


Effective Delegation

Delegation is about transferring the responsibility for a particular task or activity
to another person, usually someone who reports 1o you and ensuring that the
person takes responsibility for handling that task and ensuring that it is done
properly. It is very important to make the distinction very early that delegation
does noft therefore mean not being inferested in the success of the delegatfed
task or abdicating responsibility. It sfill requires you to e interested in and pro-
vide support to ensure that it succeeds.

Why Delegation?

Delegation is important for a number of reasons primary amongst which are:

It ensures that the organization or feam achieves results through and with
people. Some people have described leadership as working with and
through people to achieve results, and delegation is one of those practic-
es that gets others involved in achieving results

In addition, and closely related is the fact that nothing of significant value
has ever been created or achieved by one person working alone. You
therefore need a team of well-moftivated people working atf different levels
of an organization or team o achieve results. Delegation therefore be-
comes necessary so that at different levels of the enterprise, people are
responsible for delivering on different things

Thirdly, delegation allows you to manage time and resources more effec-
tively. When you delegatfe, you are able to optimize the human resources
that you have available, freeing up yourself to attend 1o other issues espe-
cially other issues that pernaps only you can handle satisfactorily.

Delegation therefore bolsters productivity in the work place, ensuring that
the right people are assigned fo the right task, that the works is shared
evenly amongst your feam members.

When you have an effective system for delegation within your team, you
find that you are able to build potential successors and deepen the skills
and capabilities of your team members. The more you delegate effec-
tively, the more your feam members will be able grow into higher levels of
responsibility and handle more complex work challenges.
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Why does Delegation Fail?

When you hear leaders make statements like...’| cannot frust anyone 1o handle
this”, or feam members saying “In spite of all my confributions, it is only my boss
that gets all the credit”, then you know that there is a problem with delegation
within that team. Delegation failures happen when leaders and their followers
do not handle delegation properly. Then, they get uninterested in delegation,

and avoid it altogether.

Here are the reasons that follower’s give for delegation failure:

Reason

Complacency

Fear of Criticism

Over-filled plates

Lack of Skills

Lack of self-confidence.

Lack of incentives

Corresponding Language/Thought

Let me just focus on my own work, after all it is not my
father’s business.

"Tunde is too high-handed; you can never impress
him”

"l am already neck-deep in work and struggling! Why
can‘t Afia get someone else to do this or do it herself”

"I do not know what to do, | have not done it before”
"l am too scared, | do not want to mess this up”

"All this extra work and and | still have nothing to show
for it”

Then, here is what their leaders say:

Reason

Insecurity

Fear of Failure

Past Experience

Corresponding Language/Thought

"If | delegate of all of this important stuff, Kwame will
start to shine, and | will start fo outline my usefulness”

"The last time | worked with Aisha on a project, she just
did not get it, and she almost messed
things up”

*What is the point! Each time [ try, | end up sfill doing
all the work”
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Lack of Skills "Honestly, | am not good at delegating. It is a lot
easier and safer to do it myself”

Lack of frust in team "These guys will just bungle the entire transaction
members and we will lose the customers. | cannot take
that risk”.

If you identify with any of these reasons and bbecause of that hold back from del-
egating effectively, or observe that your team memibers themselves do not re-
spond well 1o delegated responsibilities, then you must start to work on turning
around this mindset. You can achieve this by applying some of the behaviours
and skills for effective delegation that will be the subject of the sections that will
follow in this resource.,

Steps to Effective Delegation

To ensure that you delegate effectively, you should go through this five-step del-
egation process:

Feedback
& improve

Monitor
Progress

A

Assign
clearly

A

ldentify the
right person

Determine
what to
delegatfe

The first step is to determine what to delegate. The truth — you cannot delegate
everything, and in the same vein you cannot chose not 1o delegate anything.
We will explore some criteria to help you identify what is most appropriate to del-
egate and the reasons why.

Once you have decided what you want 1o delegate, you must take time to
identify the “Pbest man/woman for the job”. Where you do not match the right
person 1o the task you will not achieve the positive result that you desire. We will
also be looking specifically at some of the key considerations when taking a de-
cision to choose the right person for a specific task.
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Assigning the task clearly is very important. Some managers go the extra-mile
and rightfully so to sketch (draw) their instructions, write them out in memos,
create a work-flow or a project plan rather than just giving out verbal instructions.
Even when all of these are done, you may still find that the team memioer does
Not execute properly. However, it is much better to err on the side of over-com-
municating and using a variety of communication methods, than relying on a
verbal instruction. We will also explore the concept of how o engage your feam
members better using the framework of the 3Es while delegating tasks and as-
signments in a subsequent section.

