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More and more, the unsettled environment of business today makes it clear that employees need

to be able to act on their own. In the past, when things moved at a slower pace, customers would

wait for managers to make decisions. A controlling management style worked because you, the

leader, made all of the decisions and all that was necessary when it came to employees was to

keep them in line, give them orders, and keep them producing.

But today, customers will not wait, and if you can't provide answers and solutions now, they will

search out other options. Hence the need for a workforce that can do things themselves and make

good decisions independently.

IT’S UBER-RELEVANT TODAY

Think of it like a rowing crew in contrast to

whitewater rafting. A rowing crew usually races

in relatively calm waters. The team is in the

same boat expected to work in unison. They

have a leader telling them where to go and

when to row. Control works well because the

conditions are fairly calm and predictable much

like the conditions in workplaces of the past.

Whitewater rafting, however, is a very different

matter. In rafting there is turbulence and noise

and enormous change happening from moment

to moment. Rafters may not be able to see or

hear the leader in this environment so they

have to manage on their own or they could be

injured or even die. To survive, they must have

the wherewithal to maneuver and guide their

rafts alone. This is the environment of today’s workplaces, turbulence and change are the rule and

the need to be prepared for self-direction is clear, and it is up to leaders to get those people

prepared.

Thus, it is imperative that today’s leaders practice a developmental leadership style so that their

team members can answer questions, make decisions, and deliver creative solutions without

having to defer to the “boss” at every turn.



This means that leaders must take up the challenge of developing the skills and decision-making

abilities of their team members or suffer the consequences of unhappy customers and lost profits.

This is why delegation is critical in today’s environment.

It is important to note here though that delegation is not just a way to get others to do things you

hate to do. It also should not be seen as a way to make your life easier. Delegation should be seen

as a way to match people's talents to the work to be done. It is also a way to use the strengths

available and to grow the capabilities of your team.

But most leaders can do most of the jobs and get them done faster and better, isn’t delegating

time-consuming and inefficient? Well, yes, but only in the short term. If you take a longer view,

there are benefits that outweigh any short-term losses.

The more team
members can do
themselves, the
more the team
can do together.

Third, it maximizes the potential of team members, motivates them, and increases their ownership

of the results of the team and organization.

Fourth, the trust extended in delegating allows leaders to gain more influence and build stronger

bonds in their team. You become trustworthy by demonstrating integrity and competence, but you

grow trust by developing relationships and believing in people to do the job. This is demonstrated in

delegation.

A management struggle made easy.

DELEGATION

2

First, it will make the team more effective

because more team members will be involved

in the mission. By involving them more, they

become more motivated and begin to master

more skills. The more team members can do

themselves, the more the team can do together.

THERE ARE BENEFITS

Second, by having team members doing more

jobs, the leader has more time to grow their

skills and take on new jobs. As they grow, they

can share more with the team. It is a vicious

cycle of growth, development, and

effectiveness.
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But what does a leader delegate? Obviously,

they cannot simply delegate everything. Team

members have varied levels of skill and

understanding. In order to determine what to

delegate, the leader must consider the

following, 1) jobs only they can do or must do,

2) jobs they can do but others can help do some

portions, 3) jobs others can do but still need the

help of the leader, and finally, 4) jobs others can

do successfully themselves. As we can see,

some jobs will require a collaborative effort

while others can be completely delegated to

others. This means carefully examining the

strengths and weaknesses of team members

and matching talent/strength to task.
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IT’S ABOUT RESULTS

DELEGATION REQUIRES DIFFERENT

AMOUNTS OF LEADERSHIP CONTROL.

Think about it, different levels of ability

determine how much can be delegated.

• When team members can only do a bit

of a task, a more controlling style is

necessary in order to grow the team

member’s ability.

• When team members can do most of a

task, a more collaborative, coaching

style can be employed.

• Once a team member can do all of a

task, a mentoring style can be employed

where the leader can continue to

encourage and is available for direction

if needed.

One key problem for leaders who want to delegate though is that they often delegate tasks instead

of results. In other words, they just want a task to get done, the way they want it done, using the

same techniques or procedures they would use. This usually leads to micromanagement (“I want

you to do it this way”).

Effective delegation is not about tasks, it’s about results. In other words, it isn’t so much about how

things get done; it’s about successfully reaching the goal. To do this requires allowing team

members to do it their way as long as it falls within the guidelines set. Think about when you were a

child in a math class. How many times did you get frustrated when you got the right answer only to

be told that you didn’t do it the way the teacher wanted you to do it? In the case of effective

delegation, it is about the right answer, not so much about how the person got there.

WHAT AND HOW MUCH TO DELEGATE

To delegate effectively, it is important to take stock of what team members are capable of 

and to assign things likewise. To help you with this, here is an exercise. 

1. List tasks that only you can do. These cannot be delegated.

2. List tasks that you must do most of but team members can do some of and 

assign the applicable tasks to those who can perform them.

3. List tasks that you must do some of but team members can do most of and 

assign the applicable tasks.

4. List tasks that team members can do all of and delegate them completely.
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To make delegation work and to it make it fair and effective, leaders must prepare to answer three 

key questions that team members ask whenever they are asked to accomplish a job.  Everyone, 

including your kids, wants to be clear on 1) what needs to be done, 2) what their role is and what 

the expectations are, and 3) how well they are performing.
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Leaders can systematically answer these questions and use the following system to help the entire 

team perform.

The “What and Why” is about communicating what it is we want done, what our expectation is for a

successful result and why we need it done. And this answer to “Why” should define how a

successful result benefits the team or organization.

The “How, Who and When” is where the leader shares how to do the task, the expectations,

guidelines, standards, policies, or procedures that must be followed as well as any tools or

resources that are available. This communication also defines who will be involved in the job, and,

critically, when the job needs to be completed.

Finally, you track progress by asking the team member how they are doing on a regular basis. Far

from being micromanagement, this is a dialogue rather than a critique. The leader learns how

things are progressing and whether there are further resources needed. It also allows for

redirection (coaching/mentoring) if things are not going well. Moreover, this is a great opportunity to

praise good work.

THREE QUESTIONS
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Leaders get things done through their people. They delegate work to demonstrate their trust. They

only delegate things where people can be successful. They know that the key to successful

delegation is not in micromanaging, it is in clearly communicating 1) What to do and Why, 2) How

the work is to be done, Who will be involved, and When it must be completed. They then

participate in a feedback loop where they 3) dialogue with the team member on their progress, hold

them accountable for results, ask them if they need more support, and praise them for any positive

results.

GET STARTED

Once you’ve provided the following information, you can use it as an action plan for 

delegating and clearly communicating to the appropriate team member.

1. Think of a job that you could delegate and someone to whom you can delegate some or 

all of it. Ensure you are setting them up for success.

2. Clarify the objective, the result you would like to see, and why the work need to be 

done.

3. Define the expectations and any guidelines, standards, policies, or procedures that 

must be followed.

4. Define the resources available.  What people, budget, and tools are available?

5. Clarify the timeline for the job.  When does it need to be completed?
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