the role of the team leader, you may need to utilise different 

leadership styles for different contexts. 
 
Daniel Goleman identified 6 distinct leadership styles: 

 Visionary - the “Come with me” approach 
 Coaching  - preparing people for the future 

 Affiliative - a “People come first” attitude 
 Democratic - everyone has a voice and is listened to 

 Pacesetting - intense focus on performance standards 
 Commanding - the “Do what I say” approach 

 

Leadership Styles1 

 Leader characteristics When style is appropriate 

Visionary 

Leadership 

Inspires. Believes in own vision. 
Empathetic. Explains how and why 
people’s efforts contribute to the 

‘dream’ 

When changes require a new vision. Or 
when a clear direction is needed. 
Radical change. 

Coaching Style 
Listens. Helps people identifying their 
own strengths and weaknesses. 
Counsellor. Encourages. Delegates. 

To help competent, motivated team 
members to improve performance by 
building long-term capabilities. 

Affiliative 

Leadership 

Promotes harmony. Friendly. 

Empathetic. Boosts moral. Solves 
conflicts. 

To heal rifts in a team. To motivate 

during stressful times. Or to strengthen 
connections. 

Democratic 

Leadership 
Superb listener. Team worker. 

Collaborator. Influencer. 

To build support or consensus. Or to 

get valuable input from employees. 

Pacesetting 

Leadership 

Strong urges to achieve. High own 

standards. Initiative. Low on empathy 
and collaboration. Impatience. 
Micromanaging. Numbers-driven 

To get high-quality results and 
competent team. Sales 

Commanding 

Leadership 

Commanding. “Do it because I say so”. 
Threatening. Tight control. Monitoring 
studiously. Creating dissonance. 
Contaminates everyone’s mood. Drives 
away talent. 

In a grave crisis. Or with problem 
employees. To start an urgent 

organisational turnaround. Traditional 
military. 

 
The leadership style of the team leader can positively or negatively impact the culture 
or ‘atmosphere’ within the team and also the performance of the team. Some styles 

such as ‘Commanding’ and ‘Pacesetting’, may be the most appropriate in some 
situations, but can negatively impact team performance over time as well.  

A team leader needs to:  
 recognise their predominant leadership style and  
 learn to adapt to different situations. 

                                                
 
1 From “Primal Leadership” by Daniel Golemen, Richard Boyatzis, Annie McKee 
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Application of ‘team leadership’ 
 

There are no absolutes in regards to leadership. What matters is what works and what 
doesn’t. A central skill in leadership is the ability to adapt and to role model. 
 

Leaders who are good team leaders: 
 

 Understand that people are different in the way they work, the way the prefer 
to communicate and the way they can be motivated 

 Demonstrate interest and concern for the members of their team  
 Are accessible and available to team members 
 Create a team environment where different views are listened to and team 

members are involved in decision making 
 Seek feedback on their performance and demonstrate a willingness to change 

 Delegate tasks to others appropriately and set clear goals and expectations for 
performance 

 Provide appropriate resource and support and do not micromanage  

 Regularly review individual & team performance  
 Recognise and reward performance  

 Deal with poor performance early & constructively 
 Represent the team with pride and enthusiasm 
 Deal with external blockages to team performance in a timely manner 

 
Leading a team is NOT: 

 
 The absence of guidance 
 Being a control freak 

 Setting up others to take the blame for failure 
 Threatening 

 A power trip 
 
Team Leadership is taken to the next level in the BP Leaders for Life training. If you 

are interested in learning more, click here: https://www.surflifesaving.org.nz/club-
management/member-development/bp-leaders-for-life  

 
You might also want to think about our highest award in lifesaving, the Advanced 

Lifeguard Award, which is gained through the national lifeguard school, where 
leadership skills are put in to practice in a wide range of advanced practical settings. 

For more information, click here: 
https://www.surflifesaving.org.nz/lifesaving/lifeguard-education/advanced-lifeguard   
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Topic 3: Building Rapport 
 

This section looks at building rapport with your team members, and managing 
effective relationships. 

