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U.S. DEPARTMENT OF HOMELAND SECURITY
UNITED STATES FIRE ADMINISTRATION

NATIONAL FIRE ACADEMY

FOREWORD

The U.S. Fire Administration (USFA), an important component of the Department of Homeland Security (DHS),
serves the leadership of this Nation as the DHS's fire protection and emergency response expert. The USFA is
located at the National Emergency Training Center (NETC) in Emmitsburg, Maryland, and includes the National
Fire Academy (NFA), National Fire Data Center (NFDC), and the National Fire Programs (NFP). The USFA also
provides oversight and management of the Noble Training Center in Anniston, Alabama. The mission of the USFA
is to save lives and reduce economic losses due to fire and related emergencies through training, research, data
collection and analysis, public education, and coordination with other Federal agencies and fire protection and
emergency service personnel.

The USFA's National Fire Academy offers a diverse course delivery system, combining resident courses, off-
campus deliveries in cooperation with State training organizations, weekend instruction, and online courses. The
USFA maintains a blended learning approach to its course selections and course development. Resident courses are
delivered at both the Emmitsburg campus and the Noble facility. Off-campus courses are delivered in cooperation
with State and local fire training organizations to ensure this Nation's firefighters are prepared for the hazards they
face.

Designed to meet the needs of the Fire/Emergency medical services (EMS) Officer, this course provides the
participant with basic skills and tools needed to perform effectively as a leader in the fire service environment. This
Leadership course addresses when and how to delegate to subordinates, assessing personal leadership styles through
situational leadership, when and how to discipline subordinates, and coaching/motivating techniques for the
Fire/EMS Officer.
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FIREFIGHTER CODE OF ETHICS

Background

The Tire Service is a noble calling, one which is founded on mutual respect and trust between firefighters
and the citizens they serve. To ensure the continuing integrity of the Fire Service, the highest standards of
ethical conduct must be maintained at all times.

Developed in response to the publication of the Fire Service Reputation Management White Paper, the
purpose of this National Firefighter Code of Ethics is to establish criteria that encourages fire service
personnel to promote a culture of ethical integrity and high standards of professionalism in our field. The
broad scope of this recommended Code of Ethics is intended to mitigate and negate situations that may result
in embarrassment and waning of public support for what has historically been a highly respected profession.

Ethics comes from the Greek word ethos, meaning character. Character is not necessarily defined by howa
person behaves when conditions are optimal and life is good. It is easy to take the high road when the path
is paved and obstacles are few or non-existent. Character is also defined by decisions made under pressure,
when no one is looking, when the road contains land mines, and the way is obscured. As members of
the Fire Service, we share a responsibility to project an ethical character of professionalism, integrity,
compassion, loyalty and honesty in all that we do, all of the time.

We need to accept this ethics challenge and be truly willing to maintain a culture that is consistent with the
expectations outlined in this document. By doing so, we can create a legacy that validates and sustains the
distinguished Fire Service institution, and at the same time ensure that we leave the Fire Service in better
condition than when we arrived.

Xi
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FIREFIGHTER CODE OF ETHICS

I understand that I have the responsibility to conduct myself in a manner that reflects proper ethical
behavior and integrity. In so doing, I will help foster a continuing positive public perception of the fire
service. Therefore, I pledge the following...

Always conduct myself, on and off duty, in a manner that reflects positively on myself, my department
and the fire service in general.

Accept responsibility for my actions and for the consequences of my actions.
Support the concept of fairness and the value of diverse thoughts and opinions.

Avoid situations that would adversely affect the credibility or public perception of the fire service
profession.

Be truthful and honest at all times and report instances of cheating or other dishonest acts that
compromise the integrity of the fire service.

Conduct my personal affairs in a manner that does not improperly influence the performance of my
duties, or bring discredit to my organization.

Be respectful and conscious of each member’s safety and welfare.

Recognize that I serve in a position of public trust that requires stewardship in the honest and eflicient
use of publicly owned resources, including uniforms, facilities, vehicles and equipment and that these
are protected from misuse and theft.

Exercise professionalism, competence, respect and loyalty in the performance of my duties and use
information, confidential or otherwise, gained by virtue of my position, only to benefit those I am
entrusted to serve,

Avoid financial investments, outside employment, outside business interests or activities that conflict
with or are enhanced by my official position or have the potential to create the perception of impropriety.

Never propose or accept personal rewards, special privileges, benefits, advancement, honors or gifts
that may create a contlict of interest, or the appearance thereof.

Never engage in activities involving alcohol or other substance use or abuse that can impair my mental
state or the performance of my duties and compromise safety.

Never discriminate on the basis of race, religion, color, creed, age, marital status, national origin,
ancestry, gender, sexual preference, medical condition or handicap.

Never harass, intimidate or threaten fellow members of the service or the public and stop or report the
actions of other firefighters who engage in such behaviors.

Responsiblyuse social networking, electronic communications, or other media technology opportunities
in a manner that does not discredit, dishonor or embarrass my organization, the fire service and the
public. T also understand that failure to resolve or report inappropriate use of this media equates to
condoning this behavior.

Developed by the National Society of Executive Fire Officers
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A Student Guide
to End-of-course
Evaluations

Ten Things You Can Do to
Improve the National Fire Academy

The National Fire Academy takes its course evaluations
very seriously. Your comments and suggestions enable us
to improve your learning experience.

Unfortunately, we often get end-of-course comments like
these that are vague and, therefore, not actionable. We
know you are trying to keep your answers short, but the
more specific you can be, the better we can respond.

. The (ABC) fire video is out-of-date because of the dangerous tactics it
“Update the materials.” demonstrates. The available (XYZ) video shows current practices.
* The student manual references building codes that are 12 years old.

*  We would like a class that enables us to calculate energy transfer
“We want an advanced class in (fill rates resulting from exposure fires.
in the blank).” *  We would like a class that provides one-on-one workplace harassment

counseling practice exercises.

*  An activity where students can physically measure the area of
sprinkler coverage would improve understanding of the concept.

. Not all students were able to fill all ICS positions in the exercises. Add
more exercises so all students can participate.

. The class should be increased by one hour per day to enable all
students to participate in exercises.

