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THE PRACTICE OF DELEGATION 

A. Zinyemba 

Effective Delegation 

letroduction 

Rationale.The most successful managers are able to ac
complish all the work they are respcnsible for, as well as 
some additional responsibilities. One of the ways they do 
this isto get work done through other people. Successful 
managers delegate effectively. They do not view delegation 
as dumping or abdication of authority, but rather as a 
process of job enrichment. They delegate tasks that can be 
done more effectively by others, then use their time to 
focus on the igh-priority items that are most critical to 
their own performance. The ability to delegate effectively 
is one of the keys to successful management. 

Ob'cctives. After completing this unit, participants will be 
able to do the following: 

* 	 explain essential ingredients ineffective delegation; 

" 	 identify what assignments can and cannot be delegated; 

" 	 describe and apply the three steps to be %,enwhen 
delegating assignments to subordinates; 

" 	 identify assignments intheir own job situations that 
tan be delegated, and develop astrategy for delegating 
them to subordinates, 

Materials for the Participant 

The materials listed below are included in this unit. Sup. 
plementary materials may be distributed by the trainer. 

" 	 Core material on effective delegation; 

" 	 Activity 1- Signs of nondelegation; 

" 	 Activity 2- Arguments for and against delegation; 

* 	 Activity 3 - Self-audit: Are you a good delegator? 

Key Points 

.	 Apositive attitude about people and their reaction to 
work isnecessary for effective delegation. 

• Delegation contributes to the growth and development 
of subordinates, utilizes their skills and abilities, and 
frees the manager to manage. 

* 	 Effectiv- delegation consists of three steps: (1)assign
ing responsibility, (2) granting authority, and (3)creat
ing accountability for results. 

* 	 The manager who does not delegate accumulates more 
and more tasks, becomes heavily involved in day-to
day detail, and therefore neglects many of the more im
portant concerns. 

Itwas late Friday afternoon and Tony Carbo, chief of 
the ministry's planning division, had just finished 
packing his briefcase Inpreparation for going home. 
As he was about to leave the office, Sally Schwrinn, 
head of the agricultural extension office, popped her 
head Inthe door to wish Tony a pleasant weekend. 
Somewhat sarcastically Tony leplied, 'WVith all the 
work I have to do, Iwill be lucky If I get a chance to 
sleep." As the conversatlon continued, Tony com
plalned that there Just did not seem to be enough 
hours Inthe day. He talked about the constant pres
sure of the job, how ,ard Itwas to find good people, 
and how no one soemed to want to assume any
responsibility. Whe'i Sally suggested that maybe 
some of Tony's problems rallected a lack of ade
quate delegation, Tony countered with comments 
like "Subordinates 'ack oxperience." "ittakes more 
time to oxplain than to do the job myself." And, 
"Experlmentatlo.i and mistakes can bu too costly. 
Most of my people are specialists and do not have 
the overall knowledge needed to make the 
decisions." He repeated the thought that most people 
are not willing to accept responsibility anyway. 



I 
F Delegation Is one of ;he manager's moat useful ! 	 key factor in turning these statements into operating prin

tools. 	 I ciples rather than just cliO hes. With effective delegation,t s I subordinates have an opportunity to perform and, within 
Effective delegation begins with apositive I broad limits, have freedom to work. As they learn by ex

atude about people and their reaction to work. 

Managers with a negative attitude about people and their 
reaction to work are not likely to practice effective dele-
gatlon. Rather, they will tend to try to do the following: 

" 	 control people and work very closely with them; 

* 	 be overly involved in day-to-day details 

" 	 make decisions without 3eeking participation; 

* 	 rely oa authority, power, pressure, and discipline to get 
results. 

On the other hand, managers whose g~neral attitude about 
people and their reaction to work is positive will tend to do 
the following: 

" 	 create a climate where subordinates are fully involved 

in theirjobs; 

* 	 concentrate on overall goals and objectives; 

" 	 gain commitment by involving subordinates Indeci-
sion making; 

" 	 help subordinates achieve results by communicating ef-
fectively with them. 