 

Definition 
Building rapport creates an environment of mutual trust and respect that enables 
constructive and honest communication between people.  

 

Overview 
SLS is made up of inter-dependent people whose interests are closely intertwined. 

While we share a lot in common we are all different in many ways. The development 
of rapport (trust and respect) increases the likelihood of a positive and constructive 
environment with strong working relationships between people. 

 
Trust is the key to persuading and influencing people. We know that trust is built over 

time through consistency and integrity. As an organisation we have built a high 
degree of trust between the New Zealand public and ourselves.  
 

Building rapport is like building a bridge. The stronger the bridge the more you can 
ask of it. Mutual trust and respect are the pillars upon which the bridge is built. Mutual 

trust is a shared belief amongst us that we can depend on each other to achieve our 
purpose of reducing drownings.  
 

Building rapport is the ability to make people 
feel comfortable and accepted. People sense 

how you feel about them and are more likely to 
be influenced if they feel liked.  Building 

rapport is a fundamental building block of 
successful leadership. Sometimes, in order to 
build rapport, a leader may need to change 

their attitude to an individual or a group. If 
someone cannot relate well to others, they are 

unlikely to be listened to or taken seriously. 
 
Rapport building begins the moment two 

people meet. Both are making instant 
judgements about appearance and demeanour. 

Making a positive first impression is therefore 
helpful. 
 

Empathy is a core attitude required of leaders 
at SLS. As a leader your goal, when interacting 

with others, is to make them feel important 
and understood. As an effective leader, you will 
need to show you understand the other 

person’s point of view, and be able to 
empathise with their situation. 
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Application of ‘Building Rapport’ 
 
In almost all aspects of SLS activity building rapport is an essential skill.  
 

Examples include welcoming a new team member, counselling, running a training 
session, building a relationship with an external stakeholder, leading a meeting, or 

motivating someone to work harder or smarter.  
 
Leaders skilled in ‘Building rapport’: 

 
 Show concern for others. They find out what they have in common with the 

other person. They ask questions about the other person’s views, the problems 
they see, or the reservations they have 

 Actively listen, read body language, suspend judgement and paraphrase what 

the speaker has said 
 ‘Match’ and ‘Pace’ their posture and gestures with the person they are 

interacting with  
 Present themselves well in terms of appearance and demeanour 
 Behave consistently and predictably/reliably 

 Are not judgemental, overly self-conscious, or overwhelm others with their 
views 

 

Key concepts & frameworks 
 

Trust 
 

“…an individual’s belief in, and willingness to act on the basis of, the words, actions, 
and decisions of another” 

 
People develop trust when they recognise trustworthy behaviour. Such behaviour 
includes demonstrating: 

1. knowledge and skill. 
2. consistency in actions, and 

3. alignment to the values we hold.  
 
We also tend to trust people we believe are genuinely concerned about us. 

 
Over time trust becomes stronger and more resilient. In the early stages, trust is 

more calculated as people weigh up the benefits and costs of trusting someone. Later 
when high levels of trust are established such calculating behaviour disappears.  
 

Strong emotional bonds often exist and people act effectively for the interests of each 
other. 
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Active listening 
When people interact they are often not really listening to each other. They may be 

distracted, thinking about what they are going to say next or thinking of something 
completely different. 
 

Active listening involves complete focus on the speaker. It requires: 
 forgetting about oneself and suspending judgement 

 observing the speakers physical activity and body language such as body 
posture, breathing rate and ’listening’ for feelings, anxieties etc. 

 paraphrasing what the speaker has said to ensure clarity and confidence on the 
speakers part that the listener understands 

 allowing the speaker to finish 

 

Pace – Lead 
 

Matching or Mirroring is when you adopt parts or all of another person’s behaviour 

for the purpose of building rapport.  
Pacing is the time you spend matching/mirroring another’s behaviour until you feel 

you have gained sufficient rapport to try and lead. 
Leading is incrementally changing your behaviour in order to shift the other’s 
behaviour so they follow you. 