. The class should be increased by two days so that all group
presentations can be peer evaluated and have written abstracts.

. The plans should be enlarged to 11 by 17 and provided with an
accurate scale.

. My plan set was blurry, which caused the dotted lines to be
interpreted as solid lines.

“More activities.”

“A longer course.”

“Readable plans.”

* The slide sequence in Unit 4 did not align with the content in the
student manual from slides 4-16 through 4-21.
*  The instructor added slides in Unit 4 that were not in my student manual.

*  The instructor/activity should have used student group activities
rather than lecture to explain Maslow’s Hierarchy.

. Create a pre-course reading on symbiotic personal relationships
rather than trying to lecture on them in class.

*  The text description of V-patterns did not provide three-dimensional
views. More photographs or drawings would help me imagine the pattern.

* There was a video clip on NBC News (date) that summarized the topic
very well.

“Better student guide organization,”
“manual did not coincide with slides.”

“Dry in spots.”

“More visual aids.”

* The pre-course assignments were not discussed or referenced in
“Re-evaluate pre-course class. Either connect them to the course content or delete them.

assignments.” . The pre-course assignments on ICS could be reduced to a one-page
job aid rather than a 25-page reading.

M ’ = . The instructor did not explain the connection between NIMS and ICS.
ek i, ottt * The student manual needs an illustrated guide to NIMS.

Xiii
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SITUATIONAL LEADERSHIP

OBJECTIVES

The students will:

1.

Identify two basic leader behaviors.

Identify four leadership styles.

Identify four development levels of followers.

Describe the relationship between development level and leadership style.

Demonstrate diagnostic skills for choosing an appropriate leadership style for a given development level of
a follower.

Identify how to provide direction and support to followers and deal with difficulties encountered by
followers.
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SITUATIONAL LEADERSHIP

INTRODUCTION
A The importance of leadership.

1. Leadership is the process of influencing others toward the achievement of
organizational goals.

2. Successful organizations have a dynamic and effective leadership.
a. Dynamic--responsive to the changing needs of their followers.
b. Effective--accomplishing organizational goals through competent

and committed followers.

B. Leadership style (the way you supervise).

1. Types of leadership styles you're familiar with:

2. Most leadership styles you know represent an either/or approach.
a. Either the task is most important.
b. Or the people are most important.

3. Either/Or approaches don't work.
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SITUATIONAL LEADERSHIP

4, Dynamic and effective leaders vary their leadership style according to the
situation and the needs of the follower.

C. Situational leadership skills.

1. Flexibility--the ability to change your leadership style to fit the needs of

the follower.
2. Diagnosis--the ability to accurately assess the needs of the follower.
3. Communication--the ability to reach a mutual understanding with each

follower regarding the leadership style which most effectively meets the
present needs of each follower.

Il. FLEXIBILITY
A. Four basic styles:

1. Directing (S-1).

no

Coaching (S-2).

3. Supporting (S-3).

&

Delegating (S-4).
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SITUATIONAL LEADERSHIP

Two types of leader behavior:

1. Directive behavior.

2. Supportive behavior.

The four leadership styles combine directive and supportive behaviors in varying

degrees.
(High)
IL SUPPORTING COACHING
© | Low Direction High Direction
Z |High Support High Support
o
o $3| s2
w
E S4| S
o
g
~ DELEGATING | DIRECTING
e Low Direction | High Direction
l Low Support | Low Support

(Low)

DIRECTIVE BEHAVIOR

(High)
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SITUATIONAL LEADERSHIP

D. Summary.
1. The four styles differ in terms of:
a. Amount of directive behavior.
b. Amount of supportive behavior.
2. In all four styles, the leader:
a. Sets goals.
b. Observes performance.
C. Provides feedback.
d. Remains accountable.
3. The difference lies in the degree to which the leader engages in these
behaviors.
4. Cautions:

a. S-1 is directing not dictating.
b. S-2 is coaching not smothering.
C. S-3 is supporting not rescuing.

d. S-4 is delegating not abdicating.

5. There is no single best style.
6. The dynamic and effective leader is able to use each style, as needed.
1. DIAGNOSIS

A. When assigning any task the leader must attempt to predict the follower's
performance.
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The leader must diagnose the development level of the follower in relation to the
assigned task.

The follower's development level will determine the most appropriate leadership
style.

Development level is defined as a measure of an individual's degree of
competence and level of commitment to complete a specific task.

1. Competence is a function of an individual's knowledge and skills. (How
proficient is the individual at doing the assigned task?)

2. Commitment is a function of an individual's confidence and motivation.

a. Confidence is self-assurance--a feeling of being able to do the job
well without close supervision.

b. Motivation is interest and enthusiasm for doing the job well.
Four basic development levels represent various combinations of competence
and commitment.
D-1--The enthusiastic beginner.

1. Low competence.

2. High commitment.

SM SL-7
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D-2--The disillusioned learner.

1. Some competence.

2. Low commitment.

D-3--The reluctant contributor.

1. High competence.

2. Variable commitment.

D-4--The peak performer.

1. High competence.

2. High commitment.

SM SL-8
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V. MATCHING YOUR LEADERSHIP STYLE TO THE FOLLOWER'S
DEVELOPMENT LEVEL

(High) THE FOUR LEADERSHIP STYLES

High Supportive

High Directive

and and

Low Directive High Supportive

Behavior Behavior
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SITUATIONAL LEADERSHIP

Activity SL.1
Analyzing Leadership Styles
Purpose

To identify the leadership styles and development levels of followers for each scenario.

Directions

The instructor will show four video scenarios. After each scenario is shown, complete the
questions below.

Video Scenario 1

1. What is the development level of the follower?

Why?

2. What leadership style did the Fire/Emergency medical services (EMS) Officer use?

What did he do that was typical of this style?

Video Scenario 2

1. What is the development level of the follower?

Why?

SM SL-11
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2. What leadership style did the Fire/EMS Officer use?

What did he do that was typical of this style?

Video Scenario 3

1. What is the development level of the follower?

Why?

2. What leadership style did the Fire/EMS Officer use?

What did he do that was typical of this style?