A pusitive attitude about people and their reaction to work 
is necessary for effective delegation. Managers who are 
positive in their attitude are able to use delegation as a way 
of motivating people to their maximum potential. The act 
of delegating, then, isboth a vote of confidence an 
growth opportunity for the subordinate. 
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perience, they should be entrusted with greater re
S..sponsibility, which may take the form of added or more dif

ficult tasks, increased authority and accountability, or 
independent decision making. Managers must share respon
sibility with their subordinates if subordinates are to grow 
and develop their abilities. 

Utilizing Skills and Abilities 

Delegation ensures the maximum use of subordinates' 
skills and abilities. Through delegation, managers can also 
discover the true capabilities of subordinates. Without 
delegation, their assessment of subordinates' future poten
tial isbased on subjective judgments. Thus, not only does 
delegation provide the means for managers to make maxi
mum use of their subordinates' skills and abilities, but it is 
also the only wt., to determine the extent of those skills 
and abilitieb in the first place. 

Freeing the Manager to Mhnage 

As soon as people move into a position where they super
vise the work ofothers, their job changes. Their main re
sponsibility is to "get things done through others." In short, 
they are no longer doers, but instead, they are managers,
who must do whatever they can to help their subordinates 
accomplish maximum results within the limits of their 

skills and abilities. This mear. that managers must definejobs in terms of the results to be achieved, work with subor
dinates in determining the best way to achieve these 

results, help subordinates identify and overcome problems
that hinder this achievement, counsel, coach, give assis
tance as needed, and give subordinates the opportunity to 
perform on the job. To the extent that managers do not do 
these things, they are not delegating, not getting things 
done through others, and consequently, not managing. 
There is a limit to what managers can accomplish on their 

own, and without delegation, the whole operation is confined to this limit. Thus, delegation is one of the main toolsIDELEGATION I 	 managers can use to ensure that they spend their time 

I Contributes to growth and development of I managing rather than doing.
 
I subordinates I
 
I Utilizes skills and abilities of subordinates I What Can or Cannot Be Delegated?
 
I Frees the manager to manage I
 
L j 	Assignments which a manager can delegate include the fol

lowing: 

The Role of Delegation 	 * Bona fide problems or issues that require exploration, 

Contributing to Growth and Development 	 study, analysis, and recommendations for solution; 

Two statements frequently quoted are "people learn by • Activities beyond day-to-day operations but still within 
doing" and "experience Is the best teacher." Delegation is a the scope of the subordinate's job and abilities; 
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* 	 Projects that guide human talent in a positive direction 
- toward the organization's goals and also toward theemployee's continuing development and growth; 

* 	 Problems which, if hrindled well by the subordinate,
woul oble h ifanaerw te ssubordinateswould conserve the manager's time, 

There is no exact prescription for what cannot be delegat-
ed. However, managers generally agree on certai tasks 
that cannot or should not be delegated. These include the 
following: 

* 	 Planning - setting plans within larger goals or objec-
tives; 

* 	 Morale problems tho: are of considerable importance
 
to the work unit; 


m~d* 	 Reconciling line staff conflicts or differ'mces; 

" 	 Coaching and t:,,nirig subordinates and reviewingtheir perforanic; 

, 	 Assignments t'at have been give-n specifically to the 
manager by hs/her superior; 

* 	 Any part ofa committee or tas'c force assignment (espe-
cially if thr" !nformaiion is co.,,,idential) to which the 
manager g ven his/her versonal commitment; 

" 	 Certain pet projects, ideas, or activities of the manager 
him/herself, when these do not distract seriously from 
larger r.sponsibihtties; 

* 	 Matters on which there just is rot enough qualified 
talent available for delegation - or which involve too 
much of a risk. 

How to delegate 

Historically, delegation has proved to be an elusive con-
cept. It has been talked about a great deal but practiced con
siderably less,. One of the problems is that the concept of 
delegation has been oversimplified. Considerable time and 
effort have been devoted to developing neat definitions, but 
in tie process, the true meaning ofdelegtion has been lost. 
Delegation Is a total philosuphy ofhow to manage people. 
Once the elements of this philosophy are fully undersiood 
and the manager is personally committed to developing a 
professional approach to managing, then and only then will 
delegatioii be effective. 