 
For example: You are in a meeting, so you match or mirror the other’s person body language, posture 
and/or language, until you feel you have built sufficient rapport. In that meeting you then lean forward 
and point to the document you are holding. If the person does not lean in (and follow) you, you need to 

build more rapport and continue to pace. However, if they do lean in, you have successfully led the 
situation. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Helpful Rapport Building Tips 
 

 If you are sitting then lean forward, towards the person you are talking to, with hands 

open and arms and legs uncrossed.  This is open body language and will help you and the 

person you are talking to feel more relaxed. 

 Look at the other person for approximately 60% of the time.  Give plenty of eye-contact 

but be careful not to make them feel uncomfortable. 

 When listening, nod and make encouraging sounds and gestures. 

 Smile! 

 Use the other person’s name early in the conversation. This is not only seen as polite but 

will also reinforce the name in your mind so you are less likely to forget it! 

 Ask the other person open questions.  Open questions require more than a yes or no 

answer. 

 Use feedback to summarise, reflect and clarify back to the other person what you think 

they have said.  This gives opportunity for any misunderstandings to be rectified quickly. 

 Talk about things that refer back to what the other person has said.  Find links between 

common experiences. 

 Try to show empathy.  Demonstrate that you can understand how the other person feels 

and can see things from their point of view. 

 When in agreement with the other person, openly say so and explain why. 

 Build on the other person’s ideas. 

 Be non-judgmental towards the other person.  Let go of stereotypes and any 

preconceived ideas you may have about the person. 

 If you have to disagree with the other person, give the reason first then say you disagree. 

 Admit when you don’t know the answer or have made a mistake.  Being honest is always 

the best tactic, acknowledging mistakes will help to build trust. 

 Be genuine, with visual and verbal behaviours working together to maximize the impact 

of your communication. 

 Offer a compliment, avoid criticism and be polite. 
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Defining a Good Relationship 

There are several characteristics that make up good, healthy working relationships. 
 

Trust 
This is the foundation of every good relationship. When you trust your team and 

colleagues, you form a powerful bond that helps you work and communicate more 
effectively. If you trust the people you work with, you can be open and honest in your 
thoughts and actions, and you don't have to waste time and energy "watching your 

back." 
 

Mutual Respect 
When you respect the people that you work with, you value their input and ideas, and 

they value yours. Working together, you can develop solutions, based on your 
collective insight, wisdom and creativity. 

 

Mindfulness 
This means taking responsibility for your words and actions. Those who are mindful 
are careful and attend to what they say, and they don't let their own negative 

emotions impact the people around them. 
 

Welcoming Diversity 
People with good relationships not only accept diverse people and opinions, but they 

welcome them. For instance, when your friends and colleagues offer different opinions 
from yours, you take the time to consider what they have to say, and factor their 
insights into your decision-making. 

 

Open Communication 
We communicate all day, whether we're sending emails and IMs, or meeting face-to-
face. The better and more effectively you communicate with those around you, the 

richer your relationships will be. All good relationships depend on open, honest 
communication. 

 
 

Difficult Relationships 
 

 Occasionally, you'll have to work with someone you don't like, or someone that 
you simply can't relate to. But, for the sake of your work, it's essential you 

maintain a professional relationship with them. 
 When this happens, make an effort to get to know the person. It's likely that 

they know full well that the two of you aren't on the best terms, so make the 

first move to improve the relationship by engaging them in a genuine 
conversation, or by sitting with them over lunch. 

