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Introduction 
Raise your presence through the 
actions of others. 

Effective delegation is a game 
changer for new, emerging, and 
existing leaders. 

For anyone drowning in detail, the 
doing, and who can't find time or 
head space for high value work and a 
future focus this is a must read. 

One of the struggles people have in 
management roles is finding the time 
to work on the business and not just in 
the business. Strategic focus can often 
be neglected, or leaders don’t have 
the skills or understanding on how to 
do this effectively.   

Delegating with purpose allows you to: 

- Take control of your future and your 
career 

- Spend more time on the business 
(not in the business) 

- Develop your team 

You may feel that delegating is either 
letting go completely, or continuing to 
hold on to what you do.  

This either / or notion can create fear. 
We may feel we could be made 
redundant. Or, imagine what might 
happen if team members actually do 
a better job of it than we could! 

As team members seek more 
autonomy (a must to have a high 
performing team) you may want to 
hold on even more tightly.  

To counteract this, when we do 
delegate we must also stay open to 
different ways of doing the work.  

Being prepared to let go of ‘our’ way to 
allow team members to come up with 
different ways is crucial.  

An HBS study in 2007 
found that only 28% of 

managers got training on 
delegation 

Why you are reading 
this: 
❖ You may have recently stepped into 

a new role 

❖ You may have been leading an 
underperforming group of 
individuals for some time 

❖ You are always busy and can’t get on 
top of things 

❖ You are struggling to manage your 
team 

❖ You are constantly interrupted 

❖ You find you have no time for 
strategic thinking 

❖ You are booked solid in meetings all 
day, every day 

❖ You struggle to take time off 

❖ You are considered an expert in your 
field and keep getting pulled into 
the detail 
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Common fears 
preventing us from 
delegating effectively 

The biggest problem with delegation 
is there are a range of reasons and 
fears why we don’t do it effectively.  

❖ We know how busy every team 
member is and don't want to 
burden them more,  

❖ Our team are new and we want 
them to come up to speed before 
believing we can delegate too much 
to them 

❖ We don't trust them to do it like we 
would  

❖ It would take longer to explain what 
needs to be done than doing it 
ourselves 

❖ We feel the task is menial so 
shouldn't pass it on  

❖ We fear that the team may do it 
better 

❖ We fear that we don't know how to 
do the strategic work 

❖ We fear that the team may feel the 
leader is passing on the grunt work 

❖ We fear it won't be done as well as 
we can do it 

❖ We fear that mistakes will occur 

❖ We believe that it’s quicker to do it 
ourself  

❖ We believe that it’s easier to do it 
ourself  

❖ We believe that there’s no one to 
delegate too  

❖ We don’t know what to delegate  

❖ We don’t trust anyone to do it as 
well as us. 

How many of these resonate with you? 

What is your reason for not delegating 
to your team? 

Delegation is a learnable skill. 

Those individuals with the natural 
ability to build teams and manage 
people are rare. Research has been 
found that only one in four business 
leaders have high levels of delegation 
ability.  

And yet the ability to delegate is 
essential to team and business 
success.  

A 2015 Gallup study shows that 
individuals (of start-ups) who have 
high delegator abilities can generate 
better business growth and venture 
success than leaders who get lost in 
the day-to-day detail of managing a 
business. 

This study of the entrepreneurial 
talents of 143 CEOs on the Inc. 500 list 
showed that companies run by 
executives who effectively delegate 
authority grow faster, generate more 
revenue, and create more jobs. 

Effective delegators know that they 
can't accomplish everything 
themselves. Doers (non delegators) 
can become so lost in the day-to-day 
tasks and don’t have the time to focus 
on actions vital to their company's 
growth. 
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The warning 
signs of a team 
under pressure 
We are slowing ourselves down if we 
don't learn to delegate effectively and 
we are short-changing our team.  

This is shown in my Pressure to 
Performance model above. 

Starting at the bottom, in my 
experience, leaders, particularly those 
new to their role, find it hard to let go 
of what they used to do and continue 
to do the tasks. This means they 
believe it is easier to do the work 
themselves. This creates a stressed 
culture when your team can’t tap into 
your leadership expertise as you are 
too busy ‘doing’. 

At the micro-manager level, leaders 
are trying to hand-off work. If the 
people they are handing off to don’t 
do it like they would - they either take 

it back, or start micro-managing. This 
is to ensure they get the results they 
are after, and the task is done they 
way they would do it.  

This creates an erratic culture as the 
team aren’t quite sure where they 
stand. 

At the persuader level, the leader is 
better at delegating work and 
checking in to find out what their 
team thinks. The culture is one of 
capability. 

As a supporter, the leader has 
developed a high level of trust in the 
team and can pass on work knowing 
that the team has this. The culture is 
one of engagement. 

As an influencer the culture is 
dynamic. The leader and the team are 
heading in the same direction with a 
future focus. The leader has delegated 
effectively to create a high performing 
team and freed themselves up to do 
more high value work with a strategic 
focus.  
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Do it my way

Easier to do it myself

MINDSET

Are you creating pressure or performance?



