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ow many tines have vou seen a [ire officer run-

ning around like a chicken with its head cut off

rying to do 10 things at once? Sad to say. this pic-

fure reappears on a Irighteningly frequent basis.
Far too many olficers of every type and kind battle the
minutia thal makes up their job. They have
not learned the simple lesson that can
releage them [rom the bondage of fear,
[rustration and failure. That simple lesson
is called delegalion.

This whole process is based upon a
basis premise: no one ainong us has the
time or the skills 1o do everything. This
might rufiled the ego feathers ol some
among us — those whom [ might generous-
1y call “lenow-it-alls.”

In his text The 25 Most Common Prob-
lems in Business (Broadman & Helman
Publishers, Nashville, TN, 1896, page 723,
lim Zabiosk: lists some simple steps for
lelegatinn:

. Give someonc cise the responsibility.
. Creale a means of accountability.
. Provide them with the authority Lo do their job.

In the 10th edition of their classic text Organizations:
Behamor, Structures, Proceszes, Tamea L Gibson, Joli M
tvancevich, James H. Donneliy Jr. and Robert Konopaske
deline delegation of authority as the “process ol distribul-
ing authority downward in an organization.” They go on
to define authority as an “individual's right to make deci-
sions.” (McGraw-Hill Higher Education, New York, 2000,
page 339

Another word to describe what the leader 15 really
doing is sharing. [n a given situalior: there might be 10
simultaneous tasks that must be accomplished to com-
plele a given project. One person can do 10 things, but no
one can do more than one thing at a iime. Since starling
cerlain tasks may be contingent on completing certain
other tasks, vou can hegin to see where a failure to dele-
gate can lead to organizational chaos.

Delegation cannot go on in a vacuum. Leaders must
rake great pains to grow their people in such a way that
they come to lknow more. Leaders must also insure that
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The Effective Leader
Learns to Delegate

their people are able to develop confidence in their ability
to work independently. What geod is it to delegate a wide
array of tasks to people who lack the skill and confidence
to act independently of their leaders? .

Staff development involves equal parts of education,
iraining and trust. You must provide your
neopie with the skills and talents necessary
t0 operate within your fire departinent. At 2
certain point, which only vou can deter-

- the troops. Be available to answer ques-

- ; :
eIIVII'DIlIl!ellt i tions, bul step back and let these people try
ll (heir wings.
ﬂ““ emoumges : Expect failures. You must be supportive
'he shuri“g of B a5 your people hegin to explore their new
power must
S|'(II‘|‘ (ﬂ ﬂle 'op.: as an expert in anyvthing.

role in the world. Do not yell. Do not dis-
courage their efforts ro accomplish tasks n
2 unique manner. None of us begins work

You create the environment wherein
your poople are encouraged 1o STOW a8
individuals. As the old U.S. Army leader
ship manual on my shelf states, "Seek responsibiliy!
Take responsibilive for vour actions ” Peonle will do this if
you male it Lhe operational sorm within vour ag
You must create an : A i
people are enceuraged o ermine “technically and ol
cally proficient.” (Military Leadership, Headquarters,
Department of the Army, Washington, D.C, June 1973,
pages 2-7.)

Be warned, there are a number of reasons why you
may end up working for a leader who fails to delegate.
Zabloski lists a few: :

1. Their tasks become their security blankets.

2. Distrust and skepticism from outsice have crept

into the office.

3. An ego the size of Godzilla runs the place.

4, The overactivity they need to delegate keeps them

from doing so. {Zabloski, page 73.)

The first of these statement deals with people I have
come o recognize as being very insecure. They have
developed expertise in a particular area, and they never
want t¢ give that away. They fear a subordinate will do
the job better, and that their status will be diminished.

These [olks might also feel that they are not able to
train their troops to a level sufficient to do the job proper-
ly. They realize that this would make them look bad in
the eyes of their boss, so they just keep doing what they
do best. Unfortunately, in doing this, they leave a load of
frustrated followers in their wake.