 While you're talking, try not to be too guarded. Ask them about their 
background, interests and past successes. Instead of putting energy into your 

differences, focus on finding things that you have in common. 
 Just remember – not all relationships will be great; but you can make sure that 

they are, at least, workable! 
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Difficult conversations 
 

On occasion, you might need to have a difficult conversation such as when you need 
to manage negative behaviour/performance or ask someone to do something you 
know they won’t want to. In order to have this conversation, great team leaders: 

 
 Don't jump straight in, they make a plan (and consult with other senior people 

they trust) 
 Decide the right TIME and PLACE to have the conversation as part of this plan 

and should be agreed with the person you are having the conversation with 

 They think about what they want to say and how they will say it 
 They consider if they are in the right state to have this conversation and are 

self-aware of their own reactions; body language, tone of voice and word 
choices 

 Go in cool (and stay calm) 

 Try and find out the “WHY” and explore this further 
 Read the person, make sure they are OK and maintain the relationship 

 Agree to the objective of the conversation early and reiterate objectives as and 
when required 

 Respectfully re-iterate their behavioural expectations of the team member and 

explain the reasoning behind those expectations 
 Apply their active listening and building rapport skills 

 If absolutely needed, will escalate it up their club hierarchy 
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Topic 4: Motivating Others 
 

This section looks at motivating others within your team. 
 

Definition 
Motivating people ensures that your team members apply themselves and persist in 
the direction of important team goals. 
 

Overview 
Leaders and team members are interdependent entities; one cannot succeed without 
the other.  

 
In SLS we try to encourage and get the best out of our people. We know that 
motivated people perform better and we know that motivation is what drives our 

people to achieve outstanding results for our community. 
  

As leaders we motivate people in many different situations.   
Examples include motivating another person (or groups) to complete a task within a 
given time frame, to change an attitude, to learn a new way of doing things, to 

contribute their skills in a positive manner, to take a risk.  
 

The ability to motivate others is, therefore, a fundamental leadership skill. We 
understand that our people have a choice in how much effort they give and where 
they focus that effort. Motivated people will give more of their discretionary time and 

effort.  
 

Motivation is something (a need or a desire) that causes a person to act. People are 
different and are motivated by different things. In general, people are motivated by 

both external (extrinsic) and internal (intrinsic) factors. They become motivated to do 
better when they have experienced some success and achievement. They become 
demotivated when they either do not experience success or achievement, or when 

these are not acknowledged. 
 

In SLS, we rely strongly on internal motivational factors such as challenge and 
purpose. We believe this is more sustainable and leads to greater member 
satisfaction. Connecting the values of our members with the values and purpose of 

our work is a powerful motivator. 
 

Application of ‘Motivating Others’ 
Formal roles for which this competency is especially applicable includes trainers/ 
instructors, patrol captains, coaches and so on. 
 

Leaders, who are good motivators: 
 Recognise that people are different and one size doesn’t fit all  

 Adjust their use of motivators according to the needs of the individual 
 Set clear and achievable goals 
 Allow others to contribute and be involved in goals setting and decision making 

 Gives positive and constructive feedback 
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Key concepts & frameworks  
 

Motivational theory 
There are many motivational theory models available. The three which provides the 

highest returns for SLS are: 
 

1. Maslow’s “Hierarchy 
of Needs” 

 

 
 

 
 
 

 
 

 
2. Herzberg’s Hygiene 

and motivator 

factors 
 

 
 
 

 
 

 
 
 

3. Goal Setting and 
Reinforcement 

(Feedback) 
 
 

Maslow’s ‘Hierarchy of Needs’ & Herzberg’s Hygiene and Motivator factors. 
 

Maslow proposes that we need to satisfy each need in turn (from bottom to top, see 
image above). The higher level needs can only be satisfied once our need for food, 

shelter and love have been satisfied.  
 
As a team leader, that means to motivate you team, you need to ensure: 

 
 Your team’s basic needs are being met first (i.e. enough breaks, time to eat, 

keeping hydrated) 
 Then ensure their safety is a priority (i.e. access to PPE, processes that keeps 

them safe) 

 Once the above 2 are catered for, start working on the team culture and 
environment that provides a connection (i.e. open, honest, supportive) 

 The higher levels can be catered through via feedback, recognition, awards, 
challenges, more responsibility, less micro-management etc. which are also 
the “motivators” Herzberg refers to.  
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Herzberg demonstrates that the factors that motivate or demotivate people in the 

workplace are different. Some factors, if present (motivators), tend to motivate 
people as opposed to some factors that, if absent, can lead to demotivation 