Seven Steps To 
Go From Doing 
To Delegating 
STEP 1: CONDUCT A 
TASK AUDIT
Wiping your mind is one of the first 
steps to becoming an effective 
delegator. This means downloading 
everything that is in your mind that 
you are doing, or need to do. 

A Task Audit is a simple way to do this.  
Make a list of all the things that are 
part of your role, including 

- what you are working on 

- What is on your mind that you need 
to do 

- What you have on your list that may 
belong elsewhere. 

Then identify which tasks you need to 
keep, as you and only you has the 
required expertise to do this work and 
it focuses on high value and a future 
focus. 

Identify which tasks you can delegate. 

Which tasks can be planned for, and 
diarised for a future date. 

Typically what do you react to, and 
think about how you can plan for 
these events instead. 

STEP 2: MINDSET AUDIT
The more you understand what makes 
YOU tick, the more able you are to 
delegate effectively. 

This means you move from unaware to 
more self-aware. 

You start identifying what it takes for 
you to become a great delegator. 

Have you thought about whether you 
are a good delegator?  

Is there something preventing you 
from delegating?  

Would you like to delegate more and 
struggle to pass work on?  

You have already considered what is 
preventing you from delegating: 
reasons; fears or beliefs.  

What are the deeper fears or beliefs 
you would only admit to a very trusted 
friend? It could be things like: 

- If I delegate I may make myself 
obsolete 

- I really do like to be the only one 
who knows how 

- It makes me feel important when I 
hold all the knowledge 

- Actually maybe others will do the 
work better than me and I’ll be 
found out that I’m not as good as 
they think 

What do you want more than 
anything? 

- To make a difference? 

- To build a really effective performing 
team? 

- To look good in the eyes of your boss 
and their boss? 

Effective delegation is the key way to  
achieve that. 
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STEP 3: CLEAR 
OUTCOMES AND GOALS

Remember, tasks that you do 
effortlessly, quickly, and most likely 

with a bit of pizzazz, are not going to 
be done as well, or as fast by 

someone doing them for the first or 
second time.  

Using a checklist to make sure the 
outcomes and goals are clearly 
communicated increases the success 
rate that the task / project will be 
completed effectively. 

Directions 

Have you or have they explained the 
task carefully 

Rationale  

What is the reason for completing the 
task 

Outcomes 

What outcomes do you expect 

Authority 

Has the range of decision making & 
responsibility, allowed without prior 
approvals, been defined 

Deadline  

When is the task to be completed 

Feedback  

Check for understanding 

Controls/ follow up  

Create milepost meetings for review of 
progress 

Support  

What support is available to you to 
complete this task 

When you delegate  

❖ are the outcomes and goals clearly 
communicated? 

❖ are appropriate performance 
measures in place to assist team 
members to understand the 
standards required?  
 
Are these your standards or the 
organisational standards – as 
sometimes your standards may be 
unnecessarily higher. 
 
Beware of imposing your high own 
standards on work that, maybe, 
doesn't need to be quite so high? 

❖ if they don’t get it right, particularly 
with the expected attention to 
detail, do you feel the need to do 
the work yourself?  

STEP 4: KNOW YOUR 
TEAM
Successful delegation requires 
selecting the right person to complete 
the task for the right reasons.  

There are many considerations for who 
the right person might be. 

The person who can do the task the 
fastest is not always the person to 
whom you should delegate.  

❖ Do you know each of your team 
members well enough to know 
what their career aspirations are?  

❖ Do you understand each member's 
individual strengths and abilities? 

❖ What is the potential of each team 
member that you have not tapped 
into and could? 
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This Awareness Model shows where 
we are in terms of our own self-
awareness and awareness of others. 

Our low self-awareness with high 
awareness of others can mean we are 
a ‘yes’ person – we can’t make our own 
decisions without checking in with 
others and we can constantly change 
our mind depending on who we last 
spoke to.  

This is dangerous when it comes to 
delegating as we may find that no-one 
has a clear idea about what they 
should be doing. 

Our self-awareness with low 
awareness of others can create self-
centredness. We focus on us and our 
feelings, not seeing our impact on 
others. Again a dangerous place to be 
when it comes to delegating as we are 
usually not aware of how what we’ve 
said or done affects other or we don’t 
care. 

If we are low self-awareness and low 
awareness of others – we are always 
second guessing ourselves 

- should we delegate that? 

- are they capable of it?  

We can flip flop around basing 
decisions on what we think, what 
others think and ultimately don’t 
come to any sort of conclusion.  

High in self-awareness and 
awareness of others builds our 
behavioural flexibility – meaning we 
are able to step into their shoes, see 
where they are, then filter these 
different perspectives with who we 
are. 

This creates high ability to delegate 
effectively.  

STEP 5: STRETCH 
OPPORTUNITIES
Stretch assignments are key to 
development. These temporary “try 
outs” allow companies to solve real 
business issues while field-testing 
employees’ skills and abilities.  

These opportunities provide growth 
opportunities for team members.  

A study of executives showed that 71 
percent of senior leaders identified 
stretch assignments as the biggest 
career enabler in unleashing their 
potential, ahead of any other career 
factor.  

