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COMPLETED STAFF ACTION

One of the better summaries of the subordinate’s role in delegation is set forth in the following statement of what constitutes completed staff action:

1.  Completed staff action is the study of a problem – and a presentation of a solution – by an employee in such a form that his/her supervisor or department head may simply indicate approval of the completed action.

The words “completed action” are worth real emphasis.  Actually the more difficult the problem is, the more tendency there is to present the problem to the supervisor in piecemeal fashion.  It is your responsibility as an employee to work out the details.  You should not consult your supervisor in the determination of these details unless necessary.  Instead, if you cannot determine these details by yourself, you should consult other persons.

In far too many problem situations the typical impulse of the inexperienced person is to ask the supervisor what to do.  And this recurs more often when the problem is difficult.  It is accompanied by a feeling of mental frustration.  It seems to be much easier to ask the supervisor what to do, and appears to be so easy for him/her to give you the answer.  You must resist that impulse.  You will succumb to it only if you do not know your job.

It is your job to advise your supervisor what he/she ought to do- not to ask him/her what you ought to do.  He/she needs answers – not questions!  Your job is to study, analyze and check until you have come up with a single proposed action – the best one of all that you have considered.  Your supervisor may then approve or disapprove.  In many instances, completed work results in a single document prepared for the signature of the supervisor, without accompanying comment.

Except for recordation purposes, writing a memorandum to your supervisor, therefore, does not constitute completed work.  Writing a memorandum for your supervisor to send to someone else does.

Your views should be placed before him /her in finished form so that he/she can make them his/her views simply by signing his/her name.  If the proper result is reached by your “in finished form” solution to a problem, the supervisor will usually recognize it at once.  If he/she needs comment or explanation, he/she will ask for it.

The requirements for completed work do not put aside the possibilities of a “rough draft” in place of a “highly finished form” in approaching some of the problems.  But a rough draft must not be a half-baked idea!  Neither must a rough draft be used as a means for shifting to the supervisor the burden of formulating the action.  It must be complete in every respect except that it lacks the requisite number of copies and need not be neat.

2. Completed work requirements may result in more work for the employee, but provide more freedom for the supervisor. This is as it should be, since it accomplishes two things:

· The supervisor is protected from half-baked ideas, voluminous memoranda, and immature oral presentments. 

· The person who has a real idea to sell is enabled more readily to find a receptive audience.

3. Test the completeness of your work by asking yourself this question:

If you were supervisor, would you be willing to sign the paper you have prepared, and stake your professional reputation in it’s being correct?  If the answer is no, take it back; and work it over, because it does not yet constitute completed work.
Much of what is delegated will be determined by the delegatee himself/herself, subject to concurrence from his/her boss.  The delegatee must assume the lion’s share of answering the all-important question of whether or not he/she is willing and capable of handling the delegation.  The boss makes a preliminary determination of the answer when he/she first considers the delegation.  However, in the final analysis, the delegatee must provide the key to the answer.  If his/her answer is in the affirmative, the success of the endeavor will be determined in large part by the amount of initiative he/she exercises to control his/her own corporate destiny.

“Complete Staff Action,” Guide to Administrative Action  (Washington, D.C.: U.S. Air Force, 1952).
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