Guide to Delegation


Delegation is a fundamental and effective skill for any manager’s toolbox. It enables you to optimize your team’s productivity so you can focus on higher-level strategic tasks. However, delegation doesn't come naturally to most of us. We think that it's easier and safer to do everything ourselves. 

What is delegation?

Delegation is simply the process by which a manager assigns responsibility and authority typically to a direct report, to complete a specific task or project.  

Managers who do not delegate report more stress, less time to spend on priorities, and may find that their teams do not have opportunities to learn and grow in their positions. Instead, think of delegation as an opportunity to build your team’s skills and boost their confidence.

Benefits of Delegation

1. Efficient Use of Time: Allows managers to focus on strategic priorities, planning, and frees up time to spend on employee development. That is a win-win!
2. Employee Development: Gives employees opportunities to learn, grow, and demonstrate their skills.
3. Team Empowerment: Boosts morale and engagement as employees feel trusted and valued.
4. Fosters Innovation: Fresh perspectives and ideas can emerge when others take on tasks. It is possible that new and better ways of doing the work can emerge.

So why don’t managers delegate?

1. Quality Risks: Potential for errors or lower-quality outcomes if tasks are not properly assigned or supported.
2. Time Investment: Requires upfront effort to train and guide employees effectively. There can be a feeling that explaining tasks takes more time than doing the work themselves.
3. Loss of Control: Managers may feel reluctance to entrust important tasks to others. They may feel uneasy about not directly handling tasks, especially if they enjoy the work and can perform those tasks at a high level. 
4. Conflict: Miscommunication or unclear expectations can lead to misunderstandings and potentially poor work.

How do you know which tasks to delegate and which to keep? Typically tasks that are repetitive or recurring, or tasks that don’t require your specific skill set or expertise can be delegated. 



Consider the following examples that may make sense to delegate:
· Preparing Reports
· Task: Compiling sales data, creating monthly performance reports, or preparing presentation slides for a team meeting.
· Rationale: Delegating routine reporting allows the manager to focus on higher-level analysis and decision-making.

· Organizing Meetings
· Task: Scheduling meetings, sending out invitations, and preparing agendas.
· Rationale: A direct report can handle logistical details, freeing the manager to concentrate on the meeting's objectives.

Responsibilities to Keep

Responsibilities that you would not delegate include supervisory responsibility, disciplinary conversations, or feedback to team members. In a sales role, it may not be best to delegate high stakes negotiations or introductions to new strategic partnerships or customers. 

In addition, managers should not delegate the responsibility of setting long-term goals, defining the team's vision, or making high-stakes decisions affecting the organization. These responsibilities require a manager's insight, experience, and alignment with organizational priorities.

Remember: If the task is critical to your core job responsibilities or requires a high-level of discretion or decision-making, it is best practice to retain the work for yourself.

How to Delegate

One of the top reasons why managers don’t delegate is an uncertainty or lack of confidence in how to delegate effectively. 

Below are steps you can take today to start delegating to your team:

1. Get Organized: Identify Tasks to Delegate
· List your tasks and responsibilities: Create a comprehensive list of all your current tasks, both big and small. This could include anything from daily routine tasks like checking emails to larger projects like developing a new strategy.

· Determine which tasks are better suited for delegation: 
· Routine tasks: These are repetitive tasks that don't require significant decision-making or creativity. Examples include data entry, scheduling meetings, or processing invoices.
· Time-consuming tasks: These are tasks that take up a lot of time but don't necessarily require your expertise. Examples include research, report writing, or creating presentations.
· Developmental opportunities: These are tasks that can help someone learn new skills or advance their career. Examples include leading a small project, mentoring a new team member, or participating in a training program.

· Consider Using a Delegation Planning Tool: This tool can help you visualize your workload, identify potential delegation opportunities, and match tasks to the right people. A simple spreadsheet is a perfect option.

2. Choose the Right Person
· Match the task to an individual’s skills, experience, and interests: Consider the person's strengths and weaknesses and choose a task that aligns with their skill set and interests.
· Ensure they have the capacity (time) to take on the additional work: Avoid overloading someone with too many tasks. Make sure they have the bandwidth to handle the new responsibility without compromising their current workload.

3. Define Expectations Clearly
· Be specific about the task’s goal and deadline: Clearly outline what needs to be accomplished and by when.
· Set clear expectations: For example, if you're delegating a report, specify the desired length, format, and level of detail.
· Explain the importance of the task: Help the person understand why the task is important and how it contributes to the overall goals of the team or organization.

4. Provide Necessary Resources and Authority
· Ensure the person has access to tools, information, and support: Provide them with the necessary resources, such as software, data, or equipment.
· Empower them with the authority needed to make decisions: Give them the authority to make decisions within the scope of the task. This will help them feel more empowered and motivated. 

5. Communicate and Train
· Offer guidance and training if the task requires new skills: If the person needs additional training or support, provide it.
· Encourage questions to clarify uncertainties: Create an open and supportive environment where the person feels comfortable asking questions.

6. Set Check-in Points
· Schedule regular updates to monitor progress and provide feedback: Set up regular check-ins to discuss progress, answer questions, and provide feedback.
· Break bigger assignments into smaller milestones: For larger projects, break them down into smaller, more manageable tasks. This will help you track progress and make adjustments as needed.

7. Provide Feedback
· Encourage open communication about challenges or obstacles: Create space for the person to share any challenges or roadblocks they may be facing.
· Resist the temptation to take the task back and perform it yourself: Trust the person to do the job. If they're struggling, offer additional support and guidance, but avoid taking over the task.



8. Evaluate and Recognize
· Review the results and acknowledge the individual’s contributions: Once the task is complete, review the results and provide feedback.
· Offer constructive feedback for improvement if needed: If there's room for improvement, provide specific, actionable feedback.
· Celebrate accomplishments: Recognize and reward the person's efforts and achievements. This will help to boost their motivation and morale.

Delegation is not easy for many managers. It requires trust, communication, and a willingness to let go. While it might feel daunting at first, effective delegation is a win-win: it empowers employees, enhances productivity, and allows managers to lead strategically. 
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