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Intentional Delegation



Intentional Delegation
Workshop Goals 

By the end of this workshop, participants will be able to:

• Recognize the benefits of intentional delegation. 
• Identify delegating skills that support development and build trust.
• Match delegating style competency and experience of team members.
• Apply these delegation skills in realistic workplace scenarios.
• Identify and implement the essential skills of coaching (active 

listening, questioning, observing, giving feedback, 
reinforcing/encouraging).
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Intentional Delegation
The Art of Delegation

• A simple definition of the term “The Art of Delegation” is to make the 
shift from doing to leading.

• Effective delegation requires planning skills, communication skills, 
coaching skills, and trust.

• Delegation involves working with subordinates to establish direction, 
authority, and responsibility.
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Activity 1: It’s in the Cards

Teams have two tries to complete a task in the least amount of time.

Steps:
1. Lay out cards on the table, as shown in the next slide.
2. Place all cards neatly in rows. No cards should be touching.
3. Complete the task in the fastest time possible.
4. Take five minutes to prepare your strategy.
5. Estimate time your team will take to complete the task.
6. Teams have two rounds to improve.
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Intentional Delegation
Activity 1: It’s in the Cards
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Intentional Delegation
Activity 1: It’s in the Cards—Debrief
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Activity 2: Delegation Self-Assessment

Steps:
• For each question or statement, select the answer that most 

accurately applies to you. (See the next page.)
• Be honest with yourself.
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Intentional Delegation
Activity 2: Delegation Self-Assessment

Activity purpose: to increase awareness of the various challenges and 
opportunities of delegating to others at this stage of your professional 
career. For each statement or question, select the answer that most 
accurately applies to you. 

1. I have to take work home or work late…
❑  Almost every night.
❑  More often than not.
❑  Occasionally.
❑  Almost never.

2. Do I spend more time doing my own work than on planning and supervising?
❑  I spend almost all my time doing my work.
❑  My work takes up somewhat more time than planning and supervising.
❑  I spend relatively less time on my work than on planning and      

 supervising.
❑  I spend almost all my time planning and supervising.

3. In projects that I delegate, I overrule, or reverse decisions made by my team 
members…
❑  Almost never.
❑  Occasionally.
❑  Quite a bit.
❑  Almost always.

4. I abandon associates or revoke their authority before they finish a project…
❑  Almost never.
❑  Occasionally.
❑  Quite a bit.
❑  Almost always.

5. I am interrupted by associates who come to me for advice, for decisions, or 
with questions…
❑  Almost never.
❑  Occasionally.
❑  Quite a bit.
❑  Almost always. 
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Intentional Delegation
Activity 2: Delegation Self-Assessment

6. Do I have unfinished jobs accumulating and difficulty meeting deadlines?
❑  Yes, it’s an overwhelming problem.
❑  It’s a significant problem but not overwhelming.
❑  Moderately true.
❑  No problem here.

7. Do I specify the results I expect from a delegated project, or do I specify the 
tasks to be done?
❑  Almost always I ask for a result.
❑  More often than not I ask for a result.
❑  More often than not I specify the tasks to be done.
❑  Almost always I specify the tasks to be done.

8. Do associates take the initiative in expanding their authority with delegated 
projects, or do they wait for me to initiate all assignments?
❑  Associates constantly seek ways to expand their authority.
❑  Associates are relatively aggressive in expanding their authority.
❑  Associates self-initiate occasionally, but more often than not they wait 

for me to initiate delegations.
❑  Associates wait for me to initiate all assignments.

9. I am irritable, tired, or worried because of job pressures…
❑  Never or very seldom.
❑  Occasionally.
❑  Quite a bit.
❑  Almost always. 

10. When problems arise in a project I have delegated, I ask associates for their 
ideas.
❑  Almost always.
❑  More often than not, although occasionally I will handle problems my 

own way without seeking associates’ ideas.
❑  Occasionally, although more often than not I will handle problems my 

own way without seeking associates’ ideas.
❑  Almost never.
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Intentional Delegation
Underlying Reasons for Not Delegating
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• It takes too long to explain. I can do it faster myself.

I’m comfortable doing the job I’ve been doing. If I give that up, I have to 
concentrate on responsibilities that I’m not comfortable with and don’t like as 
well.

• The team members I work with lack experience.

What if a team member messes up the task? I’m still accountable!

• If you want it done right, do it yourself. 

I’m the engagement lead. I’m supposed to have full control over 
everything!

• I’m the only one who knows what the boss/client wants.

If someone else can do my job, maybe I won’t be needed anymore!

How do these statements resonate with you? 

What do you think is really going on here?



Activity 3: Reasons for Not Delegating

Steps:
In table teams, discuss the following:
• What excuses do you make to avoid delegation?
• Why do you think you make these excuses? What are you afraid of?
• Think of recent mistakes that you or a team member made and write 

down one positive thing that came out of the experience.

