
Essentials of Leading People
 Empowerment through Staged Delegation

Delegation is a necessity not a luxury

Pitfalls of delegation

time for strategy

your time and
energy on what is
important

the
pitfalls of delegation

the skills and
energy of your team

How to delegate
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To be successful in today’s high pressured professional environment you need
to be skilled at delegating to others. The more senior you become in an
organisation the more you will need to delegate.

If you are reluctant to let go or don’t feel that you can trust others to do the job
properly, it is likely that you are overloaded with the ‘day-to-day’ work. You
probably don’t have enough time for future planning, process improvements or
big picture thinking.  As a result, your team, department or project will suffer
and your career may stall.

Managers typically spend less than 50% of their time on the strategic and
leadership activities that define their role.  If operational tasks are stealing your
valuable managerial time then you need to learn how to delegate.

Delegation means giving others’ authority to do work for which you are
ultimately responsible.  It means giving the right tasks to the right people, and
providing an appropriate level of support, follow up and feedback.

Despite having competent
team players you still feel that you could do it better
yourself.

If your team
does a poor job through lack of expertise, it could
damage your personal profile, pay rise or job
prospects.

It’s
simpler to do it yourself and get it right first time.
This leads to team members getting more and more
dependent and less able to act on their own
initiative.

You don’t want to
delegate things that give you a buzz and you don’t
particularly get a buzz from developing other people,
which may indicate that you are a specialist at
heart.

Not too long ago some of these people were
your peers and you feel uncomfortable telling them
what to do.

You are
concerned that if you overload your team it will lead
to missed deadlines and dissatisfaction.

� Allows you to focus
your time and energy
on what is important

� Gives members of
your team
experience and a
chance to shine

� Makes best use of
the various skill sets
in the team for better
productivity

� Helps you to
progress your own
career and those of
your team
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 The more successful you are, the more you need to delegate. The more
effective you are at delegation, the more successful you and your team will be.

Confirm in your own
mind that the task is suitable to be
delegated.

Clarify your reasons for delegating this
task to this particular team member?

Is the
team member capable of doing the task?

What is the
importance and relevance? Where does it
fit in the overall scheme of things?

Describe the results
you want and agree milestones and deadlines
for delivery.

Ensure
appropriate training and access to the
resources are made available.

Failing to agree this in
advance will cause any monitoring by you
to seem like interference or lack of trust.

Think about
who else needs to know, inform your own
peers of the team member’s new
responsibility. Warn the person about any
political or protocol implications.

When the job is done,
provide constructive feedback in the context of
personal and team development. Personally
absorb the consequences of failure BUT pass
on the credit for success.

: Don’t
divert from my instructions. I have already
researched the options and determined what I
want you to do.

We will
discuss it then I will make a decision and tell
you what I want you to do.

Give me the pros and cons
of each option, but tell me what you think we
should do. If I agree I will authorise it.

 I
trust you to do the research, make the best
decision you can, and then keep me in the loop.
I don’t want to be surprised by someone else.

No need to talk to me about it.
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Client Story

Simon worked for a large utility company in their Collections department. Straight from college, he
soon proved himself to be a diligent worker who regularly exceeded his targets and became a
valued member of the collections team. After 18 months he was promoted to the position of Senior
Collections administrator and after a further 12 months was made Team Leader of one of the
Collections teams because of his excellent performance and knowledge. He attended the standard
one day introduction to management programme provided by the company which gave an overview
of the skills and attitudes needed in a first line management position.

As Team Leader Simon was expected to monitor the performance of his team against departmental
targets, to manage poor performers and to develop team members’ skill levels for the various
aspects of their jobs. He was also expected to produce weekly and monthly statistics to be included
in the Departments monthly report for senior management.

As the team was always busy, Simon continued to help out making phone calls to customers and
updating the customer records accordingly. He struggled to fit this in as well as the need for
monitoring and reporting on team performance which he felt he must deal with in its entirety. As a
result he became stressed at the month end when the statistics were due and regularly produced
them late with a number of errors and omissions. He had no time for developing the team members
who eventually became dispirited and whose performance dropped accordingly.

The following interventions were identified to help Simon:

� Coaching on how to identify areas of his job that he could delegate

� Training on the use of the Maturity Matrix to identify individual team members’ development
needs

� A plan to match identified development needs with delegable tasks and a programme of small
development targets for each team member.

Through training and follow up coaching Simon was able to see that he could achieve the
development of key skills in his team and the freeing up some of his time by the effective use of
delegation. Team members felt valued by the attention Simon was able to give them, performance
targets were once again regularly achieved and Simon had the time to properly monitor and
produce the required statistics.