Video Scenario 4

1. What is the development level of the follower?

Why?

SM SL-12
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2. What leadership style did the Fire/EMS Officer use?

What did he do that was typical of this style?

SM SL-13
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SITUATIONAL LEADERSHIP

Activity SL.2
Developing Diagnostic Skills

Purpose

To demonstrate diagnostic skills for choosing the appropriate leadership style for the given
development level of a follower.

Directions
1. In your small group, read through each case study one at a time.
2. For each case, reach group consensus on:

a. The development level of the follower.

b. Key indicators of this development level.

C. The most appropriate leadership style for the follower.
3. Record your responses on easel pad paper.
4, Select a spokesperson to report your decisions to the class.
Case 1

EMT Lincoln has been your backup driver on the ambulance for 6 months. Lincoln's driving
skills are adequate, but could be better. Lincoln is very unsure of driving abilities and is very
nervous and uncomfortable when called on to drive.

Development level of the follower:

Key indicators of this development style:

The most appropriate leadership style for the follower:

Case 2

Firefighter Jones has just transferred to your company after being on the department's Hazmat
Team for 3 years. Jones is claiming "burn-out” due to 3 years of intense schooling, drills, and
incidents. It is stated "I just want to be a regular firefighter from now on."

Due to heavy industrial development in your company's territory you would like some help
from Jones to better train you and your company members in hazmat procedures.

SM SL-15



SITUATIONAL LEADERSHIP

Development level of the follower:

Key indicators of this development style:

The most appropriate leadership style for the follower:

Case 3

Firefighter Smith, who is a building contractor during offduty time, has always assisted you in
drawing building diagrams for company prefire inspections each month. Last month a small fire
occurred in one of these buildings and at the critique the Battalion Chief criticized you for an
obvious mistake on the building diagram. Smith was present during the critique and after the
meeting informed you of not wanting the responsibility of drawing building prefire plans any
more.

Development level of the follower:

Key indicators of this development style:

The most appropriate leadership style for the follower:

Case 4

Your department just received an automatic external defibrillator (AED) that is to be carried as
standard equipment. Firefighter/EMT Brown has asked if practice was available with the new
equipment on training mannequins.

Development level of the follower:

Key indicators of this development style:

The most appropriate leadership style for the follower:

Case 5

Firefighter White has just joined your engine company after graduating from recruit school.
Recruit school taught four-person hose evolution as basic training. However, it is not uncommon
for you to ride with a three-person crew. White needs to be trained in three-person hose
evolution. White is eager to learn but is trying to convince you that no additional training is
required because of knowledge of the four-person process.

Development level of the follower:

SM SL-16
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Key indicators of this development style:

The most appropriate leadership style for the follower:

Case 6

Fire/EMS Officers in your department have the latitude to choose whatever type of physical
fitness activities they feel are appropriate for maintaining fitness levels in their company. Lately,
your crew seems to be bored with playing volleyball, and fitness levels seem to be declining.
One member of your crew (Gomez) is an avid runner and weightlifter. Gomez assists at a local
health club and is always pushing other crew members to become more active. You would like
Gomez to develop a program that would increase the fitness levels of the crew.

Development level of the follower:

Key indicators of this development style:

The most appropriate leadership style for the follower:

SM SL-17
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SITUATIONAL LEADERSHIP

COMMUNICATION

A. "Situational leadership is not something you do to people, it's something you do
with people.” (Blanchard)

B. Share your knowledge of situational leadership with each follower.

C. For each task assigned, reach agreement with follower on what's expected. Make
SMART assignments (Specific, Measurable, Attainable, Relevant, Trackable).

D. For each task assigned, reach agreement on follower's development level and
appropriate leadership style.

E. If difficulties arise, identify the problem area(s) and provide appropriate
behaviors.

F. For competence problems, provide:
1. Training.
2. Orientation.

SM SL-19



SITUATIONAL LEADERSHIP

G.

H.

3. Observation.

4. Feedback.

For motivation problems, provide

1. Positive reinforcement.

2. Supportive listening.

3. Different rewards.

4. Different punishments.

For confidence problems, provide

1. Reassurance.
2. Encouragement.
3. Positive feedback.

VI. SUMMARY

A.

B.

Define the task.

Diagnose development level.

Match leadership style to development level.
Balance direction and support.

Evaluate and adjust.

SM SL-20



SITUATIONAL LEADERSHIP

INTRODUCTION

Leadership is the process of influencing others toward the achievement of organizational goals.
A successful organization has one major attribute that sets it apart from unsuccessful
organizations: dynamic and effective leaders.

Dynamic leaders are responsive to the changing needs of their followers. Effective leaders work
at accomplishing organizational goals through competent and committed employees. The most
successful leaders favor leadership styles that allow them to be dynamic and effective.

Traditional approaches to leadership styles have emphasized an "either/or" approach (either the
task was more important or the people were more important). In situational leadership, both the
task and the follower are important; both receive attention from the leader.

Situational leadership requires three basic skills:

1. Flexibility--the ability to change your leadership style to fit the needs of the follower.
2. Diagnosis--the ability to accurately assess the needs of the follower.
3. Communication--the ability to reach a mutual understanding with each follower

regarding the leadership style which most effectively meets the present needs.

FLEXIBILITY

Basic Types of Leader Behaviors

o Directive behavior involves one-way communication.

. The leader tells a person what, when, where, and how to do something.

o Leader then closely supervises performance.

. This behavior would be appropriate when decision has to be made quickly and/or stakes
are high.

. It may be necessary for inexperienced people who you think have potential to be self-

directive or for a person who has skills but is new to the job.

. The follower has no involvement in decisionmaking or problem-solving.
. Key words to describe this behavior are: structure, control, supervise.
o Supportive behavior involves two-way communication.
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SITUATIONAL LEADERSHIP

. The leader provides support and encouragement for efforts of the follower, facilitating
involvement in decisionmaking and problem-solving.

. Key words associated with this behavior are: listen, praise, and facilitate.

Leadership Styles

Leaders have a choice of four leadership styles (S) which use varying amounts of directive and
supportive behavior: Directing (S-1), Coaching (S-2), Supporting (S-3), and Delegating (S-4).

