Delegating

You need to establish the right tone and environment for effective delegating. The most successful managers follow these guidelines:

· Encourage your staff to share their special interests and time availability for new projects.

· Build a sense of shared responsibility for the unit's overall goals.

· Avoid dumping only tedious or difficult jobs on your staff. Instead, delegate projects and tasks that spark staff interest and can be enjoyable.

· Provide possible career opportunity for a staff member by delegating projects, tasks, or functions that involve high visibility with your manager or a high-level manager in another organization.

· Delegate to people whose judgment and competence you trust. Your ability to select the right person reflects your skill in making decisions and setting goals.

· Recognize that delegation is a learning experience for you and your staff, and offer training or coaching as needed.

· Develop trust in a less skilled staff member by delegating very structured assignments and providing the support needed for the person to develop increased competence.

· Whenever possible, delegate an entire project or function, not just a small piece; this will likely increase motivation and commitment.

· Create clear guidelines for follow-up, monitoring, and feedback.

· Maintain open lines of communication. Say "Let me know if you run into any problems you cannot handle."

· Clearly define goals, expected outcomes, and measures of success to minimize wasted time and resources and ensure the task, project, or function is completed successfully.

Key Idea
· Assess your own workload to determine which tasks, projects, and functions to consider for delegation. 

· Some jobs can be performed readily by others, but are jobs you have always done or enjoy doing and don't want to give up. 

· They may include complicated production tasks, fielding requests for information or materials, analyzing your budget, or managing a staff member. 

· Be open to delegating these: some of them can add variety to staff workload and provide motivational challenge to the right individuals. 

· Some jobs could be performed by others with the right training or experience. Delegating these assignments can provide staff members with opportunities to develop new skills and talents and increase the pool of people who can take responsibility for critical assignments. 

· In other areas, if a task is too important to delegate to someone else, think about sharing responsibility.

· For example, think of ways to subdivide a task so that you handle a discrete part of the task and you delegate the rest.

What not to delegate

Not all tasks should be delegated. As a manager, you should retain responsibility for such things as:

· Planning, directing and motivating your team

· Employee performance evaluation

· Complex customer negotiations

· Tasks requiring your specific set of technical skills

· Hiring, firing, and career development

Other nonassignable tasks will depend on your circumstances.
Identify skills required for the assignment

You will not be able to select the best person for a given assignment until you have analyzed the work involved and determined what skills are required. The analysis involves answering these three questions:

· What kinds of thinking skills are needed for this job? (For example, problem-solving ability, logical thinking, decision making, planning, creative design)

· What are the activities that must be performed and what systems or equipment will be needed? (For example, creating a new database, organizing, training, developing)

· What interpersonal skills are needed to complete the assignment? (For example, speaking with suppliers, negotiating for resources, consulting with experts)

Match the person to the task: Key Idea
Ask yourself, "Which of my direct reports is the right person for the job?" Compare the skills required with the characteristics and capabilities of each of your staff members. Be sure to consider:

· Any previously expressed needs or desires for growth and development that could be addressed with this assignment. Ask yourself who has shown initiative and asked for a new challenge.

· Think about the staff member's availability. You may want to avoid choosing an employee whose work on another project would need to be interrupted.

· Also, think about the number of previous assignments you have delegated to that person. Try to delegate tasks among all staff members to avoid any feelings of favoritism.

· Consider the level of assistance a staff member would need from you to complete the assignment and how much time you have available.

· Think about how long the staff member has been on the job. Avoid overloading new employees with added assignments until they are comfortable with their new jobs.

· Consider the possibility of dividing the task between two or more people to make the best use of skills.

You'll be in a better position to select the right people if you routinely keep track of special skill sets that you may need to call upon for special projects.

For example, someone who can simplify abstract concepts might be a good trainer with new employees, while good organizational abilities would be important for someone overseeing operations.
Set up the discussion

Once you've identified the right person for the task, you need to communicate the proposition clearly. Ideally, you should do this in a face to face meeting in which you describe the assignment and secure the employee's commitment to perform the task. Open communication and trust are critical factors in this interaction. To achieve both, it is important to include the following in your discussion:

· A clear definition of the project, task, or function and the scope of the responsibilities being delegated

· A review of performance standards, criteria for success, and timelines for completion

· A survey of available resources and the need for any special training, coaching, or assistance

· A specific description of the level of authority being delegated

· A plan for follow-up and feedback to monitor progress
Grant authority: Key Idea
In granting authority to a staff member, it is important to establish clear guidelines and expectations from the start. The amount of authority you choose to give an individual depends upon his capabilities and your confidence in him or her. You will want to:

· Assess the staff member's past performance in making decisions

· Consider the consequences of wrong decisions by your staff member and decide what degree of risk you are willing to take

· Determine the minimum amount of authority needed to complete the assignment successfully

The Authority Continuum illustrates the range of authority levels you may choose to delegate.