Whenever mangers delegate, they performs three steps: (1) 
they assign respansibility, (2) they grant authority, and (3) 
they create accountability for results, 

Step 1.Assigning Responsibility 

The assignment of responsibility is the step that has re
ceived the greatest emphasis over the years. Most managers 
can give aclear description of the duties or tasks that their 

must perform. Similarly, most employees can
give an adequate description of theirjob in a physical or 

"doing work" sense. In assigning responsibility, however, 
managers must go beyond the typical job description. This 
isonly half of what assigning responsibility means. The 
other half- the important half- is to do the following: 

r 	 - -
Specify what results are expected
 

after an employee has performed the work.;
 

It is this latter half that managers often neglect. 

Essentially, it is a question of what people are paid to do. Is 

it to work a given number of hours and during that time toperform certain tasks? Or, is it to achieve specified results 
as a culmination of having performed these tasks? The lat

ter ismuch more logical. Accordingly, managers of a grain
storage cooperative are more than day-to-day ad
ministrators of the storage operation. Their responsibilities 

should include keeping losses to a specified ninimum, es
tablishing the most economical work flow and equipment 
utilization, scheduling grain deliveries and pickups to main
lain maximum usage of storage space. i,,a the like. In 
terms of results to be achieved, the assigned responsibilities 
might include analyzing the quality and capacity of the 
storage facilitics, determining the causes of problems, 
developing actions to resolve problems, and presenting 
recommendations for improvements to the board of direc
tors of the cooperative. 

The "assignment-of-responsibility" step of delegation is not 
quite as simple as itmight appear and goes beyond what is 
cone by many managers. Managers and their subordinates, 
must have a clear understanding and agreement about the 
following items: 

1. 	 Te activities or tasks the subordinate is responsible 
for performing; 

2. 	 The areas of the job where they are responsible or ac
countable for achieving results; 

3. 	 The specific results they are accountable for achieving 
in each a-ea; 

4. 	 How performance in each area of accountability will 
be measured. 
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Step 2. Granting Authority 

The second step in delegating has also been limited in its in-
terpretation. This step involves more than simply telling 
subordinates to go ahead and do whatever they think 
should be done or telling them to "make whatever deci-
sions must be made." A manager cannot grant authority 
without at the same time incurring managerial and leader-
ship responsibilities, 

The process of granting authority can be divided into two 
phases: a preliminary phase and a continuing support 
phase. During the preliminary phase, the manager and sub-
ordinate should reach an agreement about the results ex-
pected. The manager should then do the following: 

1. 	 Ask the subordinate to present ideas and plans for 

achieving the desired results. 


2. 	 By raising questions, suggest possible alternatives and 
help the subordinate to explore all aspects of the situa-
ion. 

3. 	 Prompt the subordinate to think about and identify 
potential problems and how to overcome them if they 
appear. 


4. 	 Agree on the course of action to be followed. 

The cortinuing support phase of granting authority can be 
summed up as follows: 

Ma,,agers have responsibility downward to their subor-
dinates. They make sure their subordinates know and 
understand what is demanded of them. Then they help 
their subordinates reach these objectives. Managers are 
responsible forgetting the tools, the staff, and the infor
mation they need. They help their subordinates with ad
vice and counsel. And, if necessary, they teach them to 
do better. 

Thus, the granting of authority is not a "you-are-on-your-
own" situation. Neither is it a one-way situation where the 
manager explains what is to be done, when it is to be done, 
how it is to be done, who is to do it, and single-handedly 
makes all the decisions in between. Instead, it is a bknding 
of two factors: a subordinate's skills, abilities, knowledge, 
and potential to contribute, and a manager's guidance, 
counsel, and help. 

Step 3. Creating Accountability 

Accountability is the end product of delegation. Account-
ability is not something that subordinates can accept or 
reject as they choose. When all the ingredients ofeffective 
delegation are present, then the recipients of the delegated 
responsibility and authority must be held accountable for 
the results (good or bad) of their activities, 

In theory, the subordinate's acceptance of accountability 
should be a semiautomatic process that logically flowsfrom and ispart of the total delegation process. In practice, 
however, this aLceptance is not always present. In fact, a 
subordinate may resist being held accountable for results. 
When this happens, there are two possible explanations. 
First, the manager can simply assume that a subordinate 
has anegative attitude. In that case, the response is to 
replace the individual, threaten punishment, withhold 

rewards, or exert pressure through close control and exer
cise of authority. Second, the manager can consider the pos
sibility that something is missing completely or only partial
ly present in the work climate. This is a much more 
constructive approach. 

