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Empower Team Players with Delegation

By Paul J. Meyer powering people requires you as a leader to become teache|
Empowerment is the force that makes teamwockach, colleague, and mentor, not just boss. Followers|anc
effective. An empowered team is significantly more prpeers in some cases even exceed your abilities, ideas| an
ductive than a group of individuals working under strieipectations. Consider such a result as evidence of you
guidelines. As the people in your wor personal success as a leader.
group become aware that you are wil Empowerment and delegation in
ing to empower them, they are mor volve inherent risk. Learn to take af
committed to the tasks you delegate propriate risks when the promised pro-
Effective delegation is a people de ductivity payoff justifies it. When you
velopment and time management tog delegate, remember that you are siill
for maximum benefits, match activi- accountable for results. You are respop-
ties with the appropriate people ad sible to upper management and to the
cording to the needs of the group an organization as a whole for achievin

the skills and abilities of individual “| results. You cannot excuse mistakes py
team members. Delegation, properl - - | saying, “I delegated that to someorje
carried out, develops employees int _';" y ~ [ else.” Occasionally, you may need

team players. When employees a
empowered, accountability and re
sponsibility rise to a higher level.

Empowering team memberg
through delegation involves transfer
ring not only the responsibility for
performing tasks, but also the autho

ity, resources, rewards, and Levels of Delegation
knowledge necessary to

oerform them. In some situ- ~ “Empowering team members through Monitor delegation regu-

; > . : larly and measure the
ations, standardization and delegation involves transferring not only proélress of the work grour
inflexibility are essential.

However, in giving assign- the responsibility for performing tasks, but to keep it on track, to stay ir
ments, recognize when &lSO the authority, resources, rewards, andtouch, and to avoid wasted

S » time and effort. To reap the
teamwork and flexibility are ~ knowledge necessary to perform them. : .
the better approach. Em- benefits of delegation ang

— continued on page 2 —

take responsibility for mistakes mad
by those who report to you. But overall,
you can confidently accept the risks of
delegation when you choose your em-
ployees well, train them carefully, and
prepare them adequately for accepti
appropriate responsibility.
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— continued from page 1 -

also avoid the pitfalls, define the following degrees of ) o
freedom according to the situation: « Act and report rou-"Two new driving forces
tinely « Act and reportimmediately « Seek approval, then acin pusiness, increased

* Wait until told. diversity and high-speed

Communication and Delegation change, magnify the need
Successful delegation requires planning, careful intro- or empowerment

duction and training, commitment of all team members, an : :
effective follow-up. Effective delegation always involves EMPOWering people is
adequate communication. People accept responsibility andow indispensable for
act when th%/ know whﬁ\t you expect. Talk infom;)allly with affective personal productivity and
a person before actually turning over responsibility. You . i

might say, “I'm considering handling some procedures in amaximum team success.
different manner in order to reach long-range departmental — Paul J. Meyer
goals. I'd like your reaction regarding who could best

handle this, perhaps even you.” This nonthreatening ap-

proach allows the person to express fears or enthusiasm

about the idea of accepting delegated responsibility.
also receive their insight and ideas about how to address
project most efficiently.

something like this: “I'd like you to handle this portion o

the work. Of course, I'll work with you until the whol
process goes smoothly.” The groundwork is laid for you
move gradually out of the picture. As the worker develg
confidence and efficiency, move further aside by setti
specific checkpoints for the employee to report on resu
Provide assurance that you are available for questi
whenever needed. Gradually move to more informal suy
vision by telling the worker to let you know whenever soné
problem arises. Moving up to a higher level of delegati
provides more time for you and empowers the team men
for increased productivity.

“Gradually turn over the responsibility. actions. If an error is made, use it as an opportunity| for

Moving up to a higher level of delegation private coaching. Along with authority goes accountabil

ity,

and the one to whom you delegate authority must| be

provides more time for you and empowers thgccountable to you for results. But since you are

still

team member for increased productivity.”  accountable to the organization as a whole, you will want to
be sure that you give adequate training and support.

