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The manager who is 

not delegating is not

managing.

Delegation
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Course Objectives

n

Identify strategies to manage time 

efficiently and effectively.

n

Prioritize tasks.

n

Determine which work should be 

delegated.

n

Give effective instructions for tasks.

n

Apply strategies to delegate work 

efficiently. 


Disaster Field Training Operations – March 2002

COURSE OBJECTIVES

At the completion of this course participants will be able to:

· Identify strategies to manage time efficiently and effectively.

· Prioritize tasks.

· Determine which work should be delegated.

· Give effective instructions for tasks.

· Apply strategies to delegate work efficiently.

TARGET AUDIENCE

The target audience for this training includes all staff assigned to Disaster Field Offices.  Supervisors are especially encouraged to take this class.

APPROXIMATE TIME

2.5 hours

CONTENTS

This course includes the following:

· Course Overview

· Time Management Model

· Activity:  Prioritizing the Tasks Within the Disaster Field Office

· Activity:  Delegation Self-Inventory

· Determining What To Delegate

· Activity:  Making the assignments

· Providing Clear Directions

· Principles of Effective Delegation

· Assessment:  Applying Principles of Delegation

· Summary

	PREPARING

Use the following checklist to help you prepare for this course:

	

	Supplies and Equipment

· Visuals 1 through 21   (See Visuals Masters for this course.  Prepare visuals if necessary.)

· Overhead projector with screen

· Chart paper, easels, and markers

· Masking tape

· Name cards

· Pens, pencils, and note paper

· Prepared envelopes for Activity:  Prioritizing and Delegating Work in the DFO 

Handout Materials 

· Time Management and Delegation Handout

· Time Management and Delegation Assessment (final exam)



	NUMBER OF INSTRUCTORS

One or two instructors may be used to teach this course.

	

	INSTRUCTOR QUALIFICATIONS

Instructors should have training experience, as well as previous experience working at a DFO.  Instructors with previous disaster field experience should teach this course.  If you are inexperienced, request an experienced instructor to co-instruct the first session with you.


	COURSE OVERVIEW



	2 minutes
	

	Visual 1
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Time Management & 

Delegation

n

Analyze

n

Focus

n

Delegate

n

Instruct

n

Support
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Providing Directions

n

Explain the purpose of the task.

n

Provide thorough and clear 

instructions for completing the task.

n

Describe the desired results. 

n

Provide more direction than might 

seem necessary.

n

Show the employee a sample product.



	
	Introduce yourself and ask participants to introduce themselves, stating name and DFO assignment.




	COURSE OBJECTIVES



	2 minutes
	

	Visual 2
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Check for Understanding

n

Have employees explain their 

understanding of the task.

n

Ask if employees have any 

questions about the task.

n

Avoid making assumptions about 

an employee’s knowledge and skill 

level.
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	Point out that this course will enable you to: 

· Identify strategies to manage time efficiently and effectively.

· Prioritize tasks.

· Determine which work should be delegated.

· Give effective instructions for tasks.

· Apply strategies to delegate work efficiently.
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Time Management and Delegation for DFO Supervisors Summary
	Distribute the handout titled “Time Management and Delegation for DFO Supervisors.”  Tell the participants that they can use this handout to take notes.



	COURSE OVERVIEW 



	2 minutes
	

	Visual 3
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Management and Delegation

Remember…

n

Everything cannot be 

accomplished at the same 

time

n

One person cannot do all 

the work
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	Review the following key points:

· Disasters foster the perception that all related tasks, activities, and interruptions are urgent and require immediate attention. 

 
We must remember:

1. Everything cannot be accomplished at once.  

2. One person cannot do all the work.

· Taking the time to determine the importance and priority of tasks and activities can greatly increase effectiveness, productivity, and a sense of control.

· Once the priorities are acknowledged, the supervisor can delegate the work for accomplishment.

· Supervisors who prioritize and delegate are better managers of both time and resources.



	COURSE OVERVIEW

	Visual 4
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Kick

-

Off Activity



	10 minutes
	Kick-Off Activity

Divide the class into an even number of work groups.  Assign half of the groups the discussion questions on Time Management and half of the groups the discussion questions on Delegation.

Allow the groups 5 minutes for discussion and ask for group reports of 1-2 minutes.