In addition to the clear instructions, you still need to follow-up and monitor pro-
gress. A lot of delegation failures could be avoided if managers had very effec-
tive systems for fracking the performance of their team memibers and if a cul-
ture of monitoring and reporting has been well established within the team. Vari-
ous teams use a number of means o achieve this. With the rise of digital com-
munication tools like instant messaging and chat groups, leaders are able to
drive accountability around team tasks and projects by creatfing such groups on
mobile devices, so that projects and tasks can be monitored in an open and
fransparent manner.

In addition, teams use weekly or even daily meetings or briefing sessions o
monifor and frack progress, and some leaders have a system of checking in
with their team memibers at specific times during the day to get feedback on
tasks and projects. Another very effective approach to monitoring delegated
tasks is ,management by Walking Around” (MBWA) — managers walk around the
desks of their team memibers, observe their work, infervene in the challenging
situations they may be facing and make improvements as they do so.

Finally, the delegation cycle will be incomplete without managers giving feed-
pack to their team members in a manner that motivates and challenges them
to improve on their performance. Feedback should e professional — given in a
non-prescriptive unemaotional manner that is also specific. When managers give
feedback in a professional manner, their team memioers can take better own-
ership of the delegated tasks and work towards improvement. When feedback
is unprofessional and focused only on blaming the team member, fear and
more cover-ups persist, undermining performance even further.
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What Should | Delegate?

Like we highlighted earlier, you must strike the delicafe balance in between del-
egating everything on one extreme, and delegating absolutely nothing on the
other. Here are five criteria that can help you decide whether or not a particular
responsibility or task should be delegated:

Tasks that will chal- Tasks that you
lenge and strefch have become an

others expert in

TTasks that you Tasks that prevent
have taught others you from taking up
bigger challenges

Tasks that are not
SO sensitive that

you cannot afford
tfo do yourself

The task has to challenge and stretch others: You should look for fasks that will
actually challenge and stretch your team memiers, help them fo acquire new
skills especially in areas where they have no prior experience. So if one particular
team memlber has done something several fimes before and become an
“expert” at it, then perhaps this will be a good time to give the assignment to
someone else, so that this new person will be challenged and stretched.

Tasks that you have already mastered: Once you have achieved mastery of
a particular task or activity, then it is perhaps “ripe” for delegation. This way you
can fransfer your expertise to someone else and free you up to leam new things
and acquire new skills.
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Tasks that you have taught others: If other people are already conversant with
the skills to deliver on a p[articular task, then there is N0 need doing that task by
yourself going forward. Continue delegating such tasks, in fact — go beyond
delegating and make them a part of the person’s job expectations or delivera-
ples. This way you are actually transferring primary responsibility to that person.

Tasks that prevent you from taking bigger challenges: Depending on the
level of positional leadership that you occupy, you may need to spend more of
your time dealing with strategic long-term issues concerning your organization,
rather than being bogged down with everyday operational issues. Once you
sense that oo much of your time and resources are focused on operational
and tactical rather than strategic issues, then you should start looking at some
of those operational and tactical issues with a view to delegating them

Tasks that are not too sensitive: Managing the risks of the tasks that you dele-
gate is important. An important criterion will also be to ensure that the tasks
peing delegated are not too sensitive, so that delegating them does not
expose you and your organization to unnecessary risks.

To Whom Shall | Delegate

Just like it is important to be clear about what we should delegate, it is also im-
portant to be clear about to whom you should delegate. Unforfunately, some
people within your team at any given point in fime or regarding a specific type
of assignment may not be the most appropriate people to assign a fask or re-
sponsibility.

These six criteria are therefore useful in helping you decide who is most appro-
priate for a particular task, but they are also a useful guide for the kind of capa-
pilities that you should challenge your team members fo acquire, and the
areas of development that you should pay affention to as you lead and
manage them. So, if a particular person comes up short when it comes to any
of these areas and because of that is consistently passed over for new and
challenging assignments, then that person is a candidafe for performance
counselling around those specific areas. It means that such a person is not
“carrying their weight” and represents a weak link in the team.

SO, when looking for someone to delegate a task, and when trying to build the
capabilities of your team memlbers 1o be able to take on new and challenging
assignments, you should focus on these six elements:
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Competence

Ambition

Capacity

This is evident by the person’s proven and demonstrat-
ed ability to handle some or all of the sulb-tasks relat-
ed to the assignment. Competence comes from de-
liberate practice, self development and evaluated
experience. It is not necessarily a function of some-
one’s educational background or qualifications.