Delegate increasing authority and responsibility levels,
Any time you delegate a responsibility, also delegateu achieve the productivity benefits of empowerment

and

appropriate authority to act. In addition to communicating In many ways, empowerment embodies principles effec-

with the individual who will be assuming the duty antive managers and leaders have practiced for years.
authority, announce the change to others who are affected driving forces in business, increased diversity

T
And

that the function has been delegated and that you expégh-speed change, magnify the need for empowerment
appropriate cooperation and collaboration. When you dempowering people is now indispensable for effectve

egate responsibility to employees, you must back thearsonal productivity and maximum team success.
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Empowered

Environment NEXt'Level G rOWth

Here are several actions you
can use regularly to set the stage ™
for an empowered delegation
environment:

« Think and talk in terms of

“we,” not just “me.”

» Recognize that mistakes are

There is a basic, initial question that | always ask leaders
about their organizations; “What do you want to accompljsh
@l with this organization within the next five to ten yearsp”
B In most of the cases, | get the same answer; “| want to fake
this company to the next level!” However, when | ask leaders
part of the learning process. to explain how they plan to do that, I find a lot of confusipn
« Replace the word “failure” about the requirements and dynamics of next-level growth.
with other words in your vo- David Byrd Next-level growth requires more than working harder,
cabulary like learning expe- President, LM| doing more, cutting expenses, or increasing sales. Next-lgvel
rience or test. growth requires that an organization actually transforms
« Knowyour personal strengths itself to a higher level of performance which would have been impossible prior tp th
and limits. transformation. The following is an outline of the dynamics of next level growth:
. Set healthy boundaries for _ Every organization in the world has two things in common Presentand a
your personal time and in- Future. Everything in between is defined &ocess Every organization has g

sonal goals. determines the quality of therfor- . _
+ Rotate leadership responsibil- Manceof the organization, and in turn, “Next-level growth requires
ity when appropriate. the quality of thePerformanceof the  that an organization actually

« Include all contributors’ Organization determines the quality of 1.5 .sform itself to a higher
names on reports, memos, andhe Future of the organization. When

e leaders decide to take-it-to-the-next- 1€Vel Of performance which
» Constantly communicate and '€vel, they must begin witRrocess would have been impossible
repeat your reason for work-  There have been many attempts by prior to the transformation.”
ing together. various disciplines to create transfor-
» Be available for others; at the mation through process, MBO, 1SO, _
same time, encourage re- 1QM just to name a few. These attempts have resulted in better process but r
sourcefulness and creativity. fransformation. The basic reason for this failure is because all these discipline
Effective delegation gives the €liminate the transformation factor People
message: “Do whatever it The common denominator of every organization in the world is people. Every da
takes; you have the talent?” People show up for work and bring with them their own unique personalities, valu
systems, and behaviors. The only proven discipline of next-level growth is Leadersh
Development at every level of the organization, from the CEO to the receptionis
When people choose to change, organizations can then transform themselvges i
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Sharing Power with Team Members

The best use of authority and power is to use themstdjects that affect the general work situation. Share spme
motivate team members and help them grow. Your authonfyyour plans and goals; help them understand how these
gives you the right to work with people in ways that wioals will be good for the entire team. When the time comes
enhance their contribution to the organization as a whate,present some new goal to all team members, these
while your power enlists their cooperation. As you heipformal leaders will support you, and their support makes
team members identify their own personal goals, you ¢aeasy to persuade team members to follow your lead
demonstrate to them that increasing their productivity will On the other hand, the influence of informal group
enable them to move closer to their personal objectivedeaders can be both negative and destructive. Try to disgove

Authority and power work best when you establishtlae reason for their dissatisfaction and hostility. Maybe they
personal relationship with team members. A personal redae underemployed or in the wrong job; perhaps they [feel
tionship allows you to know and understand team membeat their achievements have been overlooked or impfop-
goals and interests, abilities, and dreams. You can nearty rewarded. If, through motivation, training, or coaching,
order people to grow, to become more productive, oryimu can salvage these leaders, they will add to the effective
change attitudes — and some people have no interesteiss of your department. Your interest in them and willing-
improving themselves. Your author- _ ness to help them may combine o
ity, however, gives you the right t f make them your loyal supporters
discuss these issues with them. . and their influence can become|a

The dynamic qualities you de positive force among your team. If,
velop through the judicious use ¢ however, you cannot effect an
authority and power attracts the ii change in the attitudes of sugh
terest of your team members; the people, you may simply have t
listen to what you suggest and fq dismiss them before they make fur-
low your leadership. The ultimat ther negative inroads on genergl
goal of sharing power with tean morale. When it becomes neces-
members is to move toward empoy sary to use your authority, you must
erment — that is, delegating powg do it fairly and firmly.
and authority to team members. Certainly, autocratic leadershi