DELEGATION 
Manager 

R A 
E C 

A S C 
U ? 0 
T 0 U 
H N N 
0 S T 
R I A 
I B B 
T I I 
Y L L 

I I 
T T 
Y Y 

Subordinate 

In order to remove some common misconceptions about 
delegation, it may be helpful to briefly examine what dele
gation is not and why attempts at delegation may fail. 

Dumping 

Fist of all, delegation is not "dumping." It is not ging 
someone ajob to do and just telling them to do it. When 
this approach is taken, the results a manager expects are sel
dom achieved. Receivers of this type of delegation must 
justify why what was expected did not happen, when in 
fact they were not given any indication of what was ex
pected. In aclimate such as this, subordinates will avoid 
any a.tempt by the manager to delegate responsibility. As 
pointed out earlier, delegation must also include a state
ment of the results expected, and then, during the perfor
mance period, a manager must provide support, coaching, 
and help, If needed. 
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Also to be effective, the responsibilities delegated must be 
meaningful to subordinates. They must know why the 
resuls are important and what their contributions mean to 
the overall effort. Above all, they mir. receive feedback 
upon successful completion of the tasks. 

Abdication of authority 

Second, delegation isnot abdication ofauthority. When 
managers delegate, they set certain parameters within 
which subordinates are expected to operate. These para-
meters may limit the type and magnitude of decisions sub-
ordinates can make withou! first clearing them with the 
manager. The parameters may also permit subordinates to 
operate only within the limits of certain policies and proce-
dures. It is imprtant to point out, however, that if every 
decision must be cleared, there ic no delegation. Similarly, 
if subordinates must defend every decision or action, they 
will soon be unwilling to do anything without first check-
ing and getting approval, 

Policies and procedures should facilitate the accomplish-
ment of results, not hinder them. Nothing will destroy 
delegation and the willingness to accept it more quickly 
than being crippled by unnecessary rules and regulations. 
Managers can greatly increase the effectiveness of their 
delegation by making sure that the climate in which subor-
dinates operate is one which helps them to achieve. Al-
though limits on delegation can be important, the limits 
must not be carried to extremes, 

Loss of control 

Third, delegation does not mean that the manager loses con-
trol. When delegation occurs, various checks should be es-
tablished. When anJ where these checkpoints occur is 
based on the manager's knowledge and experience of the 
situation. In any operation or project, there are usually cer-
tam critical stages. If results are on target at each of these 
stages, we can be reasonably be sure that the final results 
will meet the goal. By indentifying these critical points and 
reviewing progress at each one, the manager can maintain 
control. 

Avoiding decisions 

Finally, delegation is not avoiding decisions. Managers 
who delegate still make decisions. The important point is 
that they can concentrate their efforts on th. most impor-
tant decisions and allow their subordinates to make those 
decisions that are best made at the point of direct contact. 
In doing this, managesr avoid day-to-day detail, take maxi-
mum advantage of skills, and give greater support. Some 
types ofquestions that require a manager's decision
making function include the following: What results are 
desired? What problems may arise in achieving these 
results? How can these results best be achieved? Which 

tasks should be delegated and to whom? When should 
progress be reviewed? When should results be achieved? 

Why Managers Do Not Always Delegate 

While the reasons frequently given for not delegating may 
appear to be valid, further analysis reveals home serious 
weaknesses in logic and some long-range negative reper
cussions. 

The first reason a manager may rve for not delegating is 
that "delegating takes more tirr.e than doing it myself." 
This may be true in the short ran, but not in the long run. 
Managers who do no: delegate accumulate more and more 
tasks and become heavily involved in day-to-day detail. 
Since their time and energy are limited, they will eventual
ly reach a point where "something has to give." When this 
point is reached, some things will be delayed while others 
will go completely undone. As the pile grov', larger, these 
managers are more likely to be faced with emergencies and 
to direct their efforts toward crisis situations. They will be
come fire fighters, and many of the more important con
cerns that should occupy their time and attention will be 
neglected. At the same time, their subordinates will begin 
to lose interest in their jobs. 