Your team memibers should have a headlthy and
measured sense of ambition — they should e driven
enough to see new tasks and responsibilities as an op-
portunity to learn and grow and should recognize that
real growth in a career is not just about ascending to
higher positions or remuneration, but more important-
ly O being able to achieve higher levels of responsibil-
ity, even when the promaotion or salary increases lags
slightly behind.

Some people say that your promotion and salary
review should be struggling to catch up fo your
achievements. In a similar vein, the things you have
achieved will always speak for you, so it is more impor-
tant to focus on “achieving” rather than being reward-
ed.

However, managers should not take this for granted,
and should work hard, exercising all the influence they
have within the organization to ensure that those who
are redlly taking on more, get the recognition and
reward that they deserve.

Some people struggle with even the most mundane
tasks that they are already assigned. Their work re-
quires multiple levels of review and they just have not
developed themselves to the point where they can
get it right the first fime. Such people are not good
candidates for delegation. It means that as their
leader you need to invest in building their capacity to
take on more.
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Learning Agility

Commitment

Discipline

There are some people who seem to just have a way
of understanding and inferpreting your instructions
and are prepared to “hit the ground running” at a mo-
ment’'s notice. These are the best candidates for del-
egation. For those who sfruggle, this is an area of de-
velopment to which they should pay aftention. Learn-
ing agility is developed over fime firstly out of infrinsic
motivation, and then deliberate practice and expo-
sure. For example, the Customer Service person who
is able to understand and interpret a new task that re-
lates to the launch of new technology solution or app,
is the one who may not have a background in Tech-
nology, buf has developed an interest in it supported
by lots of reading and exposure to confent and mate-
rial in that area. The one who is inquisitive — asks ques-
tions and just has a fire within him or her to learn.

Your team members who will do well with new and
challenging assignments are those that recognize
that being effective at work is not about “resuming on
timel and “doing the work assigned”, but about
stretching themselves beyond 100%. Most employ-
ees struggle to be compliant, great employees Qo
peyond compliance to the higher level of “commit-
ment”, You should evaluate your feam memlbers for
their level of commitment, and challenge them to
higher levels of commitment.

Finally, discipline is the hall mark of effective execu-
tion. So if your team memibers do not use to-do lists
effectively, manage their priorities effectively, and are
not good at fracking their own performance and
communicating effectively, then they will struggle with
the tasks that you delegate. Focusing on these
sub-skills for disciplined execution is important in en-
suring that your delegation is truly effective.



The Psychology of Effective Delegation

In the earlier section we looked at some of the reasons why leaders and their
team memibers may not engender effective delegation — one party either fail-
ing fo delegate or the other not responding properly to assignments that have
pbeen delegated. From the conversations it was clear that a lot of the root
causes stemmed from some underlying psychological block. The idea is to get
your feam memlbers to take “ownership for the things that have been delegat-
ed, rather than just see them as mere tasks that have “fallen off your plate” To
enhance the quality of delegation in your team you need to pay attention o
addressing these potential psychological barriers, and applying these three
steps:

Share the Big Engage with

Picture Fair Process
Instead of just  Reflectonthe  yse the 3Es of

saying “do this” = leaders’ and Fair Process
or “do that”, followers’ when having a
take time to reasons why conversation
give enough delegation about the as-
background fails and try as signment - EX-
and context much as PLAIN, ENGAGE

regarding what possible to and set
you are doing eliminate EXPECTATIONS
and “WHY” those feelings
from your
team

Tools for Delegation

There are potentially hundreds of tools or approaches that leaders can use
when delegating assignments. We will however be limiting ourselves to three of
such tools/approaches here that have proven to be very effective as follows:

Handles: These are iterative steps to take you from where you are to where you
want to be. When delegating, use handles to break down a process or goal
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infto Manageable chunks of performance. The handles can e written down
and the team memiber can stick it on their desk or the wall above their desk, so
that each fime they need to perform a particular task, they can refer to the
handle. A larger version of a handle will be a procedures manual, but handles
can be applied even to non-operational things like writing a memo or a lefter.
Handles are a very powerful way of fransmitting capabilities within an organiza-
tion and building a culfure around the way certain things are done. When you
readlly get good at using handles, you can create mnemonics that will help
people remember these handles, and even creatfe desktfop and wall posters
that will further integrate them into the organizational culture,

Here are some examples of handles that we have used quite often in coach-
iINg and mentoring leaders across a variety of areas:

Designing a QSETA A great presentation should begin with a QUESTION,

Presentation SHORT ANSWERS, EXPLANATION or EVIDENCE, in-
clude TRANSITIONS and have a Call to ACTION ot
the end

Giving Effective POINT When giving feedback you should include the

Feedback PLUSSES, OPPORTUNITIES, ISSUES and NEW THINKING

Sharing your SES When selling your vision to your team deliver your

Vision message by EXPLAINING, ENGAGING and then set-

ting clear EXPECTATIONS.