Have you considered the stretch 
opportunities for each of your team - 
projects or tasks that are not 
necessarily part of their role?  

If you do, is this supported with 
training and coaching to develop each 
of your team to succeed with those 
opportunities?  

Do you ensure opportunities are 
provided for all your team, not just a 
select few who you may, 
unconsciously, favour? 
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Questions to consider: 

• Who needs development? 

• Who needs to develop the skills that 
this project requires (e.g. analytical 
skills, interpersonal skills)? 

• Who has been doing the same tasks 
over and over and needs a new 
assignment? 

 
STEP 6: EFFICIENCY 
WHEN YOU ARE AWAY
A good test for whether your team can 
operate effectively when you are away, 
is:  

❖ Checking how you would feel if you 
don’t take your phone and laptop 
with you. 

❖ How does you team feel about not 
being able to contact you 

❖ Is your boss comfortable that you 
will be away and not contactable? 

If YES - congratulations. You are in 
great shape and probably an expert at 
delegating already. 

Some questions to consider: 

❖ If you had to take an unexpected 
week off from work, would your 
initiatives and priorities advance in 
your absence? 

❖ When you are away, does your area 
operate as smoothly as when you’re 
present?  

❖ When you return from leave, is there 
a lot of stuff that requires 
immediate attention and action? 

If you answered no or you’re unsure, 
then you may be more involved than 
essential.  

To raise the ceiling of your leadership 
potential, you need to extend your 

presence through the actions of 
others.  

STEP 7: FOCUS ON HIGH 
VALUE WORK

The ability for a leader to be an 
Influencer and move from detail and 
in the present, to a strategic, future 
focus is essential to create a team of 
high performance. 

If you find that: 

• people constantly interrupting you 
to ask questions or obtain 
information 

• you spend too much time in the 
detail rather than on strategic 
planning and staff development 

• you find it hard to limit the number 
of projects you are involved in 

• you find it difficult to say ‘no’ and are 
often doing work for others that 
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they should be doing themselves, 
and 

• you become involved in projects 
after you have delegated them to 
someone else 

Then you are NOT focussing on the 
right work for your level of seniority. 

You might also undermine your efforts 
at delegating which can occur in 
several ways: 

The BUYBACK 

Buying back or taking back the task 
you delegated. This means the 
delegation is negated. The assignment 
remains with you. There is no progress 
until you do something.  

Saying things like  

“I’ll check with…” - involving someone 
else which could also have been 
delegated 

"Let me think about it…” - taking the 
onus off the person to have to think 
any further about the task 

“Leave it, I’ll…” - completing taking it 
back off the other person's hand 

Put in LIMBO 

This is where you say things like 

“Send me something on it…” 

“Why don’t you check with…” 

“See me later about…” 

“Let me know if I can help…” 

We’ll have to do something…”  

 It’s comments like these that halt any 
progress. 

If you have used any of these 
statements when you have been 
delegating you have not really 

identified the outcome or an idea of 
how to reach it.  

These statements frustrate the person 
you want to do the work as the criteria 
is unclear. 

Work is slowed down as there is no 
clear direction for what is to be done. 
You have delegated only part of the 
project and you haven’t set up any 
level of authority. 

Setting them up 
for success 
Setting each individual up for success 
in completing what you have 
delegated is crucial. 

Saying things like: 

“You’ve got this – I know you can do it” 

“What do you need to ask me about 
this project?” 

“What’s your plan of attack to kick this 
off?” 

“I’ve given this to you as you have all 
the necessary skills to do it well. Your 
persistence in finding and engaging 
the right people is why you are the 
right person for this project.” 

“I’m confident in your ability to do 
this.” 

Shows that you have confidence in 
their ability and established 
accountability.  

These statements support your belief 
that this person is the right person to 
complete this. Then the project is 
more likely to get done without you 
having to intervene. 

EFFECTIVE DELEGATION - MAREE BURGESS 10



Conclusion 
Developing the skills to be an effective 
delegator is a game changer for 
emerging and established leaders 
drowning in detail, the doing.  

Even if your team is in the bottom half 
of the Pressure to Performance model, 
there is lots of room to move up. Focus 
on what you need to do, what your 
team members need to do and look 
at ways to get there.  

It’s time to step up, take charge and 
take your team and your career to the 
next level  

It’s worth it for you; your 
team; and for your 

organisation! 

Notes
Forbes: Effective Delegation is a CEO’s 
Secret Weapon 

https://www.forbes.com/sites/
annabelacton/2017/08/15/effective-
delegation-is-a-ceos-secret-weapon-
heres-how-to-do-it-right/#28cea57d433d 

Gallup: Delegating A Huge Management 
Challenge for Entrepreneurs 

https://news.gallup.com/businessjournal/
182414/delegating-huge-management-
challenge-entrepreneurs.aspx 

HRPS: Unleash Potential with a 
Stretch Assignment 

https://blog.hrps.org/blogpost/
Unleash-Potential-with-a-Stretch-
Assignment-Program 
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