(hygiene factors).  
 Hygiene Factors (those that are absent, i.e. good working conditions that are 

absent leads to demotivation) 
 Motivators (those that are present, i.e. recognition for good work being given 

is a motivator) 

Hygiene factors are external (external) while motivators are intrinsic (internal) the 
person 

 
As a team leader, that means to motivate you team, you need to ensure: 
 

 The aspects that motivate your team must be present, such as: 
o The freedom, opportunity and ability to achieve 

o Providing feedback and recognition for a job well done 
o Celebrating success 
o Development and training opportunities 

 Aspects that must NEVER be absent include: 
o Safe, good and positive working environment 

o Team work and great relationships 
o Policies and rules that work for the team and their tasks 
o A team leader that is great at their role (see Topic 2) 

 
 

Goal-Setting & Reinforcement (Feedback)  
 
Goals can motivate people to lift achievement levels. People are more likely to be 

motivated if the goal is seen as achievable and the benefit seen as ‘worth it’.  Allowing 
people to take part in goal setting can increase their commitment to even those goals 

that are more difficult to attain.  
 
Goals need to be supported by reinforcement. Leaders should regularly reinforce 

progress toward the goal with positive consequences such as acknowledgement.  
 

Feedback should be given for good as well as poor performance.  
 
In giving feedback, leaders should: 

 Be timely – give feedback close to the event  
 Be specific - avoid generalisations, be exact and have evidence 

 Utilise ‘I’ and ‘my’ – own their thoughts and feelings  
 Use check in techniques such as questioning to ensure the receiver understands  

 Ensure the person feels safe and supported 
 Follow-up with an action plan  
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Topic 5: National and Club Standard 

Operating Procedures 
 

In general, an operating procedure is a set of step-by-step instructions compiled to 
help lifeguards/members/volunteers carry out operations with consistency across all 
operations. 
 

There are two categories to Surf Life Saving operating procedures: 
 

The National Standard Operating Procedures (NSOP) set out a minimum 

standard to be achieved by all clubs. These standards must be met in each relevant 
circumstance.  
 

The Club Standard Operating Procedures (CSOP) allow clubs to build on the 

NSOPs that require important localised information. It is likely that there are special 
and specific factors about clubs that are unable to be accounted for in the NSOPs. 
Therefore, each club must consider localised information such as location, 

environmental factors like nearby rocks or caves etc. are included in within CSOP. 
Additionally, a CSOP allows the club to establish a higher minimum standard than 

what is set out in the NSOP.  
 

CSOPs contains: 
a) Club contacts 

b) Scope and limitations of operation 
c) Local Procedures 
d) ECOS accreditation, scope and limitations, if applicable. 

e) Event Guarding accreditation, scope and limitation, if applicable. 
 

Not all NSOPs will require localisation that result in a CSOP. Patrol captains are 
required to be familiar with the NSOPs, and use the CSOPs to aid their local practice.  

 

Who should read the NSOPs and CSOPs?  
Every lifeguard/member/volunteer should read and understand the both the NSOP 
and CSOP relevant to the task or duty they are undertaking e.g. refilling the fuel 

bladder.  
 

Those lifeguards/members/volunteers managing or leading others, e.g. patrol 
captains, should read and understand all the NSOPs and CSOPs relevant to the tasks 

and duties of all lifeguards/members/volunteers who they are responsible for.  
 

If you are unable to follow an NSOP, report your concerns to your line manager.  
 

Why do we need to have NSOPs and CSOPs? 
 

 To provide people with all the safety, health, environmental and operational 
information necessary to perform a job properly and safely.  

 To ensure that operations are performed consistently to maintain quality control 
of our processes and services.  

 Provides a quick reference document. 
 To ensure that lifeguards/members/volunteers meet the required legal 

obligations.  
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Topic 6: Patrol Management 
 
This section covers some basic information regarding how to set up, maintain and 

close down a patrolled area. 
 