Managing ADKAR To get someone to change, you must ensure that
Change these five elements are in play — AWARENESS,
DESIRE, KNOWLEDGE, ABILITY and REINFORCEMENT.

You can think about handles that you can develop to fransfer specific skills 1o
your tfeam members. To achieve this, try to break the performance of the task
or assignment into three to five steps or actions that you can document and
explain o your team memlbers as you delegate that task o them. You don’t
always have 1o create a fancy mnemonic, but if you are able 1o you will find
that it enhances their ability to remember the steps/actions and apply them.

Handles help to ensure that there is clarity on what is expected of the team
member, and that the ability of the team member to perform is enhanced.
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SO imagine, you have delegated a presentafion design to a tfeam member,
and as you delegate, you support him with the QSETA framework and a con-
versation on how to use QSETA, this will greatly improve their chances of suc-
cess. If you just went ahead 1o delegate without a specific handle fo suppor,
there would e a potentially larger gap between what that feam memiber
achieves and what you intended. The idea therefore is that the handle helps
you ensure a better result from the delegation.

Case Study: The Company Secretary

Jawara is the Company Secretary at a Banjul-based Telecommunications
Company. He has assigned Aminata with to Directors ahead of each meet-
ing. To help Aminata, he creates a simple handle:

FI\WVE STgP5 To PREPARE BOARD PAPERS
D) Edit and famalize proviows meeburq muncikes.
2) Wmagmdacwdrmwm wetie havwman
amd. CEO
3 Lt , bind and Fwwﬁe the board papers.
D Pespakch t h the mcail room wibh v
[”‘f - 4 v
3) FuLoANMP wAth bocrd Memboero with an
emeud 5 cedd or te/d:/vwbeccgo w4 hewrs
7 meﬁmufw

Road Maps: Many people are visual learners, so beyond just teling them
about a handle or tool, you can create a road map that outlines every step
required of them as they make their way to completing a task. Road Maps
may include flow charts and flow diagrams that show the various steps in a
process or cycle, They could be a project plan that shows the various steps
and activities required to deliver on a project. Road maps require you o draw
or sketch, and for those who are visual learners, it can be very helpful in taking
them from where they are to where they need 1o get.
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Case Stuay: The Autism Walk

Vou is working with her team in Abuja, Nigeria to plan for the Autissn Walk in
April. She needs to ensure that her feam memlbers are carried along and un-
derstand all the important steps in the process. She also needs to ensure that
all the steps are carried out in the right order. To achieve this, she sits with her
tfeam to create a storyboard that helps them to visualize the project and tell
the “story” ahead of the event, providing a powerful road map that guides all
their activities

AUTISM WALK - ROAD MAP.

|Ju\4’,6[13 Select Send.
different Preferred ';f;‘gc
roates reule
Folow-ip | | Reseine Dry Rucn
on FRSC FRSC tm'. i
A f?lom L ACh- Vd’ﬂ&é
Ambulang Run i
Da"d'

Laboratories: Laboratories create an opportunity for managers 1o simulate
the actual performance of a task for their team members before the actual
task/performance. The idea is to create a safe place where the feam
member can practice, make mistakes and get feedback, while ensuring that
all the elements required for a simulation exists. For example, on an aircraft
simulator, frainee pilots will be exposed to bad weather, possible mechanical
failures or even plane hijack scenarios. Your simulation using a laboratory
should similarly ensure that as many “real-life” elements are in play.
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With laboratories, people who are new to a particular role or responsibility can
get better prepared and you as their manager can manage the risk of their
possible failures and mistakes better.

Case Study: From Administration to Research

Ayanda has just been transferred from the Administration Deparment
to the Research Department of a Government Regulator in Pretoria,
South Africa. It is a new challenge, as she has very little experience in
research, besides her Masters Degree Thesis from about 10 years
prior. The Executive Director has asked Ayanda’s Head of Unit (HOU)

to prepare an import report for an important stakeholder within a
very aggressive timeline. All the other Senior Research Analysts are
away on various similarly important assignments and projects, and
Ayandalis HOD is stuck with her newbie. What opftions are available

to her?
Option Consequence/iImpact
HOU does all the work This way she is certain that the important
herself stakeholder is satisfied, and there are no

mistakes. The problem though is that
Ayanda does not really get the opportunity
to learn, and who knows this same situa-
tion may arise in the not too distant future.