Team members are influence gets things done more quickly,
not only by your authority and powe largely because it allows neithar
but also by the informal power exer- time nor opportunity for discus
cised by individuals in the organization who might be calletn. But because dictatorial leadership styles do nothirg tc
“informal leaders.” Sometimes these leaders command ¢mbance the power of the leader or develop the potential o
respect of co-workers by virtue of seniority; sometimes tthe team member, they are best used in situations wher
recognized superiority of their personal productivity adther techniques have failed to produce results. And, al
tracts others to them. Alternatively, it may be a magnet@rious times, further compromise is impossible. If these
personality that serves to single out a group leader. Knoownditions exist, effective leaders who have developed
who the informal group leaders are in your part of thppropriate use of authority and power should have little
organization. Analyze their talents and the qualities tithfficulty in “pushing the envelope” in order to obtai
have propelled them to the forefront. Build a positiveeeded compliance with directives.
relationship with them, based on confidence in their ability Once you establish a relationship of trust with your tegam
and the development of mutual respect. They will help yomembers, you enjoy the increased power of their respect -
manage the department smoothly and efficiently. not merely an increased measure of respect, but increfase

Informal group leaders are often excellent prospects pawer as well. When you help team members to grow gno
future advancement. Delegate additional responsibilityitoprove, and when you show interest in their achievements
them, train them, and reward their success. When you gaar enhanced authority and power give you the ability to
delegate the power and authority to them to do your job, yauild a team spirit that carries your part of the organization
are available for promotion. Some informal leaders are woer, around, or through all sorts of obstacles. Every mem:-
interested in organizational advancement; they can be Umg-of the team is eager to participate and enjoys contr{but
ful right where they are. Ask for their opinions aboumg to the achievement of the work group’s goals.

(&)
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Instilling a System of Accountability

Definite, clearly communicated expectations form the a prescribed period of time

basis of accountability. Employees should be educateda yequest to correct the problem written to the emplo
about company policies and expected to honor themang placed in the personnel file

The first step in educating employees is to provide o ,
written employee manual. If your organization does ng?A transfer’ {0 a position more commensurate with
I;amployees demonstrated ability and attitude

have one, consider producing one in your department o _
division. Address the problems you encounter most oftehA Poor performance rating
Make the policies clear and concise. Use plain language\ passover for a raise or promotion, or a denial of spe
to state requirements and corresponding consequencesivileges

for infractions. . . [1 Suspension from work without pay in order to consi
As you plan policy, discuss the provisions with the {pe employee’s position and commitment

person you report to and with the personnel departmiﬁ't"rermination of emplovment
discuss them with group leaders in your work force or, ploy

if yours is a small work group, with all your team members Enforce expectations consistently. The certainty
at a group meeting. Consider incorpo- consequences Is more import
rating their suggestions. When you than the severity. It is obviously tru
have drafted the policy, ask the perso that people are not equal in g
you report to for additional suggestion respects and that you cannot alwg
for improvement. Distribute the policy treat unequal people equally. B
in its final form to all team members the one case in which you mu
at a group meeting; explain it ang: always treat everyone equally is
answer any questions. Even if emplo the enforcing of your organization’
ees are not in total agreement wit expectations. .

the policy, they are more likely to re- Problems and actions taken shot
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spect it if you give them an opportunit
to express themselves and you ans
their questions. ‘
The second step of accountability i
to enforce expectations consistently. |
employees discover that one portion ¢
the company handbook is generally ig
nored, they tend to ignore the rest of (&
as well. Company standards should K

be recorded on the employee’s infd
mation sheet that you keep for yo
own use — not for a permanent pe
sonnel file. Offenses, warnings, ar
corrective actions with the date upon
which they occurred are important
parts of this record. Because disgi-
pline is “training,” consider this shegt
a record of the employee’s training

r
sr-
d

established to meet specific organiza for productivity. This sheet can al

tional goals. Any standard that meets
that test is important enough to be enforced. | ndivia
Procedures for dealing with infractions should Heeated serious disciplinary problems should ever beco
defined and described in the handbook, and employBggnanent record. _
should know, within broad limits, what to expect in case When employees know what is expected of them, h
of a violation. Consequences should correspond to &h@eneral idea of the consequences, and can depend
seriousness of the offense, and may become more sé@isistency in enforcement, they most likely will try to
with repeated offenses. These actions are commortihto established performance and behavior expectat

many organizations:
[1 An informal, private conversation to discuss the infr

tion and make sure the employee understands the expe
tations of your organization