Draw comparisons on the similarities and differences in answers.
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	Time Management Questions

1. What are some factors in the DFO environment that contribute to the inability to manage time efficiently?

2. What strategies do you use to manage your work during DFO workday?

3. Why have these strategies been helpful to getting the job done?
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	Delegation Questions

1. What are some factors in the DFO environment that contribute to the inability to delegate work to others?

2. What strategies of delegation do you use in the DFO?

3. How have these strategies been helpful to getting the job done?



	
	Possible Answers:

People often have difficulty with time management in the DFO because of:

· Unplanned meetings

· Rotation of personnel

· Training new personnel.

· VIP visits/tours of operations.

· Personal or administrative issues of employees.

· Handling urgent/important tasks immediately.



	
	Possible Answers:


People often fail to delegate effectively because they:

· Believe they can do the work better and faster than anybody else

· Do not know how to delegate

· Fear their employees will not like them if they give them too much work to do

· Do not know to whom to delegate

· Do not want mistakes to be made

· Do not trust their employees

· Are understaffed



	
	Possible comparison points:

Many of the time management and delegation issues are related:

· New or rotating personnel and lack of knowledge on their skills lead to the supervisor feeling uncomfortable with delegating tasks.

· Interruptions such as meetings, tours, and sudden task assignments disturb the process of setting priorities.

· And everything seems to take more time than expected.



	Visual 5
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Kick

-

Off Summary

n

Managers must…

n

Prioritize the task

n

Know the capabilities of the staff

n

Delegate tasks when appropriate
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	Review the following key points:
For delegation to be an effective method of time and personnel management, the manager must 

· prioritize the tasks

· determine what to delegate

· choose to whom to delegate

· use principles of delegation and time management

We are going to review these aspects of time management and delegation and give you the chance to apply your skills to typical DFO tasks.



	
	




	DETERMINING PRIORITIES



	5 minutes
	

	Visual 6
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Why Set Priorities?

Prevents or reduces…

n

Reactive behavior

n

Crisis situations

n

Wasted resources

n

Missed opportunities

n

Stress and anxiety

Increases…

n

Awareness of issues

n

Efficient use of time

n

Development of 

strategies

n

Sense of control
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	Discussion Question:

Why should you prioritize tasks?
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	Possible Answers:

Prevent or reduce:

· Reactive behavior that results in poor decision-making.

· Crisis situations.

· Time and energy being spent focusing on unimportant tasks.

· Stress and anxiety.

Increase

· Awareness of issues requiring immediate attention.

· Efficient use of time and energy.

· Sense of control.
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	What other considerations do supervisors have when they prioritize tasks?



	
	Possible responses include:

· Deadline needs.

· Available resources.

· Current staff tasking.

· Can it be easily delegated?

· What is the urgency?


	DETERMINING PRIORITIES 



	5 minutes
	

	Visual 7
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Time Demands

Two Dimensions

Importance

Urgency

Urgent tasks require 

immediate attention

Important tasks 

support operational 

goals
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	Review the following key points:

· The time management model developed by Stephen Covey, author of Seven Habits of Highly Effective People, involves two dimensions of time demands:  importance and urgency.  

· The model is designed to help you identify the tasks and activities that support your operational goals.

· Urgent tasks require immediate attention.  Examples of urgent tasks include answering a ringing phone, distributing needed food and water, answering a media inquiry, etc.  


(Ask participants for examples of other urgent tasks they are required to perform at the DFO.)

· Important tasks achieve significant results and contribute to the organization’s mission and goals.  Examples of important tasks are completing damage survey reports, developing operational objectives/plans, conducting community meetings, etc. 

 
(Ask participants for examples of other important tasks.)



	DETERMINING PRIORITIES 



	5 minutes
	

	Visual 8
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Time Management Model

I:

Urgent and 

Important

II:

Not Urgent but 

Important

III:

Urgent but Not 

Important

IV:

Not Urgent and Not 

Important

Reactive Tasks

Proactive Tasks

Someone Else’s Priority

Time Wasters
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Covey Matrix
	Review the following key points:  (Note:  There is a master copy of the matrix in the Handout Masters section of this Instructor Guide.)
Distribute a copy of the Covey Matrix to the participants.

· Quadrant I:  Tasks are both urgent and important.  These tasks have significant results and demand immediate attention.  They are “drop everything tasks.”  


(Ask the participants for examples of Quadrant I tasks.)

· Quadrant II:  Tasks are important but not urgent.  These tasks may be proactive or planning tasks.  They are tasks that you can take some time to think about and develop a strategy for addressing.  Examples may include developing a long-term recovery plan, planning a community meeting, training staff for an upcoming requirement, etc. 


