Day 4–Module 16

DELEGATE FOR RESULTS

Understanding Participants’ Needs

Telling others what to do does not constitute delegation. New supervisors often think they’re delegating, when in truth, they are only telling. Participants need tools to delegate effectively.


General Ideas

You might try polling participants to see who has had poor delegation given to them. Avoiding this type of delegation is our goal for this module. We want to be clear, give our subordinates authority and responsibility, and hold them accountable.

Module Introduction/Transition

Let’s start with our primary goals for delegation.
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Objective

· To clarify what delegation is and what it is not

Thinking Behind the Page

Leaders often know how they should delegate.   The problem is the application.  In this module, and beginning on this page, we’re going to discuss how participants in this course might delegate correctly and apply it in their workplace.

Teaching Tips

· As you discuss this page and delegation, you may want to include more in-depth discussion on authority. What is authority?

· There must be a transfer of power to act from the delegator to the delegatee.

· Authority must be so specific that the delegatee may proceed without fear of having his or her actions reversed.

· Authority should be granted in advance rather than on a day-to-day basis.

· Authority should be made clear and in writing to ensure understanding between the manager and the delegatee and among other managers who may be involved.

· The authority delegated must be communicated to everyone who may be affected or involved.

· The degree of authority must equal the extent of the accountability.

The bottom line: For people to perform their assigned tasks well, they must be delegated sufficient authority to do those tasks.

PowerPoint

· Yes

Transition

It is important to understand what delegation is, but you must realize it also takes time to delegate.  Let’s find out how. 
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Objectives

· To link managing time with delegating properly

· To teach the basics that should happen before we delegate

Thinking Behind the Page

Even those who know how to delegate will often fail to take the time to think through the delegation before actually delegating. This page is a chance to encourage them to think before delegating.

Teaching Points

Allocating time and energy becomes a real challenge.  Delegation is a way to deal with the increased pressure to perform. The starting point is to do a careful “audit” of how you are using your time. Participants may ask themselves the following:

A. Why do an audit?

1. Time wasted is consistent.  Most of us waste far more time than we think we do.

2. Interruption patterns can be detected.

3. Discretionary time is the time that is truly yours to use as you see fit.

4. Could someone else do this?  Could a machine do this?  Be clear about your true costs.

B. Why don’t we do time audits?

1. It takes time.

2. I forgot to record my time.

3. Every day is different.

4. My job is different.

5. I’m interrupted constantly.

Activities

Ask everyone to get a partner.  One partner becomes the delegator; the other will be the delegatee. Ask the delegator to teach their partner how to drive a car in 90 seconds. Give them 90 seconds and say “time.”

Next ask the delegatee if the delegator bothered to ask them how much they already knew about driving a car. Ask the delegatee if the delegator began to tell them about where the key goes, where the steering wheel is, how to use the gas pedal and break, and so forth. Ask the delegatee if any of them felt silly being told the basics that they already knew. Then ask the entire room, “I wonder how often we treat our employees this same way?” When we fail to determine how much the person already knows, we often delegate incorrectly.

Transition

Even those who delegate will recognize that there are barriers to delegation.  Let’s take a look at how to manage those barriers. 
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Objectives

· To discuss personal barriers to delegation

· To prepare us to remove barriers to delegation

Thinking Behind the Page

Normally there are barriers (personal barriers and staff barriers) that interfere with our ability to delegate. Often new supervisors spend more time making excuses for not delegating than they do planning and delegating properly.

Teaching points

We, as supervisors, may hesitate to delegate due to the following feelings:

· "I can do it better/faster"

· "It's too important"

· "I don't have confidence in myself"

· "I don't have confidence in them"

Our staff may hesitate to delegate due to the following:

· It's safer/easier to ask authority figures what to do than it is to figure it out on your own.

· The fear of criticism.  If they feel they’ll get punished for making a mistake, they're less likely to try.

· They lack confidence in themselves.

· They may feel that they’re already overworked or stretched to capacity.

Take a careful look at yourself and your staff to see if any of these are acting as roadblocks.  You may want to delegate staff to discuss their feelings about taking on increased responsibilities.

PowerPoint

· Yes
Transition

We’ve worked on removing the various barriers. Now let's talk about the things we should and should not delegate and getting a return on our delegation time.
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Objectives

· To clearly define what we should and should not delegate

· To discuss getting a return on the time it takes to delegate 

Thinking Behind the Page

There is also the question of whether you should delegate everything you possibly can.  . One really need to consider the time it takes to delegate a given task as compared to the time if would take for us to complete it ourselves.  This raises thought of Return On Time Invested (ROTI) Lets consider that concept.

Activities

An exercise of this page is to get each participant to think about delegating something, figuring their return on time investment (ROTI) based upon the box in the bottom right corner on page 16–5.

Overheads/PowerPoint

· Yes

Transition

If you were like most, you’d like to know that what is being asked of is something you are able to do – that is that delegating is some you can do relatively easy. . In fact, you might like a step-by-step process for how to delegate.  Lets review such a process in the model on the  page.16-6  
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Objectives

· To separate the supervisor-verses-employee responsibility for delegation

· To share a model for the process of delegation

Thinking Behind the Page

Participants often ask for easy-to-follow steps for delegation.  We've responded with the model on this page.

Teaching Tips

· Walk participants through the model.  Answer any questions and then move to the recap.

PowerPoint

· Yes

Transition

Okay, so all of us know that delegation is important. How many of you are committed to going back into your workplace and trying to delegate immediately?  Congratulations! Now, let's go check ourselves on page 16–7.
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Check Yourself!

1. What is the goal of delegation?
“Getting things/results done through others while building them in the process.”

2. What is delegation?
Delegation is the assignment of the formal authority and responsibility to another person for carrying out specific activities.

3. Name one task you should begin delegating.
Poll participants.

4. Name one task that you cannot delegate.
Poll participants and ask for their reasoning.

5. You have a new employee and are considering delegating the training to one of your current employees. Explain how you figure your ROTI
Poll participants.

Objectives of this module are to:





Know the definition of delegation;


Help you know the goals of delegation; and


Know the step-by-step process of delegation.








Upon completion you will be able to:





Delegate effectively. 
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