Mastering Delegation to Win Back Time &
Empower Teams

Welcome to your personal guide to mastering the art of delegation. As a
business leader, your ability to effectively delegate can be the difference
between being overwhelmed and being empowered. This guide will
transform how you think about and practice delegation, using our
DREAM™ framework.

Leadership in Business: A Practical Approach

This is a resource from the Leadership in Business: A Practical Approach
series, a resource library designed to equip small business owners with the
tools, templates, and guides they need to thrive as leaders and managers.

Mastering Delegation

This collection of practical resources provides actionable solutions to the
common challenges faced by business owners, helping them build stronger
teams, make better decisions, and align their leadership with their business

Getter better & more consistent at the art & science of goals.

delegation to win back time and empower our teams.

With its emphasis on practicality and ease of use, Leadership in Business: A
Practical Approach empowers small business owners to lead with confidence.
By turning insights into action, this resource library provides tools to create a
thriving business and make leadership simpler, more effective, and more
rewarding.

For more information:

Rebecca Maxwell
Principal Consultant
Perception Insights Ltd

rebecca@perception-insights.com
07979 356560

www.perception-insights.com
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A Leader's Guide to Effective Delegation The Triple Win of Delegation

When done right, delegation creates three winners:

Part 1: Understanding Delegation

What is Delegation?
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distributing and entrusting work to another person. capacity

Think of it as existing on a continuum:
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When we delegate, we take care that we give our team member a clear
instruction, the freedom to get on with it as they see fit and the authority
to deliver. We don’t walk away completely, however. We provide that
safety net — for our team member and ourselves — of knowing what'’s
happening and being there to assist with problems.

Reflection Exercise: How could delegation work for you & your business?

List 3 tasks you're currently handling yourself that could create these triple
wins if you delegated them properly?

Self-Assessment Exercise: Where do you fall on this continuum?

Thinking about your last five major tasks, mark where they landed. What

ice?
patterns do you notice? So, what's stopping you?




Common Problems in Delegation and How to Avoid Them

One of the things that puts many managers off delegating more to their
team is the fear that it won't go right.

Here are some common worries about delegation — and some thoughts
on how to manage them...

Part 2: The DREAM™ Framework for Effective Delegation

The DREAM™ Method provides a structured approach to Delegation.
Use this approach to identify tasks you can delegate, choose the right
person for the task, and ensure the process is smooth & effective

We won’t get what we
need

It will take too long

They won’t know how
to do it & will get
stuck

It will go wrong &
need to be fixed

I'll get sucked back
in

I need to be involved

Make sure instructions are clear &
understood

Set clear deadlines & ask what
support is needed

Ask up front what support or training
is needed.

Get them to talk it through with you
before they start

Make sure instructions are clear
Have regular progress check-ins
Have regular check-ins.

Offer guidance, not solutions

Have a clear check in process

D - Designate
Choosing the right person for the task.
What to think about:
e Map your team's strengths and development areas
e Match tasks to growth opportunities, or to experience for

higher risk/urgent tasks
e Consider workload and capacity

Activity: For each team member, list:

« Their top 3 strengths

. 2 areas they're eager to develop
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to make sure it goes

right Follow up without taking over

Get them to talk it through with you
before they start

Nobody volunteers Make sure the tasks are meaningful,
show how they contribute

Provide feedback & celebrate
success

They’ve already got Help them re-prioritise

enough on their plate Know the workload of your team

Which of these thoughts are you most guilty of?

Successful delegation is about getting the right balance of Autonomy,
Authority and Accountability, within a clearly structured task, delegated
to the right person.

The tools in the rest of this Guide will help you do just that!

« Current workload (High/Medium/Low)

R - Request
Make your request crystal clear.
Best Practices:

¢ |dentify outputs, components & deadlines
o Define success criteria
o Clarify constraints and boundaries

Activity: Write out your clear request for the task you want to delegate.
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E - Equip M - Motivate

Set them up for success — make sure they have everything they need. Provide feedback and recognition to encourage willing volunteers in the

Resource Checklist: future.

e Required information Things that can help:

e Access to systems e Regular check-ins
e Budget authority e Specific praise
e Key contacts ¢ Growth-focused feedback
e Training or guidance e Celebration of wins
¢ Timeline milestones e Learning from challenges
Activity: Thinking about your task, list the key resources they will need. Reflection Question: How often do | give recognition for a job well done?

What more could | do?

A - Allow
Give space for autonomy while maintaining accountability.

Anti-Micromanagement Strategies:

e Set check-in points in advance
o Define escalation criteria

e Create feedback loops

e Trust but verify

Self-Check Questions:
. Am | stepping back enough?
« Have | clearly communicated decision-making boundaries?

« Do | have appropriate monitoring mechanisms in place?




Part 3: Your Development Plan

Delegation Obstacles
Identify your top 3 personal delegation barriers & create an action plan to
overcome each one

What other barriers to delegation exist for you & your team?
What can you do about them?