 (Ask participants for other examples of Quadrant II tasks.)




	DETERMINING PRIORITIES



	
	· Quadrant III:  Tasks or activities are urgent but not particularly important.  They include interruptions, some phone calls, some meetings, and popular activities.  


(Ask the participants for examples of Quadrant III tasks.)

· Quadrant IV:  Tasks or activities are neither important nor urgent.  They include “time wasters” and “busy work,” and will never have significant results toward accomplishing the mission.  These may include answering email or arranging recreational functions for the workforce.


(Ask the participants for examples of Quadrant IV tasks.)




	



	ACTIVITY:  PRIORITIZING THE TASKS WITHIN THE DISASTER FIELD OFFICE

Tell the participants that they will now have the opportunity to identify the importance and urgency of typical DFO tasks and activities.



	15 minutes
	Prepare to conduct the activity as follows:

1. Review the list of tasks found on the worksheet titled “Prioritizing Tasks Instructor Master Copy.”  The list appears in the student handout.  

One option it to cut list set so that each task is on a separate slip of paper.  Keep each set separate and place in envelopes.

Another option is to refer student to the handout and ask them to write the number of each statement in a quadrant.

2. Ask students to prepare sheets of chart paper with a diagram of the Stephen Covey matrix for each group.  Use the following as an example:


[image: image21.wmf]I.  Urgent/Important

II.  Not 

Urgent/Important

III.  Urgent/Not Important

IV.  Not Urgent/Not 

Important





	



	ACTIVITY:  PRIORITIZING THE TASKS WITHIN THE DISASTER FIELD OFFICE

Conduct the activity as follows:

	
	1. Divide the participants into small groups of three to six individuals.  

2. Tell the participants that the purpose of this activity is to identify the importance and urgency of typical DFO tasks and activities. 
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Prioritizing the Tasks of a DFO Supervisor

Visual 9
[image: image23.wmf]
	3. Distribute a copy of the handout titled “Prioritizing the Tasks of a DFO Supervisor” to each participant. 

4. Distribute one envelope with the tasks and a roll of tape to each table.  Or refer students to the list in the handout.

5. Display the following visual during this activity.
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Using the Time Management 

Model

Instructions:  Prioritizing Work

n

Review the list of supervisory tasks.

n

Discuss the tasks and tape the strips 

provided by your instructor to the 

appropriate cells of the Covey matrix.

Note

:  A task may appear in more than 

one cell.



	
	6. Tell the participants to work in their groups to review and discuss the tasks and to place each task in the cell where their team thinks it belongs.



	
	7. Point out that a task can appear in more than one cell.  

8. Give the groups 10 minutes to complete the activity.

9. After 10 minutes, ask each group to hang up their matrix in the front of the room.  Give the participants 3 minutes to review each other’s chart paper.


	
	10. Compare the similarities and differences (if any) among the matrices.  Facilitate a discussion around the following questions:




ACTIVITY:  PRIORITIZING TASKS WITHIN THE
DISASTER FIELD OFFICE

Instructor Master Copy
Instructor Note:  This is a worksheet for you to use when preparing for this activity.  Copy a set of these tasks for each table group.  Then, cut each task so that it is on a separate slip of paper and place the set of task slips in an envelope for the table group.

	Approve/deny requests for release/time off.

	Determine work schedule.

	Complete operational objectives/plans.

	Review work products produced by staff.

	Sign timesheets and travel vouchers.

	Complete employee evaluations.

	Request equipment, supplies, and repairs.

	Participate in strategy meetings with the Federal Coordinating Officer.

	Brief incoming staff on the status of the operation and their roles.

	Provide frequent, ongoing feedback to workers on their performance.

	Resolve staff conflicts.

	Participate in conference calls with the State, Region, and Headquarters.

	Write the entry for the daily Situation Reports.

	Return telephone calls from staff in other sections of the DFO asking for updated information.

	Attend computer/word processing/software training classes.

	Attend the Federal/State Coordinating Meeting each morning.

	Answer a congressional inquiry at the FCO’s request.

	Review the current Situation Report and other status information.

	Personally train new management staff (such as a new DRC Coordinator at the DFO.)

	Perform on-the-spot briefings and give tours of operations to VIPs.

	Handle family emergencies or personal issues of employees.

	Listen to employee concerns and monitor employee morale (maintain personal interaction and exhibit concern for employees).


