hairbizcoach report:delegation july=2005

EFFECTIVE-DELEGATION

WhyrtdstDelegationdmportant?
DelegationdsmantessentialskilltbecausedntanyomanagerialTroleowerthopettorachievemmorethanowe

canmccomplishonourown. Settingdtaupgproperlyrandimakingdtoworkseemssomehowttotbe
difficultforomanyomanagers.tThisreportdemystifiestthesolution.

Wemaccomplishamostowhenoweddelegate Wedfreewpdtime

Thisds leverage Manympeoplerefusetodelegate

2ord3oramorepeople Theyfeel
doingswhatoyouswouldmo mittakestooomuchdtimemandeffort
allmatonce mtheycoulddorthegjobbetterdthemselves

Transferringresponsibilitydsmaskillthatzcanhedearnt

_ SPENDAALITTLESTIMExdelegatingreffectivelyal OcGAINGADLOTOFdTIME

Astatmanagerorowneryoumeedotoowork ontyourtbusinessmot intyourtbusiness.Delegationdsta
markerofgpersonalimanagerialskill.

Produceroromanager?

Learnttodistinguishttheproducerdfromtheomanager.
Aproducermdoestwhatottakesttordothegob.

” Therommisxchefrcooksdunch

¢ Asecretaryttypestupdetters

. Adoctorttreatsdllpatients

Subject:elegation 1



hairbizcoach report:delegation july=2005

Admanagerdsmmpersontwhosetstupsystems/processestandoworkstthroughtothergpeopletto
producetthetbusinessoutput.

" AsecretaryawhossupervisestothersecretariestandofficegpersonneldsmantOfficesManager.
’ AchefowhoorunsrarbrigadensmadeaderomaChef.
" A-doctorswhoarunstachospitaldsmacClinicalDirector.

Amproducerdnvestsmonethourofreffortrandgproducesonetunitoforesults,mssumingmodossof
efficiency.

Ammanagerdnvestsonethourofefforttandgproducestenorfiftycormchundredwunitscthrough
effectivedelegation.
Thetwotypesofrdelegation

Theawotypesofrdelegationtare gofer and stewardship.tThese correspondafooudiketocthetwo
opposingdeadershipstyles:marommandmandcontrolstyleversustaoachingdeadershiprapproach.

Goforcthis,
Godfortthat,
Docthis,dotthat,mndtellomeowhendt'scdone.

Peoplemmovingofromthbeingtagproduceransomeonetelse’stbusinessttotbeingradmanagerorownerof
atbusinessoftenmetstuckangproduceromould. Foreexamplecthemmechanicowhotbuysthistown
garage,thethairdresserswhompensthisfirstsalonfeelsthattheydknowchowttododt. oThesolution
ismotgjusttotellsomeonerelsedtomdontmasyounwoulddemoferdelegation.

Thexriticalstepdsdearningthowtosetrupadfullmdelegationsothat anotherpersondsccommitted
tomachievingthemecessarymualityroutcomemndwillrensurettheymetthegobmone.oThisds
stewardship.
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Stewardship De%endsrtr)nr?/ourtsteward s
delegation wetfrawareness
aresponsibility
mimaginationt&conscience
Dependsonoyour
mupfronttexplanation
Settingrupstewardship

ThedssuerofstewardshipastcoveredanthemBibletbytheParableofthedlalents.dowon’trepeattthe
storytbutthembottomdinedsthatdeftonchargeofthestoredtworoutofthreeservantstmaderthe
bossssomemprofitawhilecheowastaway. fHowevertheservantowhogjustmaverthetbossthackrhis
originaldnvestmentowastthoroughlyshafteddythetbossonthisoreturn!

Thesstriking=featurefthestoryqwhichmalwaystupsetmmerhearingttrasmacchild)swasthowmunfairat
allowas.dTheservantstdidmotmgetranytupofrontmuidancetaboutttherboss’scexpectations. Reflecting
ondtmow,mythoughtastthatofcthetbossthadsetottupmproperly allchisservantsowouldrhaverdone
whattheowanted!

StephentCoveyrhasmdescribedthowtosetmuptthistypemofrdelegation. tHedistsfivezcomponents

Outline
K desired results

Set up
performance standards

Provide
Simple guidelines

What are the consequences
(rewards etc)?

Identify
available resources
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Letusdookmtthissnomoredetail.

Whenyoudefinethemesiredresultsttalkspecificallyrabout whatmeedsttotberaccomplished.oralk
intermstof what andanctermsoof results.®Domottalkmabout howrortthe methodsyouowantmused.
Paintmmpicturemfchowtthingsowilltberandsay whengouowantthegjobocompleted.

Askthestewarddtottalkatmallsbacktoyou.dtasamportantthatyoumetthematosaythowthey see
it,owhattheyowill feel aboutdtmandchowttheyowant@to heargpeoplettalkmboutdt.Usingmallzthese
sensoryfeaturesqfeelretc)fixesthemoalanttheirthead.