Directing (S-1)

For this style the leader tells the follower what, how, where, and when about the task that needs
to be done. The leader closely supervises the work. The follower has no involvement with
decisionmaking or problem-solving. The behaviors exhibited by the leader are highly directive
and minimally supportive.

Coaching (S-2)

The leader continues to give specific directions. The leader becomes supportive by offering
reassurance and encouragement. The leader explains decisions and solicits suggestions and
input. The leader exhibits highly directive and highly supportive behavior.

Supporting (S-3)

The leader no longer needs to give a great amount of direction. The leader needs to build the
follower's self-confidence and motivation by encouragement and praise. The leader helps
subordinate reach own solutions by asking questions that expand thinking. There is shared
responsibility for decisionmaking. Behaviors exhibited in this style are highly supportive and
minimally directive.

Delegating (S-4)

The leader no longer needs to give much direction or support. The leader needs to pass the ball
to follower and allow follower to run with it. The leader turns over responsibility for
decisionmaking and problem-solving to follower.

In all four styles, the leader: sets goals, observes performance, and provides feedback.

The four styles differ in terms of: amount of direction, and amount of support.

SM SL-22



SITUATIONAL LEADERSHIP

There is no single best style. The following cautions should always be considered:

o Style 1 is directing, not dictating.
. Style 2 is coaching, not smothering.
o Style 3 is supporting, not rescuing.

. Style 4 is delegating, not abdicating.

DIAGNOSIS
The situational leader must be able to predict future performance or achievement of the follower.

Development level is defined as an individual's degree of competence and level of commitment
to complete a specific task. The level can change from task to task.

Competence is a function of knowledge and skills gained from education, training, and/or
experience.

Commitment is a function of an individual's:

. Confidence--a person's self-assurance (a feeling of being able to do task well without
much supervision).

o Motivation--a person's interest in and enthusiasm for doing a task well.

A person is at one of four development (D) levels (combinations of competence and
commitment).

Development level D-1 exhibits low competence/high commitment. The person is known as an
enthusiastic beginner--motivated, learning new things, and can be overconfident. Examples
include: new recruit, veteran with new task, and applying new technology.

Development level D-2 has some competence/low commitment. The person is known as a
disillusioned learner. As skills develop, this person realizes how much more they need to know
or there may be unforeseen difficulties with completing a task successfully. Examples include:
having to perform CPR on a real person rather than a training manikin; veteran being required to
learn new computer system and finding it more difficult than expected; and driving a pumper
compared to a car.

Development level D-3 has high competence/variable commitment. The person is known as a
reluctant contributor. This person lacks confidence or has lost interest. Examples include: the
last time similar job was done, there was no support from above; concern for family problems;
doesn't understand future value of task in meeting organizational goals.
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SITUATIONAL LEADERSHIP

Development level D-4 has high competence/high commitment. This is the peak performer.
Examples include the self-starter; a person possessing skills and knowledge to do job and willing
to take the ball and run with it.

MATCHING YOUR LEADERSHIP STYLE TO THE FOLLOWER'S DEVELOPMENT
STYLE

Directing (S-1) is for people who lack competence but are enthusiastic and committed (D-1).
They need direction and supervision to get them started. Coaching (S-2) is for people who have
some competence, but lack commitment (D-2). They need direction because they are relatively
inexperienced and require support and praise to build self-assurance. Supporting (S-3) is for
people who have competence but lack confidence or motivation (D-3). They do not need
direction because they have skills, but need support to build confidence and/or motivation.
Delegating (S-4) is for those who have competence and commitment (D-4). They are able and
willing to work by themselves with little supervision or support.

The development level of an individual must be assessed with a specific goal or task in mind.
People are more developed in some areas than in others. If there is decline in performance, it
may be necessary to move backward through styles, but it should be done one level at a time.

COMMUNICATION

The key to successfully applying a particular leadership style to the accomplishment of a given
goal or task is to communicate to the follower the degree of direction and support that can be
expected in the given situation. Through this interactive communication process the leader must
remain flexible and consistent and be willing to change style as the development level of the
follower changes. When difficulties arise, the problem area must be identified in terms of
competence, motivation, or confidence.

For competence problems, provide: training; proper orientation to the task; more observation of
performance; and specific feedback on outcomes and/or expectations.

For motivation problems, provide: positive reinforcement of desired behavior; supportive
listening; changing rewards for acceptable performance; and changing consequences for negative
performance.

For confidence problems, provide: reassurance and support for successes; encouraging risk-
taking; positive feedback for improvement in task accomplishment.

SUMMARY

Start with a clear definition of the task. Diagnose the development level of the follower. Match
the development level with the appropriate leadership style. Deliver the selected leadership style
with its proper balance of direction and support. Evaluate the effectiveness of the style in
accomplishing the objective that is sought and make necessary changes in style.
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SITUATIONAL LEADERSHIP

GLOSSARY
Follower

1. Development level--A measure of an individual's degree of competence and level of
commitment to complete a specific task.

2. Competence--A function of an individual's knowledge and skills.
3. Commitment--A function of an individual's confidence and motivation.
4. Confidence--Self-assurance (a feeling of being able to do a task well without much

supervision).

5. Motivation--Interest and enthusiasm for doing task well.
Leader
1. Directive behavior of leader--Telling person what to do, how, when, where, and then

closely supervising performance.

2. Supportive behavior of leader--Listening to, supporting, and encouraging person for
their effort, and facilitating their involvement in problem-solving and decisionmaking.
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LEADERSHIP Ill FOR FIRE AND EMS: STRATEGIES FOR SUPERVISORY SUCCESS

DELEGATING

OBJECTIVES
The students will:
1. Define delegation.
2. Identify the benefits derived from effective delegation.
3. Identify the barriers that prevent effective delegation.
4. Identify the nine principles of effective delegation.

5. Identify the consequences of reverse delegation.




DELEGATING
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WHAT IS DELEGATION?

Delegation is a term that we use, often times incorrectly. Some supervisors confuse the
task of assigning work with the concept of delegation. They are very different and this
module will go into the differences and why each of them are important.

A Delegation is the sharing of authority, responsibility, and accountability between
two or more people.

1.