PRIORITIZING THE TASKS

OF A DFO SUPERVISOR

Purpose:  The purpose of this activity is to practice establishing priorities on how you spend your time as a supervisor in the Disaster Field Office.

Instructions:  Review the list of supervisory tasks below.  Using the same tasks provided in the envelope from your instructor, tape the tasks into the appropriate cells of the Covey matrix.  Note that a task may appear in more than one cell. 

Supervisory Tasks

1. Approve/deny requests for release/time off.

2. Determine work schedule.

3. Complete operational objectives/plans.

4. Review work products produced by staff.

5. Sign timesheets and travel vouchers. 

6. Complete employee evaluations.

7. Request equipment, supplies, and repairs.

8. Participate in strategy meetings with the Federal Coordinating Officer.


9. Brief incoming staff members on the status of the operation and their roles.

10. Provide frequent, ongoing feedback to workers on their performance.

11. Resolve staff conflicts.

12. Participate in conference calls with the State, Region, and Headquarters.

13. Write the entry for the daily Situation Reports.
14. Return telephone calls from staff in other sections of the DFO asking for updated information.
15. Attend computer/word processing/software training classes.
16. Attend the Federal/State Coordinating Meeting each morning.
17. Answer a congressional inquiry at the FCO’s request.
18. Review the current Situation Report and other status information.
19. Personally train new management staff (such as a new DRC Coordinator at the DFO).
20. Perform on-the-spot briefings and give tours of operations to VIPs.
21. Handle family emergencies or personal issues of employees.

22. Listen to employee concerns and monitor employee morale (maintain personal interaction and exhibit concern for employees).
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	What were the challenges you faced in trying to prioritize the tasks?

	
	· If not mentioned by the participants, add that the priority assigned to a task can change based on the situation.  One day a task can be in Quadrant I due to its high visibility and the next day the task can move to important and not urgent.
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	What types of tasks appear in each category?
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	What can happen to you if you spend most of your time in Quadrant I (Urgent and Important)?



	
	Possible responses include:

· Stress.

· Burnout.

· Always putting out fires.

· Difficulty making decisions outside of work.

· No energy left for self after work.




	



	ACTIVITY:  PRIORITIZING THE TASKS WITHIN THE DISASTER FIELD OFFICE
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	How is your effectiveness impacted if you spend most of your time in Quadrant I?

	
	If most time is spent in Quadrant I, you . . .

· Have little opportunity to plan.

· Are not available to plan.

· May make decisions that are not well thought out.

· May have to go back and undo or repair the consequences of hasty actions.
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	What can you do to move some tasks out of Quadrant I?
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	Record the suggestions as they are mentioned on chart paper.  If not mentioned by the group, add the following:

· Take time out to assess whether a task is really important and/or urgent.

· Learn to say no.

· Delegate whenever possible.

	
	


	PRIORITIZING TASKS 



	5 minutes
	

	Visual 10
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Determining What To 

Delegate

Yes

No
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	Review the following key points:

Most management time should be spent focusing on tasks and activities that are important but not urgent.
Tasks and activities in Quadrant II:

· Are proactive.

· Support mission and goals. 

· Help prevent emergencies 

· Free you to fight truly unavoidable “fires.”  
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	Which tasks that fall in Quadrants III and IV can you delegate?

How can you delegate tasks that fall in Quadrant II? 

Who should address the Quadrant I issues that arise unexpectedly?



	
	

	
	Point out that once you have determined which tasks to delegate, you then need to determine how to give the tasks to staff and track completion.


	 DELEGATION SELF-INVENTORY



	



	Ask the participants to refer to the Delegation Self-Inventory.

	10 minutes
	

	Visual 11
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Effective Managers Work 

in Zone II

I:

Urgent 

and

Important

III:

Urgent 

Not 

Important

IV:

Not Urgent 

Not Important

II:

Not Urgent 

Important
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	Review the purpose of the self-inventory and instructions for completing it using the following key points:

· Now you will have an opportunity to learn how well you delegate by completing a short self-inventory.

· This self-inventory will help you identify your strengths and determine where improvement would be beneficial to your delegation skills.

· Check off each item on the self-inventory that applies to you.  When you have finished the inventory, add the numbers checked for each item and enter the total in the space provided.  The lower the number, the greater your comfort level with delegating work.



	
	Allow 3 to 5 minutes for the participants to complete the self-inventory and review the results.  After everyone has finished, ask the following discussion questions:

	
	

	[image: image35.wmf]
	What did you learn from completing this self-inventory?

