Topic 9e2: Appointing and Delegating to Subordinates
[bookmark: text3354anc]
Objectives
[bookmark: text3355anc]
After completing this topic the user will be provided with the basic information about seeking and nurturing volunteers to accept delegated tasks. The user will also gain an appreciation of the importance of delegation in leadership development and the life of a voluntary group.

Student Preparation Required:
 
· None required for this Learning Unit.

Information

[bookmark: text7619anc]We have all seen it – groups in which there is one person who is a firecracker and takes everything on themselves, only to lament the declining membership of the group despite their efforts. Bluntly, the group has developed some very bad processes and while the one worker of the bunch may want to hand off many duties, in one way or another they have never actually done so. Delegation of tasks is critical not only to the completion of tasks, but also to the very life of any volunteer-member group.
 
In creating and nourishing your own ARES organization, the appointment and delegation of responsibility among the membership is critical.  
 
Unfortunately, too many people look upon it as begging or pleading for someone to come and help. It isn’t and it should not be seen from that perspective! If it is, then you go into the “asking” with the predetermined belief that few/no one will respond.  

Imagine a car dealer who says, “I don’t think you will buy from me and it costs a lot, but will you please think about buying one of my cars?” Of course they won’t have that approach, but that’s what many leaders do when looking for people to aid them.  
 
Instead, consider that not only are you asking for help, but you are also offering something to them that they cannot get for themselves – the fun and satisfaction of doing a job well and accomplishing something meaningful. Add to that the aspect of service to your community and
various served agencies, and you have a great opportunity to share.
 
Skills at appointing people and delegating authority are learned, not inborn.
 
When information is constricted or not shared with the group, leadership can become tired.   Decision making is work. In addition, if something happens to the leader, there is no one who is capable of taking over quickly. Many groups also get into other troubles and in-fighting because members do not know the whole picture.

And then there are the new people coming in. “Nothing is more enthusiastic than a brand new convert to anything.” They come with energy, drive and the desire to make things happen very quickly. They may not know the territory or situation, but their enthusiasm overshadows that shortcoming. They can be “loose cannons” or they can be your best friends – dependent on how much information you are willing to share and how much power you are willing to delegate to them. If you don’t share, you will soon lose them and may make an enemy in the process.

As a team leader, get to know each member of your team or group and through this process you will learn what their strengths and desires are. For example if you find a new member has a real heart for the American Red Cross, perhaps he/she would find an assignment with an ARC unit beneficial. Doing so will not only give the member an assignment he/she will love, but because of it will serve both the served agency and the team well. Every excellent leader is one who is able to delegate both duties and the authority to accomplish those tasks to others. Remember many of your team members are looking for a way to serve in a specific area. It is up to you to determine what that area is and to help the team member to get involved with it. Finding the right person for a specific assignment is much like fitting your foot into a new shoe. A half size off can be painful, while there is great comfort in getting just the right fit. This is the way as leaders we find the right person for the right job. Also, remember that there are many new members who actually want to serve in specific assignments, but will never ask for it directly. When you offer them the opportunity, you are giving them the chance to bring meaning and purpose to their service to the community and the team.  

Why Delegate?

· [bookmark: text6806anc]Efficient use of skills held by members
· Prevent group from dependency on one or two leaders
· Nurture personal “buy-in” by members
· Reduce leader burn-out
· Training of new leadership
· Group members feel needed
You Have Volunteers Appointed...Now What?

· [bookmark: text6811anc]Provide training. Some people may need training to do the tasks they have offered to do. This could involve accompanying them to a government office and showing them how to get access to the information they need. It could also mean pairing a volunteer with another member who has experience in a certain area. Your more seasoned team members can become great mentors to newer members.

· Be accessible. Be sure volunteers know how to reach you if they have questions or concerns. They should be told that they are responsible for informing you if problems arise. The night before a major event is not the best time to check in with a volunteer the first time. Each person will have a different style of working and some may need more supervision than others.

· Be encouraging. Help motivate others and express your confidence in their abilities to do the assigned tasks. Encourage creativity and be tolerant of risk-taking and mistakes. Emphasize the importance of learning new skills, especially if the volunteer feels uncomfortable because other group members have more experience in doing a particular job.

· Hold members accountable. Remind people that they have made a commitment to the group. If they are unable to fulfill their obligation, ask them to suggest a solution which will get the job done. If a task does not get done, find out why as soon as possible. It may be helpful to ask people to explain to the group why they were unable or unwilling to do what they said. Encourage them to ask for additional help if they feel that they cannot do the job alone.
 
Remember that the military found long ago that people quickly develop stronger allegiances to their group or unit than even to the flag, grandma and apple pie. The power of group peerage should never be minimized.