 

Patrol set up 
 Pre patrol checks are completed within 30 minutes prior to patrol 

commencement (Assess surf and weather conditions; Check equipment and 

first aid supplies). 
 Identify hazards that may impact patrol operations and apply risk management 

strategies 
 Flagged area is positioned in safest spot possible for the majority of beach 

users. 

 Rescue equipment and resources are set up in accordance with SLSNZ policies 
and procedures. 

 Duties are allocated to patrol members for the duration of the patrol 
 Define the safest swimming area using the red and yellow patrol flags. 

 

Maintaining a patrol 
 Patrolled area is maintained in accordance with SLSNZ policies and procedures 

– in the NSOPs/CSOPs. 

 Lifeguards are deployed to appropriate locations/hot spots throughout the 
duration of the patrol. 

 Emergency situations are coordinated throughout the course of the day without 

compromising the integrity of the patrol. 
 Patrolled area is relocated throughout the patrol if and when the hazards or 

risks change. 
 Preventative actions are carried out during the course of the patrol. 

 Patrol duties are rotated where possible throughout the day. 
 

Closing a patrol down 
 Beach goers are informed of patrol close down at least 15 minutes beforehand. 

 Rescue equipment and resources are brought in, cleaned and stored in the 
appropriate location according to SLSNZ policies and procedures. 

 All report forms are completed to SLSNZ requirements. 
 A post patrol debrief is conducted. 
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Patrol Audits 
 
Clubs can expect to be audited 3 times per season.  
  

The purpose of the patrol audit is to assess the performance of volunteer patrols 
against the requirements of SLSNZ’s NSOPs and CSOPs, in order to assist clubs to 

continually improve their patrolling duties in a safe, effective and efficient manner. 
 
The auditor’s role is to implement the audit in an objective, friendly and unobtrusive 

manner, and report their findings to both the PC and the regional lifesaving 
manager.   

 
The Patrol Audit NSOP provides a comprehensive list of the procedure which should be 
referred to. The following is a summary only of the audit process. 

 
1. Upon arrival at the beach, the auditor will introduce themselves to the patrol 

captain and advise the PC of their intension to undertake a patrol audit as 
directed by SLSNZ. The auditor should ask the PC if there is any reason why a 
patrol audit should not be carried out at this time.  

 
An audit may not be declined by a PC if a carnival or other club event is in 

progress, as the lifeguards priority should be on the volunteer patrol at all 
times. However, an audit may be declined if conditions are such that it would 
place unnecessary risk on the patrol and/or public safety, due to extreme 

environmental conditions, and/or exceptionally high patronage, and/or an 
emergency response is underway. 

 
2.   The patrol audit will likely include but is not limited to: 

a) Check patrol set up e.g. flags, number on patrol, uniforms etc. 

b) Check for progress of the PC, Operational Risk Assessment/s, Patient 
and Incident forms where applicable 

c) Provide an assessment of the beach management  
d) Complete the audit checklist. 

 
3.   Carry out a patrol audit debrief with the PC. The PC should be encouraged to 

first identify both the positive performance aspects and also the performance 

improvement actions prior to the auditor providing feedback on the same 
matters. The auditor’s report to SLSNZ should not contain any surprises to the 

PC or club i.e. there should be consistency between the verbal debrief with the 
PC and the written report submitted to SLSNZ. 

  

Where serious breaches of NSOPs and or CSOPs are identified, the auditor must 
advise the PC as soon as practicable and seek their immediate resolution of the 

identified breach wherever practicable. A record of any serious breach/es of NSOPS 
and CSOPS will be noted on the audit report for follow up by SLSNZ personnel. 
 

If a PC believes that they have been unfairly treated, and/or the auditor has been 
unnecessarily subjective, unfriendly and/or obtrusive, they should report their 

concerns to their regional lifesaving manager.  
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Topic 7: Risk and Incident 

Management 
 

Use this link to access the Risk Management resources relevant to this manual 
https://www.surflifesaving.org.nz/club-management/health-safety/our-approach  
 

Ensure you read all relevant information on this website link. 
 

For any questions:  
National Safety, Welfare and Risk Manager: ross.merrett@surflifesaving.org.nz 
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