	
	


DELEGATION SELF-INVENTORY

Purpose:  The purpose of this self-inventory is to review reasons why people do not delegate.

Instructions:  Check off the statements that apply to you.  Add the number of checks and circle the total number in the box below.

[image: image88.wmf]13

Determining What To Delegate

Factors that influence delegation 

decisions

Employee’s

Competency

Employee’s

Commitment


· There are too many crises in the Disaster Field Office, and I do not have time to delegate.

· I can do the work quicker myself.

· There is not enough staff to delegate the work.

· I am the only one who knows how to do the job right.

· I do not trust my employees to do the job correctly.

· I do not know my staff well enough to know who can do this work well.

· I cannot allow any mistakes to be made because I am responsible.

· The Federal Coordinating Officer expects me to handle important things myself.

· The people in the Disaster Field Office are my friends, and they will not like it if I delegate unpleasant tasks to them.

· I am not proactive enough to have the needed foresight it requires to delegate successfully.

Delegation Scale Rating

	High Delegation
	
	
	
	
	Low Delegation

	1
	2
	3
	4
	5
	6
	7
	8
	9
	10


	DETERMINE WHAT TO DELEGATE


	5 minutes
	

	Visual 12
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Situational Leadership

n

Blanchard and “The One Minute 

Manager”

n

Situation and staff change how the 

manager delegates tasks.
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	Review the following key points:
· As a Disaster Field Office supervisor, it is important to determine what tasks you can and cannot delegate.

· Although delegation is an effective method of time and personnel management, delegating tasks that only supervisors are equipped to handle can result in significant negative consequences.



	[image: image38.wmf]
	What specific problems can occur when supervisors delegate tasks that they should complete themselves?



	
	

	
	Possible Responses:

· Employees will feel frustrated because they are not equipped to complete the task.

· The Agency will look bad if the public is expecting a management-level response.

· The task will be completed incorrectly.

· The manager changes the product dramatically so that future efforts to delegate will seem meaningless to employees.




	DETERMINING WHAT TO DELEGATE



	5 minutes
	

	Visual 13
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Establish Timeframes

n

Clarify time needed to complete task.

n

Establish when/how often you want 

progress reports.

n

Evaluate whether or not initial 

timeframes are realistic.
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	Review these key points:

Factors that influence your decision on whom to delegate tasks to, include staff member

· Competency, and

· Commitment.

Competency involves individual skills, knowledge and experience that apply to the task or situation.

Commitment includes the person’s willingness, enthusiasm, motivation, and involvement in the mission.
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	Discussion Questions:

What competency do you need in a person who handles the Level IV priorities? What commitment?
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	What competency do you need in a person who handles the Level III priorities? What commitment?
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	How will you evaluate your staff in order to delegate tasks?  
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	What type instructions will you give members with different blends of competence and commitment?    



	
	Possible answers:

· Detailed step-by-step instructions.

· Overview of method you want them to follow.  

· See if they have questions on process or policy.

· Hand it off completely.
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	What role do you take to see that the job is done?

	
	Possible answers:

· Watch closely and ask for detailed intermediate reports.

· Check back with individual to see if they are accomplishing the task or having problems.

· Check on the final product.

· Rely on the individual to meet quality and deadline requirements.




	SITUATIONAL LEADERSHIP



	5 minutes
	

	Visual 14
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Support Your Staff

n

Review work and provide constructive 

feedback.

n

Provide required resources for 

completing tasks.

n

Show interest while tasks are being 

completed.

n

Show appreciation upon successful 

completion of tasks.



	
	Review these key points:
The management techniques we have just discussed are the basis for the skill called situational leadership, as published by Dr. Ken Blanchard and used in his One-Minute Manager books and tapes.  

The effective manager analyzes the individual staff members for their competence and commitment in a particular situation, and delegates task to match.  

The manager also uses different styles of delegation and follow-through with the individual based on that analysis. 

The successful completion of assignments depends upon how well the manager delegates and tracks completion relative to employee skills.




	MAKING THE ASSIGNMENTS



	10 minutes
	Set up this demonstration as follows:

Have materials available for making a peanut butter and jelly sandwich, as well as some other materials as distracters.  These materials should include the following:

· Bread

· Peanut butter and jelly

· Knife, fork, and spoon

· Napkin

· Pen and paper

· Distracter materials (e.g., scissors, glue, colored paper)


	
	Set these materials out on a table in the front of the training room.