0 A second, more formal interview in which the emplo_ye)@our job is to make sure it happens. That is accountab
is asked for a commitment to correct the problem within

be helpful to you as you prepare for
conducting the individual’'s performance review. Only fe-

e
ave
up
/e
ons
Since people are human, however, a team member|wil
ag_ccasionally fail to meet organizational standards. Your|job
fo check facts and take appropriate action. When tean
embers know they will be held accountable for their
action, and getting the job done, they generally will dq it.
lity.
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Redesign Attitudes with Displacement

While the most common type of affirmation is one The process of displacement may be illustrated with a
borrowed from another source, the most powerful affirmsimple experiment often demonstrated for beginning stu-
tion is one you have composed for yourself and thatdisnts in physics. If you drop stones into a bucketful of water,
specifically tailored to your goals, your plans, and yothey displace an equal volume of water. When the buckgt is
personality. While a borrowed affirmation may be bettBled with stones, very little water is left. It has begn
phrased or more poetic than an affirmation you composedplaced. In similar fashion, a positive thought fed into
yourself, it may lack the element of relevance to your owour subconscious mind by repeating an affirmation i
personal situation. Unless the affirmation relates directlyglaces a negative thought. When you continue to feed
your goals and your personal sense of values, it lacks fositive thoughts into your mind by the repetition |of
power to inspire change in your personality or your lifeaffirmations, you eventually displace practically all nega-

Some people are skeptical. They cannot believe tte¢ thoughts, doubts, fears, and indecision.
anything they say - even The trick to displacing the water in the buckef —
repeatedly — affects what ' or the negative thoughts in your mind —lies in spaced
they think or do, yet such repetition. Just as more and more water is displdced
people may practice nega E
tive affirmation. For ex-
ample, some people say
repeatedly, “l just can'’t
speak before a group.” Thi
IS negative affirmation, and
what is affirmed inevitably
happens. Because the
think failure and live by it,
if they do muster up cour-
age to attempt a speech g
they botch the job. Con-§&= ;
versely, people who say, “I
can speak effectively,” be-
lieve that they can. They

No matter how many negative
thoughts and ideas are stored in
your subconscious mind, you can
displace or eliminate them...

by the continued dropping in of stones, in the sgme
way, more and more negative thoughts and hapits
are displaced by the constant repetition, repetition,
repetition of positive ideas.

Affirmation also works for you in a mannar
similar to the process known in chemistry as osmo-
sis, the flow or absorption of a solution through a
affirm to themselves, “l can semipermeable membrane. Repeated exposufe t
speak before a group be* - ideas results in mental osmosis or absorption of
cause | believe in what | say.” When they believe in therdeas through repeated exposure. It works like this:
selves so firmly that they begin to expect to speak effagt Exposure: ~ “I reject it because it conflicts with my
tively, they do. Of course, just saying something doesn't preconceived ideas.”
make it so. Affirmation is more sophisticated than that.#]]d Exposure:
works because it sparks action — action that makes the P '
expectation come alive.

Affirmation works according to the law of displacemen
No matter how many negative thoughts and ideas are stored

“Well, I understand it, but | can’t accept
it "
grd Exposure: “| agree with the idea but have resefva-
' tions about its use.”

in your subconscious mind, you can displace or elimindf® Exposure “You know, that idea expresses exagtly
negative thoughts — at least for the moment — by consciously what I have been thinking.”

feeding your mind a positive thought. That positive thoudth Exposure: “| used that idea today — it's terrific!/

is also stored in your subconscious mind. Many negait§ Exposure:  “l gave that idea to a friend yesterday. In
memory subject to recall. If, however, positive affirm- now belongs to me.”

ations are used with repetition, repetition, repetition, YOU\when you understand the processes of displacement an

soon begin to form new, positive thought habits. The nz& ; , - -
; ' . ntal absorption of ideas, you will trust in the power of
habits turn off old, negative thought patterns and, in effe rmation to work for you.

displace them.
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Examining the Time of an Effective Leader

The time of a leader, productively spent, is a valua
commodity. Initially, the leader is hired for particula
knowledge or expertise in the field — accounting, engine{3s
ing, marketing, etc. However, as the leader moves
in the organization, a larger and larger percentage of ti
must be spent managing rather than pursuing opera
tasks. The Ideal Time Structure chart below suggests
appropriate division of time for those at various levels
the organization.