2.

3.

Authority is the right to make decisions and take action.
Responsibility is an obligation to make decisions and take action.

Accountability is having to answer for results.

B. Relationship to leadership.

1.

Leadership is the process of influencing others toward the achievement of
organizational goals.

Leadership requires development of subordinates in order to help them
maximize their potential.

This is an important skill for leaders to develop as they set out to develop
their people

Some organizations refer to this as career development, some call it
mentoring, some refer to it as succession planning. Whatever your
organization calls it, it is important in the long-term health of your
organization. Without it you will have no choice but to go outside your
organization to find people with the skills your own employees lack.
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Activity DG.1
Benefits and Barriers

Purpose

To identify the benefits and barriers of delegation.

Directions

This activity is designed to enhance your awareness of 1) why delegation is worthwhile; and 2)
why we are unwilling to delegate. Depending on the assignment made by the instructor,
complete either question 1 or 2 below in your small group.

1. BENEFITS

Brainstorm and list the potential benefits of effective delegation--reasons why leaders
should delegate.

2. BARRIERS

Brainstorm and list potential barriers--reasons leaders are unwilling to delegate.
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. BARRIERS TO DELEGATION

A. Three Critical Facts.

1. Effective leaders know they're responsible for getting the job done.

2. Effective leaders are committed to maximizing the potential of each
subordinate.

3. Effective leaders understand the process of delegation.

B. Effective leaders understand the "What's In It For Me?" (WIIFM) perspective that
we all use when analyzing offers, challenges and opportunities presented to us.

[I. PRINCIPLES OF DELEGATION

A. Delegate the right task.

1. Don't delegate:
a. Supervision responsibilities.
b. Confidential tasks.

C. High-risk tasks.

Example: Having a rookie do a public speaking request--
especially if it's a hostile audience.

Example: In the fire/femergency medical technician (EMT)
prevention bureau, do not have your new inspector meet with an
irate contractor over the new sprinkler requirements and fee
schedule.
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d.

A task that has already been delegated down to you from your
supervisor.

2. Do delegate:

a. Any routine task.
b. A task you've been putting off.
C. A task you've been wrestling with without success.
d. An unexpected, unplanned requirement.
e. A task that would be "fun™ for someone else.
f. A job that would be a career development boost.
3. Use the following process to select the "right" tasks.
a. List all tasks you perform.
b. Evaluate each task for potential delegation, using criteria above.
C. Select one or two to try the delegating process.

Delegate to the right person.

1. Subordinate must be competent.
2. Subordinate must be ready.
3. Self-confidence is critical.

4. Credibility is needed.

Define responsibility.

1. Define the task and the parameters.
a. What?
b. How much?
C. How well?
d. By when?
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2.

3.

e. With whom?
Provide necessary information.

Provide necessary training.

Delegate authority.

1. The right to make decisions and take action.

2. Define the limits of authority (how much?).

3. Amount of authority must match amount of responsibility.

4, Notify others if appropriate.

Get agreement.

1. Provide opportunity for acceptance or rejection.
This is really the key in determining if you are truly delegating and not
assigning work. If you assign work, the subordinate does not have the
option to decline--with delegation, the subordinate does.

2. Cannot force acceptance.

3. Subordinate should want the assignment.

Demand accountability.

1.

2.

Delegatee should have to answer for results.

It should be clear that you will evaluate final results against established
criteria.

Establish feedback mechanisms.

1.

2.

3.

Milestone dates to assess progress.
Face-to-face or written.

Feedback frequency depends on:
a. Complexity.

b. Importance.
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C. Subordinate.
4, Strike a balance--don't over-supervise; don't under-supervise.
H. Provide for emergencies.
1. Back off--leave subordinate alone.
2. Allow opportunity for self-correction.
3. Be willing to tolerate different approaches.
4, Let go but don't drop out--keep an open door.

I Reward accomplishments.

1. Positive reinforcement while task is in progress.
2. Reward final product if it meets criteria.

3. Provide constructive feedback on deficiencies.
4, Solicit feedback from delegatee also.
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Activity DG.2

Evaluating the Delegation Process

Purpose

To evaluate the delegation process.

Directions

1. The instructor will ask for volunteers and assign roles for the following five role-play
scenarios that involve a potential or actual delegation attempt.

2. After each role play is done, complete the questions that correspond to each role-play
scenario.

3. The Role-Play Scenario Scripts follow the role-play scenario questions.

Role-Play Scenario 1

1.

2.

Was there a potential for effective delegation? List below those factors that indicated
delegation would have been appropriate.

What leadership weaknesses did you observe?
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Role-Play Scenarios 2to 5

Answer each question listed below for each role-play scenario. Place a checkmark in the
appropriate box if your response to the question is "yes."

Questions Role-Play Scenario
2 3 4 5
1. Did the supervisor delegate an appropriate task?
2. Did the supervisor delegate to the right person?

3. Was the task clearly defined?

4. Were expected results clearly defined?

5. Did the subordinate receive enough information
to be able to complete the task?

6. Was a due date specified?

7. Was authority level clearly specified?

8. Was authority level enough for the assignment?

9. Was the subordinate offered an opportunity to
accept or reject the assignment?

10. Was it clear that the subordinate would be held
accountable for final results?

11. Did the supervisor provide for feedback?

12. Did the supervisor provide for emergencies?

SM DG-12




DELEGATING

Activity DG.2 (cont'd)
Role-Play Scenario Scripts
Role-Play Scenario 1

Role-Play: The scenario is inside a station office, where an officer is working intently at a
paper-covered desk. A firefighter/EMT will enter. There should be a chair by the desk.

Notes or instructions for the reader are not indented, and should not be read out loud.
Dialogue, or text to be read in the role-play exercise, is indented under each character role.

A knock on the door.
OFFICER

(irritated at interruption)
Come onin.

FIREFIGHTER/EMT enters, stands before the desk.
OFFICER
Yeah, what is it?
FIREFIGHTER/EMT
Gee, you look kind of tired. Busy, huh?
OFFICER
Yes, I'm tired and I've got a terrible headache and still have all these reports to do. The
Eg(;jdegt report is due next tour and | haven't even started the first draft yet. What do you

FIREFIGHTER/EMT

(moves chair in preparation to sit down)
I just came in to shoot the breeze with you, but if you're busy...