Ask for three volunteers from the group:  one to play the role of the supervisor and two to play the roles of employees.



	
	Take the “employees” into the hallway and provide the following instructions:

· You will be given instructions by the supervisor on how to make a peanut butter and jelly sandwich.

· Only complete those steps that you are specifically told to do.  For example, if the supervisor fails to specify that you should use the knife to spread the peanut butter and jelly, use your hands or other objects.



	
	Conduct this demonstration as follows:

1. Return to the training room with the two employees.

2. Ask the two employees and the supervisor to come to the front of the training room.

3. Tell the supervisor to provide instructions to the two employees on how to make a peanut butter and jelly sandwich. 

4. During the demonstration, remind the employees to complete only the steps provided to them.



	
	Debrief this demonstration as follows:

1. After the demonstration, ask the “supervisor” the following question:
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	How did you feel during this demonstration?



	
	Possible responses:

· Frustrated because the employees didn’t seem to understand what I wanted them to do.

· Annoyed because this is a simple task that everyone should know how to do without instructions.



	
	2. Ask the “employees” the following question:
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	How did you feel during this demonstration?



	
	Possible responses

· Frustrated because I couldn’t ask questions.

· Angry because the supervisor was making assumptions about my skill level.



	
	3. Ask the entire group the following questions:
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	What would help the employees perform the task successfully?



	
	Possible responses:

· Detailed, step-by-step instructions.

· A description of what the final product should look like.

· The “supervisor” could have inquired in advance about their experience and skill levels in making peanut butter and jelly sandwiches.
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	· What lessons did you learn from this demonstration regarding making assignments in the Disaster Field Office?



	
	If not mentioned, add the following:

· Tasks that seem simple and straightforward to a supervisor may require more explanation for employees who are doing them for the first time.

· Employees can only be expected to complete the steps that they are told to do—they cannot read your mind.

· Employees may make faulty assumptions about how to complete a task if the preferred method is not communicated to them.
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	 ADVANCE \d 06 When an employee fails to complete an assigned task successfully, what are some of the causes?



	
	If not mentioned by the participants, add the following causes:

· The employee may not have had complete directions.

· The employee may not have understood what was expected.

· The employee may not have understood the overall purpose of the assignment.

· The employee may not have had the necessary resources.

· The employee may not have felt appreciated.
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	 ADVANCE \d 06 What are some of the consequences of not taking the time to make clear work assignments?



	
	Possible responses:

· Employees may produce unacceptable work products.

· Employees may feel resentful about being set up to fail.

· Employees may feel like their efforts have been a waste of time.

· You will spend more time redoing employees’ work.




	PROVIDING DIRECTIONS



	5 minutes
	

	Visual 15
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Principles of Effective 

Delegation

Determine what to delegate.

Delegate to the right person.

Give clear instructions.

Define the timelines.

Support your staff.
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	Review the following key points:
When providing clear directions, a supervisor must . . .

· Explain the purpose of the task.

· Provide thorough and clear instructions for completing the task.

· Describe the desired results.

· Provide more direction than might seem necessary, especially at the beginning of a disaster.

· Show the employee a sample product, if possible.

When an employee understands the purpose of a task, or how a task contributes to a larger goal, he or she is more likely to complete the task successfully.




	CHECK FOR UNDERSTANDING



	5 minutes
	

	Visual 16
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	Review the following key points:
Supervisors can check for understanding by . . .

· Asking the employee to explain his or her understanding of the task.  Asking employees to explain the task is one way to pinpoint which part of the task may be challenging.  If the employee articulates the task clearly, this usually indicates that he or she will be able to ask appropriate questions if problems arise.

· Asking if the employee has any questions about the task.

· Avoiding making assumptions about the employee’s knowledge and skill level.


	ESTABLISH TIMEFRAMES



	5 minutes
	

	Visual 17
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	Review the following key points:
Supervisors should help employees establish and monitor timeframes.

Supervisors can help employees by . . .

· Clarifying the amount of time a task should take.

· Establishing when and how often progress reports are expected.

· Evaluating if initial timeframes are realistic.

It is important for supervisors to be aware of all the factors that influence deadlines and timeframes.
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	 ADVANCE 

 ADVANCE \d 06 What are some factors that may impact a deadline within the Disaster Field Office?



	
	Possible responses:

· Changing priorities.

· Adjusted funding.

· Changes in meeting times that necessitate changes in deadlines to get information for the meeting.