IDEAL TIME STRUCTURE
Chief
Executive 90% 10%
Officer , :

_ _ available knowledge about how to do it. Increased produc-
Executive Managing tivity in group efforts hinges on improving “how” to do gn
Manager appropriate “what.” Directing people and operations pe-
Middle Operating comes progressively more efficient when you give adequiate
Manager attention to evaluating current proc_edures, planning | for
First Line 30% 20% |mprovement, and communllcatlng with team members.
Sy - Deadlines and other outside pressures often tempt lead

pervisor , -
ers to make shortsighted, snap decisions that may haur

As a lead il fuliud their organizations later. Achieving the highest levels| of
S @ leader earns more responsibility, careful JUAGMEiancy in directing the activity of others, however, in-

must be used regarding hands-on activities and projeffes digging for options and information, not falling fpr
versus those the leader turns over through empowerm@g. trap of using what has always been used or bging
The defgree of r%qll_med control depends on the particWgfissied with partial information. Instead of making a sfap
areia 0 trespc:nsfl :Aty.| der's time | st decision, make a temporary one. Then follow up with

?vetls ment of te e"é ers ime in mang.k'nihancestfﬁ)rough planning and full communication to reach a fipal
pe{_ ectly apprtopﬂa €an : e‘t’ler]l necet?]saéy_/l. IKE ? CONGEision for future action in similar cases. This satisfies|the
entious parent who constantly faces the dliemma of ENCQiia for immediate action and leadership direction and alsc
aging children to take initia- preserves the opportunity tp

tive, while still providing ap- ! :
' “A; : - implement the best solution
propriate safety guards, the “Directing people and operations becomes when more time is availabld.

effective team leader faces progressively more efficient when you give This is especially important

the need to balance manag- - - ! :
. . when the issue involves ny-
ing and operating. The two adequate attention to evaluating current

- _procedures, planning for improvement, and Merous people or complex s
extremes, excessive empow-P P g P sues. Productive decisio

erment and crippling con- communicating with team members.” making requires evaluation ¢
trol, can be avoided by ap the broad picture.

plying sensitivity and bal- : ) ]
ance — often a tricky task. Recognize the requirement toThe next time you face planning a complex actity

free adequate time for managing high payoff activities, >?qdertlme pressure, try this strategy. Commit yourself tp an

—

never completely lose touch with operational activitie ermediae plan and communicate to others that yoy are

; . . _Seeking a more comprehensive long-term solution. Seel
Direct involvement and support from leaders communic g P g

: . I ut from others. You will be amazed at the momentum you
to team members that their work is valued and S|gn|f|c%J . o
to the overall organization. nerate, and the satisfactory results you achieve in theflon

o - : un. You also refine your skill at balancing your time
Directing the activity of a group of people mvolveEi , :
choosing what to do, then planning and using all t Stween managing and operating.
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Bridging the Gap Between Potential
and Performance

Since 1966, Leadership Management Institute
has been bridging the gap between potential
and performance by helping organizations
and individuals evaluate their strengths

and opportunities through implemen-

tation of the unique and proven

LMI Process.

The LMI Process..

pWARENES

o Develops leaders who, in turn,
empower their people to use their

O

<

Iy =

untapped talents and abilities. =
o

o lIdentifies key areas the organiza-
tion should focus on in order
to reach the next level of success.

¢ Gives direction to an effective solu-
tion and delivers measurable results.

o Practices a 93 percent effective

leadership model. I

The LMI Processis designed around a Strategic
Development model with four vital components:

o Awareness » Development P

. /1T
o Planning o Results Management. lll i
LMI” tools and processes have been making a difference in organizatic e
and individuals for 40 years in more than 60 countries. LEADERSHIP MANAGEMENT .NST.TUTETM
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