Managers may also claim that they cannot delegate because 
their subordinates lack experience. However, the only way 
subordinates can get the necessary experience and grow 
and develop in their jobs is to learn by doing. Without 
delegation, the process of learning by doing cannot take 
place. This, ofcourse, leads to an underutilization ofskills 
and abilities. If subordinates are not given opportunities to 
perform, they may eventually decide to leave and seek 
employment elsewhere. Their only way to deal with this is 
to provide opportunities for responsble work assignments 
that "stretch" the individual and at the same time provide 
necessary training and guidance. 

Another argumen: a manager may use against delegation is 
that "mistakes are too costly." Delegation does not mean 
that the manager loses control. Rather, two essential fea
tures of effective delegation are (1) managers interact with 
their subordinates in planning how desired results can best 
be achieved and (2)various checkpoints along the way are 
established to review progress. If these two steps are taken, 
costly and serious mistakes can be substantially, if not com
pletely, eliminated. This does not mean that subordinates 
will always approach an assignment exactly the way their 
superior does. Indeed, they may find a better way. If manag
ers interpret mistakes to mean that theirs is the only way, 
then they will have other more serious problems in the long 
run. 

Another reason managers may give for not delegating is 
"suborinates are specialists without th. necessary overall 
knowledge required to make many decisions." However, it 
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is the manager's job to coach and develop subordinates on 
a continuous basis. Managers must broaden their subordi-
rates' perspectives, knowledge, insight, and overall under-
standing as they progress on the job. This can best be ac-
complished by a specific development program for each 
employee. In this way, managers can be assured that their 
people will gradually receive the background they need in 
order to accomplish delegated assignments. 

Managers may be reluctant to delegate because they are 
afraid that a subordinate "will perform so well that they 
might replace the manager." For good managers, such fears 
are totally unfounded. Managers' performance is a reflec-
tion of their subordinates' performance. If the subordinates 
"look good," the manager "looks good"; if the subordinates 
"look bad," the manager "looks bad." 

A final reason managers may not delegate is that they find 
it difficult to justify to themselves and others the time they 
spend planning. Many were taught to believe that being 
creative may look as if they are not busy and subject them 
to criticism from others. 

Why Subordinates Do Not Always 
Accept Delegation 

The reasons subordinates do not always accept delegation 
arm primarily associated with fear. Most significant is the 
fear of failure, and this can be caused by lack of self-con-
fidence. It does not really make much difference why subor-
dinates lack self-confidence, the important point is that 
they do. When this is true, managers must delegate in such 
away as to stimulate confidence and thus acceptance. 
Specilicelly, they must clearly indicate that they will be 
available to help if needed and the type of support that they 
will provide. In addition, they may want to spend more 
time working with subordinates in planning "how" to 
proceed as well as establishing more frequent formal 
review times for evaluating the progress of the delegation, 

Fear of failure can also be a result of the way mistakes have 
been handled in the past. To establish a set of circum
stances that would completely eliminate the possibility of 
all mistakes would also defeat delegation. Thus, some mis
takes are bound to occur. The critical issue ishow mistakes 
are handled when they occur. More specif.cally, does the 
manager use them constructively as a learning ex'perience 
for subordinates or is the emphasis on the mistake itself?. If 
the latter is true and occurs too often, subordinate. will be 
conditioned to resist further delegation. 

Resistance to delegation may ,olso occur if subordinates are 
overloaded with work and if, in addition, there is confusion 
resulting from poor organization. When this condition ex
isis, there is usually an overall hectic atmosphere that tends 
to discourage anything more than minimal development. 

Subordinates may be reluctant to accept delegation if the 
task is not challenging, or if it is routine or uninteresting. It 
is also possible that the relationship between the manager 
and the subordinate may be one ofsuspicion rather than 
trust. The subordinate may not accept the authonty of the 
manager. 