HOU assigns some work While this is very useful, the challenge is that it is
to Ayanda and does very likely that the HOU will assign the least com-
some of the work plex tasks to Ayanda, meaning that she has not
had a grasp of the “full picture” related to the
task, and in future may still not e ready for the

task.
HOU assigns everything Ihis could be career suicide. Imagine if
to Ayanda Ayanda fails out of her inexperience. This

could have huge ramifications for the
entire Agency.



HOU assigns some work She tells Ayanda to carry out the entire task with

to Ayanda and does a slightly longer timeline. She then goes ahead

some of the work to complete the task and submit to the Execu-
five. She pretends to Ayanda that she Ayanda is
100% responsible for delivery and simulates all
the typical “pressures” that such an assignment
will have — calls and reminders from the ED. She
even solicits the ED’s cooperation in creating this
laboratory.
During the period, Ayanda will get valuable
coaching and feedback from her supervisor.
She will eventually produce a report, and her
manager will get a chance fo truly evaluate her
capabilities and learning agility. She will be
pefter able to manage such a fask by herself in
future, and the HOU would have effectively man-
aged the “newbie” risk.

Delegating with Integrity

Delegation as you will no doubt agree is one of the very important acts of ef-
fective leadership and management. It means that like other acts of leader-
ship, it has fo be done with a very high sense of infeqrity.

One simple but powerful framework that is useful in evaluating the ethics of
your delegation is the analogy of a tour guide vs. a travel agent. When lead-
ers delegate they can either do it as a four guide — one who ,holds” the hand
of his team members, “shows” them the “ropes” and guides them from the
front-lines through the task — like a good tour guide should, based on their
own experience with similar fasks. Travel agents may know the destination,
but because they may never have been there before, they are unable to
provide “on the spot” guidance to the feam members. Managers who
adopt a travel agent mentality, send their people on assignments without fol-
lowing them on the journey. They swivel around in their arm chairs barking out
orders and expecting results without allowing their hands to get dirty. So, as
you delegate important

Another important element of delegating with authority is giving effective
feedback. Feedback should e profession, unemotional and focused on
pusiness resulfs in a manner that inspires and challenges your feam
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members to improve their performance on the task. Feedback should not be
insulting, demeaning or too prescriptive. When leaders give feedback proper-
ly, the team members are able to better own their performance and improve.

We have looked at a wide variety of practical issues regarding effective dele-
gation. We reviewed the reasons why delegation fails from both the leader
and the follower’s perspectives; the psychology of effective delegation; steps
to effective delegation; criteria for selecting what to delegate and to whom
you should delegate; and the tools for effective delegation — handles, road
Maps and laboratories, before ending with a conversation on the ethics of
delegation.

Amed with all of these and the accompanying toolkit, you should be better
equipped to delegate more effectively, free yourself up for more strategic re-
sponsibilities, build your next generation of leaders and bolster overall produc-
tivity within your team and organization.
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Toolkit

m Why is delegation not working?
m Checklist for Effective Delegation

m How ready are your people for delegation?
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Why is Delegation not working?

To assess the challenges you may be having with being effective af delegat-
ing with your feam, assess yourself and your feam using this assessment 1ool,
and develop an action plan for the areas that require improvement.

Please tick as many of these statements that are frue about your team

|dentify the areas that you ficked and come up with an action plan to address
the issues raised:
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Checklist for Effective Delegation

Next time you delegate a task ensure that you follow each of these steps. Use
them as a check-list
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How ready are your People for Delegation?

Use this assessment to evaluate members of your team and develop action
plans to improve them in areas of their weakness.

Team Member's Name
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Development Plan
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Leading Self Leading Results

Leading Yourself Setting Goals

Creating your Personal Vision Effective Delegation

Understanding Your Personality Monitoring Performance
Appraising Results

Leading People Managing Meetings

Designing Presentations
Delivering Presentations
Managing Projects
Managing Time and Energy
Fostering Teamwork

Giving Effective Feedback
Listening Effectivelly
Managing Conflict
Building Relationships
Coaching

Mentoring

Influencing your Boss

Leading Transformation

Making Change Happen
Creative Problem Solving
Decision Making
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