OFFICER

Well, I am. I'd appreciate it if we could talk later.
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FIREFIGHTER/EMT
You know, I could probably help you with that report. | could type up the first draft and
Charlie could do the other reports for you. He does that all the time when you're not
here.

OFFICER

This is my job. Besides, by the time | keep tabs on you folks, I might as well do it
myself. Anyway, the administration holds me responsible for the job.

END
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Role-Play Scenario 2

Role-Play: The scenario is inside a station office, where a captain is at the desk, talking on the
telephone. A firefighter/EMT will enter. There should be a chair by the desk.

Notes or instructions for the reader are not indented, and should not be read out loud.
Dialogue, or text to be read in the role-play exercise, is indented under each character role.

CAPTAIN is on the telephone.
CAPTAIN

Is Smith out there? Okay. Send him in. Thanks.
CAPTAIN hangs up the telephone.

A knock on the door.
CAPTAIN

Comeiin.
FIREFIGHTER/EMT enters.
FIREFIGHTER/EMT

Good morning. You sent for me, Captain?
CAPTAIN

Yes, Smith, sit down. I'm glad you're here. | need your help.
FIREFIGHTER/EMT sits down.
FIREFIGHTER/EMT

Sure. What can | help you with?

CAPTAIN

Well, as you know, the public education program has been expanded in our department
over the past year or so.

FIREFIGHTER/EMT

Yes, | know. That's great.
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CAPTAIN
Yeah, it's okay, but now we're getting stuck with developing the first graders' program.
With your background in psychology and as an elementary school teacher, | thought
you'd be the person to do the job. Do you think you could come up with something?
FIREFIGHTER/EMT
(enthusiastic)
Yeah, sure! I'd love to! Ever since I've been in the fire/EMS service, | really miss
working with kids.
CAPTAIN
Well, that takes a load off my mind.
FIREFIGHTER/EMT

Okay. What's the program about? What's its focus? Is there a budget I can work with?
Can I buy teaching aids?

CAPTAIN
I don't care how you do it, just do it.
CAPTAIN hands Smith several papers.
CAPTAIN
Here. This should answer your questions. If not, then improvise.
FIREFIGHTER/EMT

(takes papers, stunned)
But Captain, | need to know!

END
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Role-Play Scenario 3

Role-Play:  The scenario is inside a station break room, where an officer and two
firefighters/EMTSs are seated at a conference table.

Notes or instructions for the reader are not indented, and should not be read out loud.
Dialogue, or text to be read in the role-play exercise, is indented under each character role.

OFFICER
I asked you here because | had a meeting with the chief last shift. The chief comes up
with these quarterly projects and, well, I volunteered for one. We all know there's a
problem with recruit orientation and training.

FIREFIGHTER/EMT #1 nods.

OFFICER
Orienting these recruits to our department hasn't been consistent from station to station,
or even shift to shift. You folks all have a background in training, and you've been
involved with the recruits at various times, including orienting them to our department.

FIREFIGHTER/EMT #1
Yes, we've all been involved in that.

OFFICER
Right.

FIREFIGHTER/EMT #2
We've needed the program for a while.

OFFICER
I want you to help me develop this program. What we need is for you to come up with
what you believe is a good outline for a program that can be tracked from each recruit's
first day right through the entire probation period...

FIREFIGHTER/EMT #1

(interrupting)

You want to wipe out everything we've scheduled up to this point with the recruits? Or
you're looking for the...
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OFFICER
No, whatever you think is most important for them to see throughout the department...
FIREFIGHTER/EMT #2

(interrupting)
You want a checklist? Or...

OFFICER
It's important for us to document and be able to track these people all the way through the
entire probationary period: like the first quarter milestones, goals, their daily housework
responsibilities, and check off the engine company, second quarter, the truck company,
that sort of thing...

FIREFIGHTER/EMT #1
We're going to do this all ourselves or should we get someone to...

FIREFIGHTER/EMT #2

(interrupting)
What about overtime?

OFFICER

Okay. The chief says, of course, don't leave out the opinions of the other shifts, so you
may have to consult with the shifts, and it may involve overtime...

FIREFIGHTER/EMT #2 nods.

OFFICER
...we don't want the other shifts to think we're doing it just for ourselves and they're
going to have to suffer the consequences, so that may be a neat thing to earn a few extra
bucks.

FIREFIGHTER/EMT #1

Have we got any idea how many recruits are coming in...?
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OFFICER

(interrupting)
Well, we're not sure; the training academy has about 40, | think, for the entire
department, so we're not sure how many we'll be getting right here in our company.
We'll find that out soon. But | want you all to let me know once you come up with a
good outline, one that you think is workable. Then I'll take it, draw up a final draft, and
get back to the chief. All right?

FIREFIGHTER/EMT #1
You want us to check in with you, maybe let you know...

OFFICER

(interrupting)
Whenever you think you're through, just let me know where you're at.

FIREFIGHTER/EMT #2
You just want the final package delivered to you?
OFFICER
That's right.
FIREFIGHTER/EMT #2
Okay, we can handle that.
OFFICER

(stands up)
Bye.

FIREFIGHTER/EMT #2
Take it easy.

OFFICER leaves. FIREFIGHTER/EMTS talk among themselves.

FIREFIGHTER/EMT #1

About time we got involved in this kind of stuff, you know.
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FIREFIGHTER/EMT #2
Well, we've been complaining long enough. We can have some input now.
FIREFIGHTER/EMT #1
Absolutely.
FIREFIGHTER/EMT #2
Sure.
FIREFIGHTER/EMT #1
We can do this.

END
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Role-Play Scenario 4

Role-Play: The scenario is inside a station break room, where three firefighterssEMTs are
seated at a conference table, looking over newspapers and relaxing. An officer holding papers
will walk in and join them.

Notes or instructions for the reader are not indented, and should not be read out loud.
Dialogue, or text to be read in the role-play exercise, is indented under each character role.

FIREFIGHTER/EMT #1

(holding newspaper and references it)
You guys see this film?