· Newly identified requirements of greater importance that delay or extend deadlines for previously required items.

· Reduction of staff.

· Addition of staff.

· Workload.

· Additional damage.

· New declarations.

· Change in qualification guidelines.




	SUPPORT YOUR STAFF



	5 minutes
	

	Visual 18
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	Review the following key point:
Supervisors can demonstrate support when . . .

· Reviewing work and providing constructive feedback.

· Providing required resources for completing tasks.

· Showing interest while tasks are being completed.

· Showing appreciation upon successful completion of tasks.
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	 ADVANCE \d 06 How do you show support for your employees while they are completing a task or after they have completed a task?



	
	

	
	Possible responses

· Check to see how things are going and ask if any help is needed. Look around the DFO to see if others are available to assist in completing the task.

· Urge others to comply with requests made by my employees as they attempt to complete tasks assigned to them.

· Promote what employees are doing.



	
	

	
	


TIPS FOR PROVIDING CLEAR DIRECTIONS

Listed below are some tips that can help you when you are providing directions to staff in the Disaster Field Office.


	Provide Clear Directions

· Explain the purpose of the task.


· Provide thorough and clear instructions for completing the task.


· Describe the desired results. 

· Provide more direction than might seem necessary.

· Show the employee a sample product, if possible.
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	Check for Understanding


· Ask the employee to explain his or her understanding of the task.

· Ask if the employee has any questions about the task.


· Avoid making assumptions about the employee’s knowledge and skill level.


	[image: image64.wmf]

	Establish and Monitor Timeframes 


· Clarify the amount of time you think the task should take.


· Establish when and how often you want progress reports.

· Evaluate whether or not initial timeframes are realistic.
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	Demonstrate Support

· Review work and provide constructive feedback.


· Provide required resources for completing the task.


· Show interest while the task is being completed.

· Show appreciation upon successful task completion.
	




	DELEGATION PRINCIPLES



	5 minutes
	

	Visual 19
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	Review these key points:

So when you delegate tasks, remember to apply these principles:

· Determine what to delegate, using your priorities.  Use the four quadrants of time management to distinguish between priority items.
· Delegate to the right person.  The employee must be competent and committed.  The issue is not whether the employee can do the job as well as the supervisor, but whether the employee can do it adequately.
· Give clear instructions.  Provide thorough and clear instructions for completing the task.  Describe the desired results.

· Define the timelines.  Help employees by clarifying the amount of time a task should take and establishing when and how often progress reports are expected.

· Support your staff.  Provide the resources needed, answer questions, and appreciate accomplishments.




	ASSESSMENT:  APPLYING THE PRINCIPLES OF DELEGATION



	Visual 20
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	20 minutes
	Conduct this activity as follows:

1. Explain that the purpose of this activity is to practice applying principles of effective delegation.

2. Have participants work individually for this activity.  It is an evaluation of their learning.
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	3. Distribute the handout titled “Applying the Principles of Delegation.”

4. Instruct the participants to read the case studies and answer the questions that follow.  

5. Allow 15 minutes to complete this activity.

6. Collect the case study packets with the answers.  After class, read and record the student scores.

	
	

	
	Debrief this activity as follows:

1. Ask for volunteers to share their solution to one case study.  Have them explain their rationale for how they delegated the work.  

2. Encourage the other participants to share if their results differed from those presented.

3. Present the model solution to the case only if it is substantially different from student solutions.




APPLYING THE PRINCIPLES OF DELEGATION
	
	Delegation Case Study 1
You have been asked to complete a special assignment for the Federal Coordinating Officer that needs to be done accurately and quickly.  Your entire day is booked with other assignments and meetings.  You have two employees.  One of the employees is fast but not always accurate and the second employee is slow but extremely accurate and knowledgeable.  You tend to give the rush jobs to the employee who works at the faster pace because you know that the job will get done quickly.  However, this person’s workload is heavier.



	
	1. To whom do you delegate the task?

· Delegate to both—create a team.

2.  How would you give the instructions for this situation?

· Instruct the fast employee to establish an outline and order of the job to be completed.

· Instruct the slow employee to complete the task by filling in the outline with the necessary information, and to suggest changes in the outline or order of the job.

· Make yourself available for a 5-minute meeting with the team at 10:00, 2:00, and 4:00, but only as a resource and not to check on the understanding of the job task and to provide support to the employees.