After you have determined the level of authority you will delegate, be sure to communicate your decision to everyone involved in the assignment.

Provide support: Key Idea

Once an assignment is delegated, you need to continue to provide support without being intrusive. You strike the right balance when you:

· Notify all relevant personnel of the authority you have delegated with the assignment

· Review resource needs and ensure that appropriate supplies are available

· Continue to supply any needed information such as reference materials or reports that may have a bearing on the assignment

· Make clear when you want to be involved; for example, you need to be involved when it looks like a commitment won't be met or when major problems have arisen

· After work begins, intercede with advice or directions only if requested

· Point out any difficulties you may see ahead based on your experience with similar projects

· Remember to focus on results and not on the methods or approach used to achieve them

Reverse delegation

Reverse delegation occurs when a staff member to whom you have delegated an assignment either wants to return the job to you or expects you to solve problems and make decisions. Resist the temptation to step in. This is an opportunity for you to build trust and confidence in your employee by:

· Providing positive reinforcement for work done so far

· Helping the employee to assess the situation

· Confirming your confidence in the employee's ability to make decisions

· Encouraging the employee to come up with a solution

· Providing coaching as needed to help the employee refine his or her new skills

When the delegation is in trouble

There may be situations when you need to reassess a staff member's ability to complete an assignment successfully. In most cases, your employee will be able to work through his or her difficulties with your assistance. You can help get the project back on track by:

· Completing selected parts of the assignment to lighten the load on the employee

· Offering additional resources, if available, to provide assistance

· Helping the employee to solve problems without placing blame for any difficulties

· Creating an agreed-upon plan of action and a timetable for addressing the problems

Only in extreme cases should you consider taking back the delegation. Do this only if major problems are evident: if critical deadlines will be missed, or if failure to meet established goals will have a serious negative impact on other projects. 
Step back and reflect

In order to process lessons learned from delegation, it is important to step back and reflect at the conclusion of each assignment. Set up an evaluation discussion with your employee, and during the discussion:

· Ask for the employee's opinion about how this delegation worked for him or her

· Recognize the employee's achievements and provide positive reinforcement for tasks done well

· Compare the results achieved with the expected standards

· Avoid criticism and blame for any problems and discuss possible improvements for future projects

· Create a plan of action to continue to support the employee's growth through ongoing coaching or additional training

You should also take steps to ensure that your employee gets recognition for her work, not only from you, but from your peers, your manager, and the customer, as appropriate. 

Frequently Asked Questions

How can I avoid having my staff members feel like I'm dumping work on them?
· Balance the assignment of tasks seen as tedious or difficult with tasks and projects that spark staff interest, can be enjoyable, and may gain them recognition by others.

· Split tasks or projects seen as mundane among more than one staff member as well as yourself to promote a sense of shared responsibility for jobs seen as boring or unpleasant.

· Seek input from your staff as to the types of assignments they find interesting and challenging.

· Clearly communicate the benefits and opportunities from their point of view.

Is it okay to use delegation as a way of testing a staff member's capabilities before proceeding with a promotion?
Yes! It can actually be helpful to a staff member to have an opportunity to assume some of the responsibilities related to a new position. It gives both of you a chance to evaluate capabilities and check the match of skill sets needed for the job. If additional training is required, that can be implemented as part of a development plan or the promotion.

What if I can't find a staff member with the skills I need to complete a task?
· Train or coach someone to develop the skills you need.

· Consider looking outside your group or your organization for the expertise you need. You may be able to borrow a staff member who would like the opportunity, or hire a temporary worker for a short or fixed duration.

· Review the task to see if you can divide it into subtasks for which one of your staff may have the needed skill sets.

How do I handle delegating upward?
· Delegating upward is a legitimate and appropriate request for assistance that requires escalation to a higher management level. It is not an attempt to dump a problem or issue back into a manager's hands.

· It is important for managers to understand that they may need to advocate to senior management levels on behalf of a staff member responsible for a specific task or project.

Steps for delegating to the right person

1. Be aware of the skills associated with specific tasks or functions.
Certain kinds of conceptual abilities are often associated with specific tasks or functions.

For example, someone who can simplify abstract concepts might make a good trainer while good organizational abilities would be important for someone overseeing operations.

As you delegate, it is important to keep these kinds of skills in mind to ensure that you make the most effective match of tasks and people.

2. Become familiar with your own strengths and weaknesses and those of your staff.

Be clear about what each member of your staff can and cannot do. Don't assume skills are transferable to all situations.

For example, a great telephone sales representative may freeze in a face-to-face selling situation.

· Don't be afraid to take advantage of the skills of more than one person in completing a task. For instance, one person with excellent writing skills may write the text for a new brochure and then pass it on to another person with graphics and production skills to complete layout and final development.

· Challenge your staff members with assignments that test their skills so they can discover new capabilities.