FIREFIGHTER/EMT #2
Where's it playing?
OFFICER walks in with stack of papers.
FIREFIGHTER/EMT #1
Playing down at the Century Theatre Complex.
FIREFIGHTER/EMT #2
Oh-oh. Boss has got some work for us.
FIREFIGHTER/EMT #1 looks disgusted.
OFFICER
I'm glad you three are here. The training division has come down with our training plan
for the next 6 months.
(begins to pass out paper to the three firefighters/EMTS)
FIREFIGHTER/EMT #1

Oh, my word.

THREE FIREFIGHTERS/EMTs look reluctant.
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OFFICER

As usual, this master plan states the number of hours...
(sits at table)

...for each area of training that's supposed to be given at the unit level. Would you all
like to set up a tentative training schedule showing exact times, dates, and topics?

FIREFIGHTER/EMT #1
I guess I can fit in some time there. Yeah, I can do that.
OFFICER
Good.
FIREFIGHTER/EMT #1
Actually, you're asking for a lot...
FIREFIGHTER/EMT #2 mumbles something, which the OFFICER shrugs off.
OFFICER
I'd like the three of you to suggest specific issues within these topic areas. I've only been
at this station a few months now and you three know better than | do what you need to
work on.
FIREFIGHTER/EMT #3
You mean we can do what we want, when we want?
OFFICER
I didn't say that. We have to stay within the parameters specified in the master plan.
FIREFIGHTER/EMT #1

Do we use the schedule we've already got? Some of the data we've already put together?

OFFICER

Whatever...l want you to think about this a little bit and just try to stay within the
parameters that are there. | want you to consider call in distribution and the weather
conditions, especially since we're heading into winter now...
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FIREFIGHTER/EMT #2

That means we can just sit back and run more calls then.

(grins)

OFFICER

(acknowledges his sarcasm, then moves on)
Right. Are there any questions?

(no response)
Well...good. | want you to know that assuming your schedules meet the parameters
outlined in this master plan, I'll go with what you decide. Final plans are due four weeks
from today. Now, I'd like to meet with you in about two weeks to see how you're doing
and make sure you're on track, but besides that, everything should work out okay. Any
other questions?

(no response)
Good.

FIREFIGHTER/EMT #2
Sounds good. We can handle this.
OFFICER
This is our chance to start honing up on some of the skills that we really need. All right?
(no response)
Okay.
FIREFIGHTER/EMT #1
Okay.
OFFICER gets up and leaves the room.
FIREFIGHTER/EMT #3

(to FIREFIGHTER/EMT #1)
Where'd you say that movie was playing?

FIREFIGHTER/EMT #1
Over at the Century complex.

END
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Role-Play Scenario 5

Role-Play: The scenario is inside a station office, where an OFFICER is sitting at a desk,
working amid papers. A firefighter/EMT will enter. There should be a chair by the desk.

Notes or instructions for the reader are not indented, and should not be read out loud.
Dialogue, or text to be read in the role-play exercise, is indented under each character role.

A knock on the door.
The OFFICER looks up from paperwork and stands up as FIREFIGHTER/EMT comes in.
OFFICER
Thanks for coming in.
FIREFIGHTER/EMT

(shaking hands)
No problem.

OFFICER

Sit down, sit down.
Both the OFFICER and the FIREFIGHTER/EMT sit.
OFFICER

I really need to talk to you.
FIREFIGHTER/EMT

What's up, boss? Another attitude problem? My detail's done, my truck's clean, my
uniform looks great...

OFFICER
No, that's not why | asked you in. | really need your help. I have a problem.

FIREFIGHTER/EMT

(laughing)
College graduate needs a little help, en? Well, at least you realize it. That's better than
some of the officers who've been through here. What do you need?
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OFFICER

I need your knowledge and experience. Let me explain the situation. This afternoon at
the supervisors' meeting we discussed the problems that we've been having with lack of
standardized equipment placement on all the apparatus throughout the department. As
you well know, those problems have become significant. You go from shift to shift, and
station to station, and the equipment is in different places. Well, to deal with that
problem, the department wants to adopt some standard operating procedures (SOPS)
regarding equipment placement on all the apparatus.

FIREFIGHTER/EMT
Well, | tell you, it's about time. I've been saying that, and you know it, for years, that

people go from station to station and the equipment is carried in different places in every
fire station. Is somebody finally going to do something about it?

OFFICER
This is exactly where you fit in. You know my background is heavy in EMS; | have very
limited suppression experience. I've spent the last 4 years at the academy. You have 15
years of suppression experience...

FIREFIGHTER/EMT

(correcting him)
16!

OFFICER

(acknowledging correction)
...16 years of suppression experience here in this department. You've operated every
type of apparatus we have, and you've got the knowledge, experience, and common sense
to develop some sound recommendations.

FIREFIGHTER/EMT

(anticipating)
S0?

OFFICER
I'd like you to develop a set of recommendations for equipment placement on the various

apparatus. We would need the recommendations along with the justifications and
rationales supporting them.
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FIREFIGHTER/EMT
And then what happens?
OFFICER

Then | take your recommendations back to the supervisors. We'll hold a department
meeting in 4 weeks and discuss any recommendations from the other shifts as well. Out
of the various proposals, we'll come up with a common set of SOPs for the whole
department.

FIREFIGHTER/EMT

(shaking his head, hesitating)
I don't know.

OFFICER
It won't be easy. It'll require some thought, considering all the different types of people
and apparatus we have in the department. | have the national standards here that you can

use...

(gestures to papers on his desk)
...and the different styles of apparatus that we have in the department all laid out here.

(pleading)
Would you be willing to work on the project for me?

FIREFIGHTER/EMT

(shaking his head, sighing)
I don't know. You know, I've been ignored for years when | wanted to get involved with
projects like this. | guess because some of the projects have been my ideas...

(shrugs his shoulders)
...you know, the supervisors didn't want to listen to them. I don't know.

(shakes his head)

OFFICER

This is a real important project.
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FIREFIGHTER/EMT

(hesitating, then beginning to nod his head)
Well, I know it's something that's really needed.

(still nodding)
Yeah, I'll give it a try. It'll give me something worthwhile to do around here for a change.