Thestewardmdoestthegobthowtheyowantbutowithinoyourmguidelines. oY ourmuidelinesshouldhe
verysimplemandroad.dYoummustmottalkandetailmaboutimethodsqthatdsmoferdelegation).
Whenyoumresettingtheperformancestandardsyoucantespecificcaboutthemrequired
behaviourssuchmasttidyingupmassyoumo, usingssommuchofraspecificproduct, beingcheerfulowith
thecustomersmandsoon.

Sodomotrttellthemmexactlythowttomdorthingstbutmobelearmboutmanymbsoluteaestrictions.gYou
domivecthemmmustmdo’ssandmmustmotmdo’s. cCoveythasmamicemwayofputtingzthisgpparticulargpoint.

Ifyouknowttheffailuregpathstoftthegjob,qdentifycthem.

Bethonestomandopenntelloatpersonowherettheoquicksandroiscandowhereotheowildoanimals
are.oYouodon'tohaventooreinventotheowheeloeveryoday.olLetopeoplenlearnofromoyour
mistakestorotheomistakestoftothers.oPointtouttthempotentialcfailuredpaths,»whatmototo
do,butdon'ttellathemowhatotodo.

Keepttheoresponsibilitygfororesultsowithothem.
Theyshouldddowhateverdsmecessarywithinthemuidelines.

Yousshouldclarifyowhat resourcesohuman,financial,technicaltorrorganizational)raretavailable
tothelpthemmachievettheresultsoyoumeed.

Theymeedtotknowowhenmandthowtyouwill evaluatettheoresultstandowhatowillchappen,decthe
consequences afterctherevaluation.fTheconsequencestwouldtusuallytberarcarrotmotrasstick.dn
otherowordsttheremmaytbefinancialrewards, publiccacknowledgement,fandmewmroles.dfratmall
possiblettiettherdelegatedprojectantothetknownrorganizationalmoalstandwvalues.

Managingtthemprocess

Ifoweowantreallymreatoresultsswemmustraddmasixthrelemento tMANAGE=theprocess. dWethaveset
uptthestewardshiptutwesshouldcheckthowdtosmgoingrandofinectunetheperformance. o his
meansoreviewtthemresults, reflectrontthegprocesstandcoachontthemjob.

Whenoachingsomeone,thesamemrestrictionmappliestasswhenyoussettthegjobrup . 8Yousshould
not tellcthendndividualthowttomdortheqjobrbetter. oThemprocessrofrcoachingtmeanstyourfirstget
theirmmwarenesstthattheymeedrtordobetter.oThentthemanswerstandsolutionsccomefromethe
persontwhoyourareccoaching.
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Themonversationomightmodiketthis.

You

Sally

You

Sally

You

Sally

You

Sally

You

Sally

You

Sottellmme,Sally.tHowrdidyourfeelmaboutrtthen... ?q thearesults)

Ithinkdtowentprettywell

OKdet’squstcheckowhatowesetrupqIraskedoyourton... ). dscthatTright?

Sallymods.Welldidyouractuallyrachievetthat?qraisingraweareness)

Wellmo...motmexactly....

Icknowyourtriedaeallythardqencouragement). Butdmdomeedrttorhaverthingstup
tostandard.$othaveyoumanythoughtsthowsyoucoulddothingsdifferentlyso
wemgetiupttoscratch?

WellddidthinkzthatafddidotatheotherawayTround. dfdddidthexxxfirstrand
theyyymsecond, thingsowould@orbetter.

Thatsoundsdikeragoodadea.Canoweragreenyouwillrdontothatowaymexttime?
(Sallyragrees)
Okdet’sgustcheckthemprocessstandard.dmoticedthatowhenoyoumweremoing
thecustomeryouseemedtotbeverybusyTushingraroundrandoweremotrtalking
tocthem.

Well...yes...Ididn’ tthavereverythingtothandyouseerandatowasn’ tveryfamiliar
withotheprocess.

Howmanyouchangerthingsttomdothistbetter?sAnyadeas?

Welldfddaiddtmallupfirsttbeforetherustomercamedn...sthatowouldchelp.
(atzthispointarestrainyourselfgfromsscreaming!)
Andperhapsafdtriedatoutmacoupleoftimestonssomebodyrheretbeforeddo
themextcustomerdowouldhemabitslicker.

Soundsmreata..whenmexactlywilloyourdothat?
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Sotthemrmanagementprocessdooksdikerthis.

review results

coach on the job reflect on process

Thistmaysoundaatherdongowindedafoyourtusualomanagementstyledsccommandmandmcontrol
(sometimesccalledtellingmandsshouting!).oThetbenefitdscthercommitmentmandaresponsibilityfor
selfamprovementrthatyougenerate.

Acknowledgement
Thewconceptstand®termsofgoferrandsstewardshiprdelegationccomesgfromsStephentCovey’stbookcThesseven
HabitstofcSuccessful®People.
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