Following Up With Evaluations

[bookmark: text6821anc]Your role as a leader, and your responsibility to your people, does not stop after you have made appointments under your direction. Is the work done on time?   Is it done well or just enough to get by? Regular evaluation and feedback supports the appointee who is successful and offers insight and aid to the person who, while unsuccessful, is trying hard.
 
It is also important that you, as their leader, take time to evaluate them. It will only take one instance when you overlook an appointee to sour things. If you do not care enough to even give them feedback on their efforts, then it was not important enough for them to have done that work – and next time they will not be there.

Congratulate

[bookmark: text6826anc]Be sure to thank people for jobs well done. This is critical toward building long-term relationships with your team members and in keeping them excited about what the team is doing. Depending on the situation, your group might give awards or some public recognition, or it might simply send thank-you notes to volunteers. In these days of email and printed forms, even a short personal, hand-written note is something special and appreciated. Regardless of what method you choose, the important thing is to make people feel that they have contributed to building the group and achieving its goals.

Retention
[bookmark: text6831anc]
There must be thousands of books and articles on retaining volunteers. Whole careers are built on the topic. But, in general, successful retention strategies include the following basic rudiments:

· Career Enhancement  
 
Helping volunteers acquire new skills and relating these skills to the marketplace, thus providing opportunities for advancement by building in career ladders, resume writing and job interviewing classes.
 
OH…but I hear you saying, “This is Amateur Radio – there’s no career path here.” But there is! Think of the people, business leaders, politicians and others that you come into contact with in ARES work. People-to-people connections are the building blocks of careers. In addition, skills learned also translate into greater enjoyment in other areas of the hobby we love.
 
· Recognition  

Showing your appreciation often, in many ways, and in ways that are individual- specific.

· Meaningful Work
 
Periodic orientation that link volunteer assignments to the broader mission of the organization making the work meaningful and never wasting their time
 
· Personal Growth
   
Letting them grow with the program and providing opportunities that they wouldn't get outside of a 
volunteer position
 
· [bookmark: _GoBack]Respect  
 
Treating volunteers and appointees as your management staff by inviting them to attend “staff 
meetings” and giving them a voice within the organization.  
 
Listen to and accept their recommendations. If they are unreasonable or impossible, explain why or give them the task of developing out their idea into a workable form (and reporting back).

References

[bookmark: text6841anc]For more information on the care and feeding of subordinate volunteers, see:
· www.sbims.com/care-feeding-volunteers/

Review 

Delegation of meaningful duties in ARES work not only aids completion of the tasks, but trains incoming people to be leaders and aids in the camaraderie and retention of the group.

Student Activities
[bookmark: text6854anc]
1. Have a meeting of your group, in person or by phone. (There are now several web conference sites allowing sharing computer screen sessions and information for free) Ask them:

· What job tasks do they think are most important

· Which of these can be delegated

· What title or position should go with these tasks

· What you can do to be better at delegation

2. List three tasks that will need to be done in the next 3 months.  
 
· For each one, list reasons why they can be delegated to a subordinate.    

· For each one, list 3 benefits they could receive for doing the task

[bookmark: text6849anc]Topic 9 Section E2 Knowledge Review
[bookmark: text6858anc]
In order to demonstrate mastery of the information presented in the topic, you will be asked a series of un-graded questions. There are approximately 5 questions on the following pages in multiple-choice or true/false format. Feedback will be offered to you based on the answer you provide. In some cases, you may be directed back to the area of the topic where a review might benefit you in order to find the correct answer.

Question 1

An ARES group’s members show up “occasionally” and their numbers have been dropping. It could be caused by:

a) Failure of the leader(s) to delegate. 
b) Lack of sunspots. 
c) ARRL HQ. 
d) Plentiful and meaningful training sessions.

Question 2

The failure to provide a volunteer with feedback and evaluation is usually seen by the volunteer as:

a) Everything they did was just fine. 
b) Nothing they did was right. 
c) They are a subordinate. 
d) The work they did was not really worth the time.

Question 3 

An important part in delegating tasks is to:

a) Make a polished sales pitch. 
b) Hold low expectations for responses. 
c) Include information on the benefits the volunteer may get out of it. 
d) Keep the tasks undefined so the volunteer can “fly with the job”.

Question 4 

Which of the following would be the best way to thank a volunteer for a job well done?

a) Embed the thanks in a generic thank-you given to all members of the group, without singling out anyone. 
b) Give the volunteer additional tasks and hope they understand this is because they did the job well. 
c) Give the volunteer a handwritten note of thanks. 
d) Abstain from any overt thanks since that was their job in the first place.




Correct Answers
1	a
2	d
3	c
4	c