They also leave a lot of the work undone. However, in
their own minds, they are more alraid of heing caught
with their feet up on the desk, taking a nap. Given their
constant state ol motion, this eventuality is unlikely.

Aleader’s feetings of skepticism about his or her fire-
fighters can bleed over inte an unwillingness to delegate
tasks to them. They might be considered good enough to
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ake the coffee in the morning, but not to select the type
of turnout gear that they will wear.

There is one agency that practices the concept of dele-
gation better than any [ have seen. The Evesham Town-
ship Fire Rescue Department in Burlington County, NJ,
has long spread the decisions out among the members. I
can recall situations when a firefighter was charged with
supervising a critical organizational tasz.

As the department has grown, its leaders have worked
to maintain an environment where individuals are granted
great authority and latitude to operate. However, they are
1ot left to their own devices, Their task assignments pro-
gram has worked well over the past decade. People are
given assigniments, their actions are monitored and the
results of their actions are scrutinized to insure that each
task has been completed. When success is achieved,
praise flows freely.

1t is critical to remember that when vou delegate, you
do not abdicate your responsibility to insure that your
agency functions properly. You are always going to be
responsible to insure that you and your assocjate com-
plete the mission assigned to your organization.

One of the saddest things that [ have ever witnessed is
the state of organizations in which the leaders had egos
<o inflated that everyone else had a tough time fitting inte
the same room as them. These people feel that they are
the only ones simart enough to male decisions. Usually
these people are living in a fantasy world popuiated by
memories of their past glories.

These people do not converse. They do not communi-
cate or share thoughts. They pontificate. They lecture
you as though they are on some high plateau and you are
the worthless swine gathered together in the valley
below. You are supposed to feel a humbie form of grati-
tude for being allowed the privilege of being in their pres-
ence, What a roval pain in the butt these people are. Of
course, vou should never expect them to delegate the
time of day to you.

Sad to say that it is this very unwillingness to give up
their grip on evervthing that leads to their downward spi-
ral. These selfish, ignorant people continually work hard-
er in a vain atternpt to do more. The harder they seem fo
worl, the less they seem to accomplish. Their {rustration
then evolves into organizational paralysis.

The list of tasks to do grows exponentially, until at
somte point there is a breakdown. There may be an orga-
nizational matfunction, such as when a missed task or
assignment leads to injury, death, deep embarrassment
or 2 heavy financial impact to correct the omission. It
might also be that the individuals involved suffer mental
breakdowns and lose control of themselves or their
organizations, or both. Neither of these is a good thing.
Neither is a pretiy sight.

Creating an organizational environment that encour-
ages the sharing of power must start at the top. If the
upper echelons are not sharing, that makes it difficult for
the levels further down the food chain to accomplish dele-
gation. Note that I said hard, not impossible.




must be closely held. I must add, however, that there
least should never, pass off to others, Zabloski shares the are a number of items that should remaln sensim‘fe.
following suggestions: They should be handled delicately. Perhaps the flgures
1. Items that could affect the life of the organization. from a sealed hid shouldn’t be share‘d' Most certainly
2. Items of great confidentiality. the results of a private personnel action should be zept
3. Ttems that only vou are trained 1o do. quiet, and if you suspect someone of a cnmm‘al.acuon,
4, [tems that vou want to pass the buck o do not go on c:abie_TV [0 anfounce your suspicions.
5. Items of legalily. (Zabloski, page 74.) These are some ol the rare events that should not be
- Certain things can kill an organization. Decisions to delegated or shared. You may wish to sesk legal advice
spend more money than you have or to hire more peo- to guide you in this area. Unfortunately, far too many
: ple than vou can afford can be ruinous. Decisions that necple will use confidentiality as an excuse to keep from
| lead to pecple being killed or maimed can alsc have fatal ~ sharing thoughts, ideas and concepts.
; financial consequences. If you have people who are It may be that there are those things that only you are