OFFICER
Good. I knew I could count on you. Let me give you a copy of the materials that...
(hands papers to FIREFIGHTER/EMT)
...1 received and they stipulate the guidelines for the recommendations. As long as your
proposal meets those guidelines, I'll back you 100 percent.

FIREFIGHTER/EMT

(glancing over papers)
You're going to back my recommendations?

OFFICER
Absolutely.
FIREFIGHTER/EMT
100 percent? In the supervisors' meeting?
OFFICER
Absolutely. Yes.
FIREFIGHTER/EMT
You'd go that far?
OFFICER
Absolutely. | certainly value your 15...

(reemphasizing number)
...16 years of experience.

FIREFIGHTER/EMT

When would you need my recommendations?
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OFFICER

I need your final proposal in 3 weeks. That would give me enough time to review the
proposal, and if | have any questions, get back to you. So, how does 3 weeks sound?

FIREFIGHTER/EMT
Yes, | can handle 3 weeks.
OFFICER

Good. I'd like to meet with you, say, same time next week...on the 17th...to see what
you've done to that point. Now, do you understand the assignment?

FIREFIGHTER/EMT
Yes.

OFFICER
You're sure you know what needs to be done here?

FIREFIGHTER/EMT
Well, I'm going to work on...I'm going to give you a set of recommendations about
where | think all the equipment should be carried on the apparatus, and that all has to be
done in 3 weeks.

OFFICER

(nodding)
Uh-huh.

FIREFIGHTER/EMT

...and you and | are going to have another meeting in a week...
OFFICER

...the 17th...
FIREFIGHTER/EMT

(repeating)
...the 17th, to see whether we're on the right track or not.
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OFFICER

To discuss your rough draft.
FIREFIGHTER/EMT nods.
OFFICER

That's right. And if you need any assistance--any help--you know my door is open and
any resources that | have are available to you.

FIREFIGHTER/EMT

Well, | appreciate it.
OFFICER

| appreciate it very much...
FIREFIGHTER/EMT

Sounds like a good project.
OFFICER

...agreat deal.

END
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V. REVERSE DELEGATION

A

V. SUMMARY

A

B.

When a supervisor accepts responsibility for a task that rightfully belongs to a
subordinate.

Do not let subordinates delegate upwards. This reinforcement of bad behavior
simply means that the unwanted behavior will be repeated over and over. Hold
your subordinates accountable and do not let them delegate to you.

Consequences.

How to avoid.

1.

2.

3.

Return incorrect tasks.
Provide help and support but don't do it yourself.

Don't accept ownership of subordinate tasks.

Remember the principles.

Take the first step.

1.

2.

3.

4.

5.

Anyone can delegate effectively.
Know yourself and your subordinates.
Follow the rules.

Take your time.

Believe in yourself.

Reap the benefits of effective delegation.
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WHAT IS DELEGATION?

Delegation is the sharing of authority, responsibility, and accountability between two or more
people. It is a process which allows for a division of labor within an organization; it distributes
the work that must be accomplished among a greater number of employees.

Delegation is a primary leadership tool that allows supervisors to share some of their assigned
responsibilities with subordinates. To better understand the concept of delegation, it is useful to
examine the leadership role. Leadership is generally defined as the process of influencing others
toward the achievement of organizational goals. Thus, any effective leader understands that a
critical leadership responsibility is the development of subordinates in order to maximize their
potential for goal achievement. Delegation is the highest form of subordinate development--
it is a special reward for those subordinates who meet or exceed minimum standards at their
assigned level and are ready to assume additional responsibility. In essence, when a supervisor
delegates work to a subordinate, the implicit message is: "I can see that you are ready to accept
responsibility for tasks that are generally performed by someone at a higher level. Therefore,
I've decided to share some of my work with you in order to give you an opportunity to grow."

Fire service leaders practice delegation routinely in emergency incidents. Any Incident
Command System (ICS) relies extensively on delegating in order to work. The first officer at the
scene assumes the authority and responsibility of the Incident Commander (IC), a task generally
assigned to an upper-level official. Fire/Emergency medical services (EMS) service supervisors
are confident and comfortable in delegating at an incident. Fire/Emergency medical technician
(EMT) Officers are confident and comfortable giving assignments--make sure you are clear of
the difference. Typically, delegation occurs in the General and Command Staff positions within
the ICS. Work assignments are generally given at the company level.

Delegation is equally important in non-emergency supervisory situations. This module is
designed to help Fire/EMS Officers delegate as effectively at the station as they do at an
incident.

BENEFITS OF DELEGATION

Effective delegation "pays off" in many ways. Each successful delegation provides implicit
benefits for the supervisor, the subordinate, and the entire organization.

Benefits for the Supervisor (Delegator)

Delegation allows the supervisor to get more tasks accomplished in less time. Thus, the
productivity of the unit is increased. By delegating some of the duties, the supervisor can

concentrate on critical projects/tasks. The supervisor is providing more effective leadership;
thus, enhancing professional image.

SM DG-33



DELEGATING

Benefits for the Subordinate (Delegatee)

The subordinate has an opportunity to increase job knowledge and to develop
leadership/decisionmaking skills for the future. The subordinate has a new challenge, a change
of pace, and a new experience--all of which add up to a higher level of motivation. If the
delegated task is done well, the subordinate receives recognition from others which, in turn,
increases the subordinate's self-confidence and self-esteem.

Benefits for the Organization

Delegation makes a significant contribution to overall organizational effectiveness. It assures
maximum use of available knowledge/skill/ability at all levels of the organization and it is a
well-known fact that the strength of any organization increases as individuals assume greater
responsibility.  In addition, future organizational leaders are being prepared and present
productivity is enhanced.

BARRIERS TO DELEGATION

Simply recognizing the benefits of delegation is generally not enough to convince many
supervisors to delegate. They also need to overcome the barriers to delegation, which they have
developed over time.

There are any number of reasons why supervisors at any level may be reluctant to delegate.
Some of the more commonly cited reasons are the following:

Misunderstanding the Leadership Role

Supervisors may mistakenly believe that it's wrong to share their responsibility with

subordinates. This is basical