· Keep track of special skill sets that you may need to call upon for special projects.

3. Coordinate everyone's skills to achieve the most complementary fit.
When you have a pool of skills to choose from, pairing up people with complementary skills can help you achieve the best results.

For example, you might ask one staff member with great people skills to conduct telephone interviews with customers and a second person with great analytical skills to examine the feedback and write a report.

Knowing your staff's strengths and weaknesses can help you assemble the best team for any assignment.

4. If necessary, look for resources outside your own group, and don't forget your supervisor as a possible resource.
There may be times when you cannot find the skills you need for a specific assignment within your staff or you have exhausted the use of your own resources. 

Look outside your own group to colleagues or other departments for the expertise you need, and offer to exchange services in return for their assistance. 

Don't be reluctant to delegate to your supervisor if that seems appropriate.

5. Consider using resources outside your organization.
There may be times when you need to consider the use of outside consultants or temporary workers to:

· Fill in short-term gaps in staffing

· Provide specific expertise

· Conduct an independent evaluation

· Help in long-term planning

· Save time and money over the long term.

Before hiring any consultant, check references and obtain a written proposal that addresses your needs. Be aware that you will need to manage any consultants or temporary workers.

Steps for communicating the assignment

1. Set up a face-to-face meeting with the person to whom you are delegating an assignment. 

· A critical component of the delegation process is the interaction between you and your employee at the time the delegation is made. This should be done in person.

· It is always a good idea to follow up this meeting with a written memo outlining the key points of the discussion. You can do this yourself or request that your staff member do it.

2. Clearly describe the task, project, or function. 

· Define the purpose of the assignment and how it fits into the big picture.

· Review the scope of the employee's responsibilities.

· Identify other personnel who will be involved, if applicable, and describe their roles.

· Discuss feasible deadlines for completion.

· Pass along any information needed to get started.

3. Establish agreed-upon standards of performance, measures of success, and levels of accountability. 

· Set firm benchmarks for such things as quality, time, and cost.

· Be clear with the employee about his accountability in meeting the standards you have agreed upon.

4. Define the resources and support that will be available. 

· Identify any materials and physical resources needed to complete the assignment and confirm their availability.

· If necessary, allocate additional staff to assist in meeting the assigned goals.

· Ask the employee what support she thinks she may need from you throughout the assignment.

5. Identify the need for any special training or coaching and how it will be given. 

· If the assignment requires the staff member to develop new skills, agree upon an appropriate plan for training.

· Discuss the need for coaching and set up a schedule agreeable to both parties to provide the needed support.

· Agree upon a date to review progress and assess the need for additional training or continued coaching.

6. Clearly define the level of authority being delegated.
Be sure to clearly define the level of authority you are delegating and ensure that it meets the needs of the assignment. Depending on the employee's capabilities and your confidence in him or her, you may choose to allow the employee to do one of the following:

· Make and implement decisions as needed without prior consultation with you

· Make decisions as needed and notify you prior to any implementation

· Make recommendations for a final decision, which you must then approve

· Provide you with several alternatives from which you will make a final decision

· Provide you with relevant information from which you develop alternatives and then make a decision with input from the staff member

Take the initiative in communicating the authority you have delegated to other involved staff members. Consider your confidence in the staff member's abilities and the complexity of the task or project involved in determining the level of authority to delegate.

7. Agree upon parameters for follow-up and feedback. 

· Establish a system for reporting progress on a regular basis; for example, monthly reports, or weekly or monthly staff meetings.

· Agree upon parameters for providing ongoing feedback as needed. Your feedback will be seen as less intrusive if you and your staff member agree ahead of time on when and how you will provide it.

· Establish how and when you will become involved if the expected goals for the task, project, or function are at risk or if other major problems arise.

Tips for choosing what to delegate

· Assess your own workload and identify those tasks, projects, or functions that require your specific set of skills and authority.

· Identify routine tasks, specific projects, or complete functions that could easily be done by other staff members or outside resources.

· Identify tasks, projects, or functions that could be done by others with a minimum of coaching or on-the-job training.

· Identify those tasks, projects, or functions that could be completed by a staff member if additional training or coaching were provided by yourself or one of their peers.

· Identify tasks, projects, or functions that may require expertise or skills from outside your department or organization.

Tips for delegating effectively

· Recognize the capabilities of your staff.

· Trust your staff's ability to get the job done.

· Focus on results—let go of your need to have a say in how tasks are accomplished.

· Consider delegation as a way to develop the skills of your staff or to position people favorably with senior management.

· Always delegate to the lowest possible skill level required to make the best use of staff resources.

· Explain assignments clearly and provide resources needed for successful completion.

· Provide ongoing feedback to your staff and support them through their mistakes.

· Deflect reverse delegation—do not automatically solve problems or make decisions for your staff members. Focus on generating alternatives together.