Delegation Priorities:
Which part of the DREAM™ Framework will make the biggest difference to
how you delegate?

What will you do to make it a consistent delegation habit?

Putting it into Practice:
Identify 3 tasks to delegate
1.

2,

3.

Choose appropriate team members & schedule delegation conversations
1.

2.

3.

Use the Delegation Checklist to guide your delegation

Part 4: Additional Tools for the Delegation Toolbox

A: SMART Request Writing

Transform vague requests into clear directives =
using the SMART framework: L

Specific — clear & concrete

e Instead of: "Improve our customer service"
e Try: "Reduce customer response time for email inquiries"

Measurable — using numbers & targets

e Instead of: "Reduce customer response time"
e Try: "Decrease average response time from 24 hours to 4 hours"

Achievable — within capacity & clear when it’s completed

e Consider current resources and capabilities
e Break large goals into manageable chunks

Relevant — show how it fits & what it will help achieve
e Connect to broader objectives & explain the "why" behind the request
Time-bound - a clear timeline and end point

e Set clear deadlines for each milestone & include check-in points

Exercise: Take a current task you need to delegate. Rewrite it using this template:
1. Basic request:
[Your initial request]

2. Make it Specific:
[Add precise details]

3. Add Measurements:
[Include concrete metrics]

4. Confirm it's Achievable:
[List required resources]

5. Show Relevance:
[Connect to bigger picture]

6. Set Timeline:
[Add specific dates]




B: The Delegated Authority Matrix to Avoid Micromanagement

Avoiding micromanagement is one of the valuable skills to learn when sharpening
up your delegation practice. Getting the balance right between Authority,
Autonomy & Accountability - for you, your team member and the task — is key !

Use a Delegation Authority Matrix to clarify your thinking & define limits:

Level 1: Inform

Exercise: Setting Authority & Autonomy Levels
For your next delegated task:

1.Choose appropriate authority level:

2. List specific decisions delegate can make:

3. Define appropriate escalation triggers:

4. Set check-in schedule:
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C: Coaching for Problem Solving: Passing Back Responsibility

Another hurdle we often have to deal with when we’re delegating is the team
member who comes to us with a problem and we jump back in to fix it. Sometimes
that's absolutely the right thing to do, but often it's not. All we’re doing is teaching
our team that they don’t have to think for themselves & we’ll always be there to do
it for them.

Using coaching techniques to empower our team members to answer their own
questions and develop their own solutions is a great way to be supportive without
jumping back in.

When your delegate encounters challenges, use these questions to help them
work it out for themselves:

When They Ask for Solutions:
1. "Before | share my thoughts, what solutions have you considered?"
2. "How would you handle this if | wasn't available?”
3. “What have you tried before that's worked?"
4. "What's your instinct on this?"
When They're Stuck:
1. "Let's break this down into smaller pieces. Where should we start?"
2. "What information would help you move forward?"
3. "Who else might have insights on this?"
4. “What are all the different options we could try? Which looks best here?”
When They Want You to Take Over:
1. "l trust your judgment on this. What's your recommended approach?"
2. "You're closest to this situation. What do you think is the best next step?"
3. "Let's think through this together, and then you can make the final call."

4. “Talk me through what you're thinking & we can discuss the bits you're not
sure about.”
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The DREAM Method: Delegation Checklist

Pre-Delegation Assessment

o s this task appropriate for delegation?

e Have | identified the key outcomes needed?

e Have | determined the level of authority required?

e Do | have time to properly delegate and support this task?

D - Designate

e Have | identified the right person based on:
= Current skill level
= Development potential
= Workload capacity
= Interest and motivation
= Previous performance

R - Request

e Is my request SMART?
= Specific: Clear deliverables defined
= Measurable: Success criteria established
= Achievable: Resources available
= Relevant: Purpose explained
= Time-bound: Deadlines set

E - Equip

e Access and Permissions
= System access granted
= Required passwords provided
= Authorization levels set

e Resources Provided

- Budget allocated - Background info provided
- Tools available - Training scheduled
- Templates shared - Key contacts identified
- Reference materials supplied - Documentation shared
A - Allow

o Authority Levels defined e Monitoring System created

- Decision making boundaries set - Check in schedule agreed

- Approval requirements clarified - Progress reporting format defined

- Escalation criteria established - Milestones & quality reviews set
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M - Motivate

e Support Structure
= Regular feedback sessions scheduled
= Recognition plan in place
= Growth opportunities identified
= Coaching approach prepared

Follow-Up Plan Project Completion
- First check In scheduled - Final review scheduled
- Success metrics defined - Recognition planned
- Feedback mechanism - Lessons Learned documented
established

- Next delegation opportunity
- Contingency plan created identified

Notes

o Task/Project

o Delegate:

o Start Date Due Date:

+ Key Milestones:

Success Criteria

1.

Emergency Contacts

Primary Support:

Backup Contact:

Technical Support:
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