10

Intentional Delegation

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

____________________________________________________________________________________

TIME: 
5 minutes



Intentional Delegation
Activity 3: Reasons for Not Delegating—Debrief
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Intentional Delegation
Empowerment and Trust
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“When you give problems to 
subordinates to solve themselves, you 
have to be sure that they have both the 
desire and the ability to do so. 

Empowerment means you have to 
develop people, but perhaps the most 
important lesson about empowerment is 
that effective delegation depends on a 
trusting relationship between a manager 
and his/her subordinate.”
- Stephen R. Covey

If you repeatedly get involved in the task or you micromanage, what 
message are you sending? 



Activity 4: What to Delegate/Not Delegate Checklist

Individually, review each task in the checklist and place a checkmark 
beside those items that you WOULD delegate.

❑  Your core responsibilities.
❑  All or part of a task that someone can do more efficiently than you.
❑  A task someone else can do at less cost than you.
❑  Tasks specifically delegated to you by your boss.
❑  Personnel issues.
❑  Tasks or activities with poorly defined objectives.
❑  All or part of a task that presents an opportunity to teach an associate a new skill.
❑  Tasks with clearly defined procedures and end results.
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To Delegate… or Not

What questions or comments do you have regarding what to delegate and 
not to delegate? 

Are there any of these you would disagree with? Why?
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Delegate

• Tasks in which someone else has 
more experience or expertise than 
you do

• All or part of a task that presents 
an opportunity to coach a team 
member to develop his/her skills

• All or part of a task someone can 
do more efficiently than you can

• Work that someone who has more 
availability can do

• Tasks someone else can do at less 
cost than you

• Tasks with clearly defined 
procedures and end results 

Do Not Delegate

• Your core responsibilities

• Things specifically delegated to 
you by your manager/partner.

• Work the delegate lacks the 
experience/expertise/professional 
judgment needed to complete

• An emergency or short-term task 
where there is not time to explain 
it fully

• Personnel issues/tasks

• Activities with poorly defined 
objectives

• Personal tasks
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The Four-Step Delegation Model

The Four-Step Delegation Model is a simple graphic illustration of 
delegation steps. Its purpose is to provide you with the basic steps you 
should take when delegating work. It is important to practice these steps 
using your own words until the process becomes comfortable. 
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S T E P  1

Communicate 
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and Completely

S T E P  2

Review Final 
Results, Provide 
Feedback, 
Recognize 
Achievement

S T E P  4

Monitor 
Progress

S T E P  3

Case Study Application of
Steps 1 and 2



Step 1: Determine What, Who, How

Delegation Sustainability Assessment Criteria:
• Organizational Level
• Strengths and Skills
• Development Potential
• Current Workload
• Reliability
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W h a t ?

W h o ?

H o w ?



Step 2: Communicate Clearly and Completely

There are three phases to communicating clearly and completely:
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• Describe the task 
assigned and the big 
picture. 

• Identify expected 
outcomes and 
deadline(s) .

• Explain why the task 
is important .

• Describe the task 
assigned and the big 
picture . 

• Identify expected 
outcomes and 
deadline(s) .

• Explain why the task 
is important .

Set the Context Establish Roles
And Accountability

• Check for 
understanding . 

• Convey confidence in 
the team member’s 
abilities .

Express Support 



Activity 5: Workplace Application

Steps:
1. Individually read the scenario. (Refer to the next page.)
2. Work in teams to answer delegating Step 1: Who, What, and How.

I. What roles/responsibilities will you assign to the current team? 
Why?

II. Which additional team member(s) will you request? Why?  
3. If time permits, answer the questions to delegating Step 2: 

Communicate Clearly and Completely.
4. Save time to discuss the final question. 
5. Be prepared to share your responses with the full group.
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Intentional Delegation
Activity 5: Workplace Application—Debrief

19

Scenario
John, a Technical Operations Leader, has been attending the same aircraft 
manufacturer’s technical seminars each year for several years. After the 
seminar, he is supposed to create a report listing the changes and their 
impact. The report is critical for making informed decisions for the next 
financial year. Also, John has been assigned an urgent safety-related 
project that has to go online by the end of this week. However, John is 
also aware that his post-seminar report is important for financial 
decisions. He’s in a real fix. He needs to plan the project execution and 
must decide whether to attend the seminar too. 

Your Challenge
You, the Delta leader on this engagement, must delegate effectively to 
successfully complete this assignment within one week, while at the 
same time balance the risks to Delta, TechOps, Safety, and Reliability.
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Four-Step Delegation Process 

The next step in the Four-Step Delegation Process is Monitor Progress.
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Step 3: Monitor Progress

• Monitoring progress helps you maintain ultimate control of the project 
by observing progress and having input along the way. 