	
	Delegation Case Study 2

One of your staff members, Gene, has come to you with the complaint that you are delegating more work to Chris than you are him.  Chris is the same level Disaster Assistance Employee as Gene.  You have been giving Chris more of the high-profile jobs because her work is outstanding.  Gene feels he is getting the less glamorous assignments.  Past experience has shown Gene does not have the judgment needed to handle the highly sensitive work assignments.



	
	1. What should you do to ensure that Gene is given equal opportunity and responsibility to Chris?

· Assign complex tasks to Gene with more detailed instruction and follow-up until Gene demonstrates the ability to complete tasks successfully. 

2. How would you give the instructions for this situation?

· Gradually decrease the detail of instructions and eventually increase the level of tasks assigned.  



	
	Delegation Case Study 3

You are in charge of assigning overtime shifts in situations when employees call in sick or the office is clearly understaffed.  The staff frequently jokes that this is the most undesirable task in the DFO.  However, you are inundated with many other tasks and must pass this responsibility over to another staff person.



	
	1. To whom do you delegate the task?

· Assign the position to the most senior staff person under you.

OR

· Assign the responsibility to the entire staff on a rotating basis.  Start with the most senior person in rank, grade, or experience.  The duty period could last for one week and be posted on the department calendar.
2. How would you give the instructions for this situation?

· Be certain the person assigned the duty understands why the task is important. Show it as a crucial function and change the attitude about its desirability as an assignment.




	
	Delegation Case Study 4

You are a female and the Human Services DRC Coordinator at the DFO.  The Human Services Officer tells you the FCO just called and is upset about Larry, a DAE new hire.  Larry, at DRC #3 has been giving erroneous information on the telephone to the news media, trying to make decisions that should be made only at the highest levels in Washington, and has been acting in a very inappropriate manner at the water cooler.  Larry is the only male on the staff.  He has been on the job for two weeks and clearly demonstrated that he is totally un-trainable.  The Human Services Officer tells you that he wants Larry fired immediately, but he just cannot do it on the telephone.  However, he does not want you to do it, because both you and he are aware of the rampant but unfounded rumors that you are perfidiously anti-male.



	
	1. To whom do you delegate this task?

Delegate this task to Larry’s immediate supervisor, the DRC Manager. 

2. How would you give the instructions for this situation?

The DRC Manager should need minimal instruction on how to fire the employee but will need the justification and supporting documentation that you can provide.




	
	Delegation Case Study 5

You are the Situation Status Branch Chief at a DFO that has attained a politically high profile.   The FCO particularly appreciates your highly focused facilitation style at the FCO meetings. You need to rotate out of your assignment at the DFO for a week to attend to a family emergency.  Your staff includes three other DAEs.  

Sue has many years of experience and has worked with you before. She tends to allow meetings to wander in content and time.  She tells other people that she is your deputy, although the organization chart does not show that.  

Jerry is a new DAE.  He attended resident SitStat Branch training last month and came directly to the DFO to open it with you.  He is nervous about making mistakes and often looks things up in the Operations Manual.  He follows your instructions to the “T.”

MaryBeth has worked two other disasters in the Planning Support Branch where she performed tasks well. You needed additional staff so she started this, her first assignment in SitStat, four days ago.  You saw her facilitate a small meeting recently, and her style is similar to yours.  

You leave for the airport in two hours.



	
	1. To whom do you delegate your job for a week?

· MaryBeth may be your best option.  Even though she is new to Sit Stat, she is an experienced DAE with facilitation skills you believe the FCO will appreciate.

· Ask Jerry to support her with the procedural issues.
2. How would you give the instructions for this situation?

· Speak with the two together to give clear instructions on roles and the support you expect them to provide to each other.  
· Clarify their understanding of the assignments.
· Indicate your trust in their abilities to do the job in your absence.



	SUMMARY


	

	5 minutes
	

	Visual 21
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	Review the following key points:

Time management and delegation are important skills for the supervisor and manager.  Stay on top of the issues.
· You need to analyze tasks and set priorities.

· Your need to focus your management time on the Level II – Important but not Urgent – issues.

· You need to analyze your staff members and their skills in order to delegate the other tasks appropriately.

· You need to give clear instructions when you delegate

· And you need to follow through with your staff, expecting achievement and providing support.

If you do these things you can greatly increase effectiveness and productivity, and maintain control of your work time.  
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	Ask the participants to complete the course evaluation form.
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	Distribute the course completion certificates to each participant after you review their final assessment package.
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	Thank the participants and the instructional staff.
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