Delegate - You want me to do what???

By: Darren Haas, Southeast Fountain Elementary
Contact: haasd@sefschools.org

Background That Led to Your Inquiry:

As | began my journey with IPLI last summer, | really didn’t know what to expect. | have 2 great friends who
just finished their cohort experience and raved about how awesome it was. This obviously got me excited
about what was to come, but still nervous about what to expect. | knew there were some things | needed to
work on personally to make me a better leader, but did | really want to tell my peers what | knew were my
faults. Was | going to trust the people | was put in a small group with? What if | was not a good fit/ mix with
my leader? These questions were answered in the first 5 minutes of the program at Indiana State last July.
Not only were these people fantastic, but they are some of the absolute best principals/ school leaders in the
state of Indianal!

Immediately after getting to know my small group in cohort #4, | knew my life and school was about to
change. Not just change, but improve drastically just from learning and sharing with others in the same boat
as me. | knew my time was valuable and making sure | led my school, my family, and my spiritual life in the
best Christian way possible was my mission. | had not been consistent in any of these areas and | knew for me
to grow as a person, this was absolutely necessary. Therefore, the purpose of my action research was to
delegate my time more efficiently and appropriately to make sure | had a much better balance in all areas of
my life.

Statement of Your Wondering:

With this purpose, | wondered: how do | consistently communicate with the leadership teams/ individuals to
stay informed and up-to-date about delegated items throughout the school? | knew if | delegated items in the
school, | would be able to leave at a more appropriate hour; therefore, have the necessary time for my wife
and kids, as well as some “me” time to work out, relax, and socialize.

Methods/Procedures:

To gain insight in my wondering, | made a list of specific items | was already doing, but knew if | delegated
these tasks, would alleviate extra stress and ultimately free up lots of time for me. The timing was perfect for
me to revamp this area of my professional life. My assistant principal just resigned to take another job and |
was in position to hire a person to perfectly fit the school’s needs. | saw this as a perfect storm and create a
job description to help balance the workload between me and my new assistant. | shared this plan with my
superintendent and he thought it was an outstanding idea, if and only if we found the right person for the job.

Fortunately, we had a plethora of outstanding applicants. We interviewed and found who we believed to be
the perfect fit! After almost one year working with her, | can say she is outstanding! Not only is she a work
horse, but she is willing to go above and beyond to make everything she touches the best it can be. Sure,
there were bumps in the road and setting the tone and training her to what was needed took some time, but |
couldn’t have made a better selection to help me!



The first order of business, was creating the major list of items to delegate. These items included: planning for
PLC weekly PD sessions for the staff, writing the weekly educator newsletter to be sent home with the staff
and students, leading the much needed update for the Vision and Mission statements of the school, taking
over the SPED case conferences for all students with special needs/ overseeing the writing of IEP’s, a portion
of the daily discipline, and working directly with our brand new instructional to give the teachers accurate data
and helping with planning/ curriculum needs. The bigger issue is that of how to. How do I: guide those who
need led; create and environment that promotes innovation and risk; put more joy and celebration into our
efforts; and continuously improving my leadership abilities? (Fichtman Dana, 2009, p. 53)

When looking at this list and the numerous how to's, | was scared a “new administrator” may be overwhelmed
with this challenge, but using the help of others and easing into the list made a huge difference. Not only did
this work/ payoff, but she also was motivated to take on many classroom visits, attend more than her fair
share of after school events, and make many positive parent phone calls to improve community relations.
These items were a pleasant surprise, but motivated me to do the same. What a great difference it has made
for me and for the culture of our school!

Stating Your Learning and Supporting it with Data:

As a result of analyzing my data, 2 very important things | learned include:

e Trusting those | train and count on saved me time and energy in the long run.
e My time and energy is much more valuable to me (now that | have more of it)!

Trusting those | coach and count on daily saved me much time and energy. Investing some time up-front to
make sure projects/ tasks were correctly managed helped tremendously in the long run. My goal after giving
full delegation of these tasks to my assistant was to meet daily and weekly (depending on the task) to get a full
update. | kept a chart and as we met, | put the comments/ checks in the appropriate location to clarify what |
knew about each situation. | did this for the entire year and consistently updated my spreadsheet to always
be “in the know.” The 5 minutes before school or the 15 minutes at the end of the day, literally saved me
hours by giving these tasks to an individual willing to take them over. (Whitaker & Breaux, 2013, p. 60)

My time and energy is much more valuable to me (now that | have more of it)! | have saved myself almost an
hour a day for the entire year and lightened my stress load tenfold. My only wish is that | would have done
this many years ago. Thankfully, my IPLI small group challenged me to do this project and | was humble
enough to give away some of the power | didn’t think personally, | would be able to do. As long as | stay
informed about all that is going on in the building, | now know | do not need to have a finger in every cookie
jar. Being a micro-manager is very time consuming and also very stressful! I've learned to let go and keep a
watchful eye.

See the chart below summarizing the duties delegated, who and how often | communicated with them, and
the progress as well as specific details | may have learned throughout the process.

Providing Concluding Thoughts:

In conclusion, | would like to summarize how much | have learned about myself as an educator, leader, boss,
and employee. Throughout my life, I've always been very competitive and had an enormous amount of
passion to win/ be the best at everything | do. Being an administrator was no different than all the sports



competitions | competed in over the years. However, when | got into administration, it was new and exciting,
but | had very little experience/ knowledge in the area which led to some struggles. Learning on the fly was/ is
something that | really enjoy, but stumbling many times over the past 5 years has been very humbling and
even frustrating at time.

I am finishing my 3rd full year as the building principal of a large elementary school with 70 employees.
Coming from a building with 24 employees was quite a drastic change and one that I’'m not sure | was ready
for. 1 was informed of all happenings and decisions all the time and knew all the students and families very
well. Making the transition to a building almost 3 times larger was next to impossible to know everything that
was going on and learning names of all the students and families has been next to impossible. Not to
mention, the amount of work and responsibility tripled. There was not enough time in the day for me to get
all the specific tasks completed. Because of this, my first two years as the building principal was extremely
challenging and overwhelming. | knew a change was necessary, so my action research plan came to me very
easily.

Delegating and organizing as well as managing people has been a process that has taken much stress and
burden off my shoulders. If you have great people working with you, as | do, trusting in them is the right thing
to do. I've been up-front and asked them to be transparent with me about their progress. This has kept me in
the loop, but not micromanaging as | felt | had to do in the past. Ultimately, | am very happy as a result of my
action research project and look forward to building on how to continue becoming more and more efficient
with my time in the future.
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