Effective Delegation 

In summary, the primary function of managers is to preside 
over the process of delegation. This requires all of their 
judgment and much of their time. Effective managers are 
constantly trying to provide, through delegation, the oppor
tunities for growth that their subordinates demand. The 
strength of any organization increases when its employees 
at all levels are able to accept responsibility. The assign
ment of responsibility should never be static, but should 
change with the situ.,tion and with the increasing capacity 
of the employees. When good managers delegate respon
sibility to subordinates and train them to -lischargetheir 
responsibilities well, the managers themselves are develop
ing their skills as managers as well as increasing the satis
faction and ability of their subordinates. 
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Activity 1
 
Signs of Nondelegation
 

Inadequate delegation in an organization will reveal itself even if for a time the organization seems to be operating adequately. 

Various symptoms become apparent in an organization if delegation to subordinates Is meager. These signs are evident when 

"Putting out fires" or handling "crisis situations" becomes a pattern.
 

Things tend to slow down, even come to a standstill, when the manager is away.
 

Bottlenecks exists and nobody seems to get to the task of removiig them.
 

Deadlines are often missed.
 

Inequitable workloads develop between two levels of management, with one level quite overworked and
 
the other somewhat underworked.
 

A backlog of good ideas accumulates but is neA er pursued.
 

Management objectives and goals receive very little interest.
 

A very casual attitude develops toward making mistakes.
 

Key managers are unduly preoccupied with details - there is too much detail for its own sake rather then
 
for use in confi'mation
 

Decision making is slow, with too much authority clustered at the upper levels.
 

Managerial time is used poorly.
 

There is limited interest in managerial succession or preparedness for promotions and transfers to posi
tions of higher responsibility.
 

Line and staff misunderstandings remain unresolved.
 

Committe;es and task forces are used excessively to resolve problems.
 

r - -- ----- ---- ---- ------------------ - - ----- -- -- -
Do you agree that the above are symptoms of nondelegatlon?
 

Do any of these symptoms exist Inyour organization?
 

Are they caused by Inadequate delegation or are there other causes?
 

What specific actions wouid you propose to eliminate the symptoms?
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Activity 2
 
Arguments for and against Delegation
 

Imagine adebate between two managers. ManagerA takes a more traditional point of view and tends to be skeptical of the 
value of broad delegation of responsibility. Manager B feels that delegation is themost effective and subtle tool at amanager's
disposal. Each manager has chosen an extreme position, Manager A against delegation and Manager B Infavor of broad 
delegation. ManagerA's argument issummarized on the left in f.,ur points. By drawing aline, match each of ManagerA's
points with Manager B's corresp," 1 ing rebuttal (as has already been done with MandgerA's Just point). An opinion may be 
rebutted more than once, but all rebuttals must be used. 

MANAGER A 

"Delegation takes more time than doing Itmyself." 

"Mistakes are too costly." 

"Subordinates often lack experience." 

"Suhordinates often are specialists without the 
necessary overall knowledge required to make 
decisions." 

MANAGER B
 

"'heonly way a subordinate can get the necessary 
experience is by doing." 

'Without delegation, learning cannot take place and 
employee dissatisfaction becomes a problem." 

"Managerial control can be maintained by periodic
reviews at critical points." 

should develop a timetable for the training of eachemployee." 

"Amanager who does not delegate beco-mes over
whelmed by day-to-day details, to the detriment of 
everyone." 
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Activity 3
 
Self Audit: Are You a Good Delegator?
 

Thik about the way you function as a manager and answer the fc!!wwing questions. 

1. Do you have to take work home quite often?
 

Yes No
 
Why? 

2. Do you work longer hours than those you supervise or than is usual for people working in your type of or
ganization?
 

Yes No
 

3. Do you have little time for appointments, recreation, study, civic work, and the like? 

Yes No 

4. Do you need more phones and/or secretarial assistance than before?
 

Yes No
 

5. Are you frequently interrupted because others come to you with questions or for advice? 

Yes No 

6. Do you spend some ofyour working time doing things for others that they could do themselves? 

Yes No 

7. 	Do you have wuifinlshed jobs accumulating or difficulty meeting deadlines?
 

Yes No
 

8. Do you spend more of your time working on details than on planning and supervision? 

Yes No
 

Why?
 

9. Are you inclined to closely watch everything that is going on?
 

Yes No
 

10. Do you lack confidence in your workers' abilities to the extent that you are afraid to risk letting them take 
over more details?
 