• Since you, as a delegator, retain ultimate responsibility for the task, 
you will want to make sure the team member stays on track. This 
allows you the opportunity to observe progress and make any 
corrections or direction changes, as needed.
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• Collaborate to establish checkpoints, 
deadlines, and ways to monitor progress. 

• Stay in contact with the team member. 
Observe the agreed-upon checkpoints.



Activity 6: Monitor Progress

Steps:
Use the task you chose in Activity 4 to complete the following:

• Identify the task’s purpose/context and its completion date.
• Identify milestones for the task.
• Define responsibility and authority levels for your task.
• Identify when to report back and other checkpoints.
• Identify what support and resources the person needs to do 

the task.
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Intentional Delegation
Activity 6: Monitor Progress—Debrief
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Share your responses with the group.
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Intentional Delegation
Don’t Hover
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• This is a common mistake when learning to delegate effectively.
• Understand the difference between dumping and micromanaging.
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Remember, 
delegating means 

letting go.



Intentional Delegation
Step 4: Review Final Results
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Once the task is completed, it 
is your responsibility to:
• Provide fair and balanced 

feedback.
• Recognize achievements.
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Your effectiveness as a coach in large part depends on how well you 
understand the communication dynamics underlying coaching and how 
successful you are at building and maintaining rapport. The following 
skills will help you prepare for and respond to the communication 
dynamics:

• Active Listening – Listen to what the other person is saying and how 

they’re saying it. Demonstrate respect and interest through your body 

position, facial expression, and tone of voice. Paraphrase what they 

say to demonstrate and confirm understanding.

• Questioning – Ask open-ended questions to obtain information. Ask 

closed-ended questions to confirm understanding. Invite self-

appraisal by encouraging the individual to evaluate their own 

performance/behavior/actions and their effect on the situation.

• Observing – Notice their body language (e.g., withdrawn or engaged), 

tone of voice (e.g., nervous, calm, agitated, happy, or excited), and 

behavior.

• Providing Feedback – Give feedback to the individual in the manner 

and frequency that they need and want it.

• Reinforcing/Encouraging – Praise improvement and provide ongoing 

encouragement.

Intentional Delegation
Five Essential Skills for Coaching



Intentional Delegation
Activity 7: Active Listening
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Steps:

1. Partner A answers the questions below to Partner B. Partner B listens 

and paraphrases what Partner A has said. 

2. Partner A fixes any deviations from what Partner B has said. Note the 

total number of deviations.

3. Switch roles. Partner B answers the same questions while Partner A 

listens carefully and paraphrases what Partner B has said. 

4. Partner B fixes any deviations from what Partner A has said. Note the 

total number of deviations.

Questions to ask direct reports:

1. How do you work best?

2. What do you find challenging about my management style?

3. How do you like to receive feedback (frequency, setting, method)?

4. What can I do to make your job easier?

TIME: 
5 minutes



Intentional Delegation
Skill 2: Questioning
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Types of questions:

• Open – How, What, Who, Describe to me

• Closed – Answered with a simple “yes” or “no”

• Probing – “Tell me more,” “Give me an Example,” or repeat the last 

word (echo): “He shouted?”

• Tests for Reaction/Understanding – “How does that sound?” “Does 

this make sense?”

• Opinion Seeking – “How should we proceed?” “What do you think 

happened?”

Questioning tips:

• Have one point per question.

• State questions simply and (wherever possible) one at a time.

• Adapt to the communication preferences of the person.

• Give the person time. Silence is okay.

• Minimize the use of “why” questions—these can provoke 

defensiveness.

• Be aware of your tone when asking questions. Your questioning tone 

can contribute to a speaker’s defensiveness. A disbelieving tone can 

provoke defensiveness.

• Demonstrate active listening skills while the speaker is responding to 

your question.



Intentional Delegation
Activity 8: Questioning
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Steps:

1. Read the case study below.

2. Working in pairs, write three questions that the coach should ask.

3. For each question, identify what type of question it is. 

Case Study:

Angela is a project manager for a training organization and seems to be 

doing well with most of her clients. However, there is a key relationship 

with a large, demanding client named Hovath that seems rocky. 

Hovath has a whole team dedicated to the project they are working on 

with Angela, and the lead at their end seems somewhat disorganized. On 

top of that, one of the key pieces of training content for Hovath keeps 

changing. 

Angela’s manager, Jill, has been getting feedback that the client is 

concerned about meeting timelines. Angela, who is usually upbeat and 

expressive, seems annoyed every time she talks about Hovath. Jill wants 

to fix this. She wants to understand why the client is not happy and 

rectify the situation, so Angela is more in control. She needs to prepare 

for her conversation with Angela to ensure that Angela feels supported, 

not scolded. Write the questions Jill should ask Angela.

TIME: 
10 minutes
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