There are some decisions thal you can never, or at

trained and whem you truly trust, then you may dele- trained to do. In this case, it would make no sense fo give
gate critical task, but be sure 1o set up an appropriate the job to someone else. However, [ want you to pause
oversight mechanism. and think about this situation for a moment. Why are vou
How often have you heard it said that if you want to the ¢nly one trained to do a job? None of us is that impor-
keep a secret, don't tell anvbody? I can recall many tant. What if vou get killed or disabled in a motor vehicle
instances where people in the military would not share accident? Suppose you are suddenly hospitalized and
information with me because I lacked “a need to know.” expected to be out of work for months? What then?
i Most of the time, that whole thing was simply a crock. [ suggest that if you are the only one trained for any-
In Jar too many cases, the same thing happens in the thing, the time to start training your replacement and a
; fire service. People keep secrets because it makes them  number of associates is right now. Set aside some time
feel important. Management doesn’t want the union fo to create a list of things that only you can do. Then cre-
know that it intends to do some shady stuff. Labor has ate a list of people who can be trained to do each task.
its secrets that would cause life, as we now know it, to Once you have dene this, start the process of education
. cease if management uncovered its slick plans. and edification. Your organization will be stronger for
Ladies and gentlemen, there is so little that must be yvour efforts.
kept secret in the day-to-day affairs of the American fire There are certain things that many people could do or
service that to use secrecy as an argument is by and are trained to do, but for which you are directly responsi-
large not necessary. Precious little in the fire service ble. Discipline is just such a critical area. You cannot dele-
gate the disciplining of a subordinate. How would
it look if you sent one of your firefighters a note

- e e e ~ that said, “Go into the restroom, face the mirror,
look yourself directly in the eye and then vell at
yourself for 10 minutes™?

There may he a temptation to pass this one
along. Avoid it. Do not ask someone else t¢ do
what could easily be seen as your dirty work, Do
not succumb Lo the lemptation to pass the buck
on this one.

Lastly, do not try to ducl the legal require-
ments of vour position. A growing number of
areas of the law apply directly to the operation of
vour fire department, This will vary from state to
state. [ would suggest that you familiarize your-

Imagine!
A Kevlar truck belt
with multiple uses.
; Carry an ax
1 Ladder strap
“ Rappel harness
Fall Protection
Firefighter rescue and more

Our exclusive
Hammerhead axes

_ Fire Innovations self with all of the laws that may apply to your
_ Making the best job agency. The following are some of the laws with
‘ 3 in the world even better which to contend in New Jersey:

s Mandatory live-fire legislation
* Mandatory incident command legislation
* Mandatory accountability legislation
» Mandatory respiratory protection legislation
» Mandatory right-to-know legislation
The leader of any fire department organiza-
products call or visit us tion in New Jerseyis m;mdated to operate
ST 1 according to the provisions of these laws and oth-
on :fhe web at cker beits certified NFPA ers. You can delegate the training and record-
www.fireinnovations.com  fer Ladderiescape with optional keeping authority to someone else, but you can
Class li harness availabie. i e LT
never delegate the responsibility for insuring
compliance with law.

Colorado Trucker pelt
with Yellow Jacket Rops bag

To learn more about our

o 4 o .It would be my suggestion that every organi-
A o Fre | T zation could benefit [rom an increased awareness
= . Ire Innavation: N of and emphasis on the concept of delegating
2 P.Q. Box 2111 Yelow acket Serles T i i :
Petuluma, CA 94953 i authority. [ ask you to fight the urge to do it aill
& ' yourself. If have tried this method, and found it

Tel. 1-866-347-3466 Fax 707-763-99956 : .
FIRE INNOVATIONS' | E-mail info@fireinnovations com g:\?gl uri’gea}%?rr?ht; éi eet}fi%sate before you are

Web www fireinnovations.com

Indicate 171 on Reader Service Card £

122 Visit our website: www.Firehause,.com Firehouse/November 2003