Yes No
 

11. Are you too conscientious (a perfectionist) about details that are not important for the main objectives of 
your position?
 

Yes No
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12. Do you believe that executives should be rushed in order to justify their salary? 

Yes No 

Why? 

13. Do you hesitate to adrmt that you need help to keep on top of your job? 

Yes No 

What are some examples of help you could use? 

14. Do you neglect to ask workers for their ideas about problems that arise in their work? 

Yes No 

15. At the staff meetings you convene, do you find that the same items on the agenda tend to be repeated be
cause not much action has been taken or, them?
 

Yes No
 

Why do you think this happens? 

16. Do you find after you are ill, on vacation, or away from the office for a few days (travel, attendance at a con. 
ference, visiting a field plant, etc.), your in-basket is quite full upon your return? 

Yes No 

What do you think the reasons for this are? 

From the self-audit, identify three of the most critical problems that you have. 

1. 

2. 

3. 

Now, look at your particular work situation and Identify some of the areas where you may be able to 
delegate more effectively. Begin by completing the following Delegation Analysis Sheet. 
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DELEGATION ANALYSIS 

Can a Subordinate Be
What I Do Why I Do !t Can aSubordinate Do It? Trained to Do It? 
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Delegation Strategies 

Do you feel you are delegating well enough? 

Was it difficult to identify any employees who could do some of your work for you? 

Review your Delegation Analysis Sheet and list those things you do that could be delegated to one of 
your subordinates. 

Develop a strategy for delegating at least three of these responsibilities. The plan should include the fol

lowing: 

What you will delegate. 

Who you will delegate it to. 

When you will stait to delegate it. 

How yoi, will delegate it. 

How you will keep in contact with the subordinate concerning the delegated responsibility. 

Why Supervisors Do Not Delegate 

1. Power -people become dependent on the supervisor. 

2. Fear that subordinates will learn too much about their techniques. 

3. Fear of subordinate failure even if they wish to delegate. 

4. Lack of trust. 

5. Fear to lose control over their department/section. 

6. Jealousy - they want to take all the credit and therefore do not involve subordinates. 

7. Lack of role clarity. They do not know which tasks and duties can/should be delegated. 
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Why Delegate? 

1. To develop and groom subordinates. 

2. It is a good management technique. 

3. Time management -Time saver. 

What to Do 

Step 1 Supervisors should analyse their own jobs to ascertain major tasks and dutiej. Know what to delegate. 

Step 2 Supervisors should monitor critical activities most carefully. 

Step 3 Determine the degree of delegation. 

Step 4 Follow-up. 

Determining the Degree of Delegation 

1. 	 Authority is retained by the supervisor. 

2. 	 Subordinate can act after the supervisor's approval. 

3. 	 Subordinate acts and then reports to the supervisor. 

4. 	 Complete authority isdelegated to the subordinate. 

NB: 
1. 	 Supervisor still has the rcsponsibility for the actions of the subordinate. 
2. 	 Type of delegation should not be considered as fi.ed and static. There can be progression, as in phased 

delegation. 

Critical Those activities that must be completed if the organization is to accomplish its basic goals, e.g., ordering
Activities: supplies, paying checks, etc. 

Needed 
 Those activities that should be performed if the section is to operate efficiently, e.g., inservice training in the 
Activities: use ofnew equipment. 

Peripheral Activities not directly related to major goals, e.g., fund raising, organizing picnics. 
Activities: 
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Overall Activities for Delegation 

Activity 

Daily inventory 

Performance 
appraisals 

Work scheduling 

Flower fund 

Prepare monthly 
budget 

Process grievances 

Conversations 
with boss 

Salary committee 

Nature 

Routine 


Nonrouttne 


Both 


Nonroutine 


Nonroutine 


Nonroutine 


Both 


Nonroutine 


Importance 

Critical 

Needed 

Critical 

Peripheral 

Needed 

Critical 

Needed 

Peripheral 

Degree of Development Poten. 
Delegation tial for Subordinate 

Act and report daily Moderate 

Retain Not applicable 

Act aft,, approval Moderate 

Completc authority Low 

Act after approval High 

Retain Not applicable 

Retain High 

Unsure High 
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