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Delegation is a critical competence for leaders. We move our agendas along, and get most things done, by working with or through others. We depend on them to provide us critical information and complete tasks.

Ask yourself: How often do I just do it myself because "it will be faster than teaching someone else to do it"? When I do delegate, how often do my requests get fulfilled... How often do I get back what I've requested on time... How often does it meet the quality standards required? To be effective in getting what we want, we need to master the art of delegation.

What can help you get desired results when delegating?

* First, remember that delegation is not just about you getting more work done. It's about developing the talents of your team. People managers at all levels, particularly when new to a more senior role, are often tempted to continue the doing at the expense of leading. This leads to overwork and lack of time to focus on strategically important activities. It also prevents his team members from developing essential talents.

* Second, don't see delegation as an all-or-nothing choice. As you look at each item on your list of things to be done, ask yourself... "Is this something someone else could do with some coaching or training?" "Could someone do part of this?" Remember, your role as a leader is to develop and support your people. You can do this by either partially or fully delegating it.

* Third- FRAME each delegation request clearly and explicitly. A clear request must contain three elements. To illustrate them, let's assume Mary stands up in her staff meeting and tells the 2 financial analysts present (Bob and Jill) that she needs a detailed accounting of expenses for the department on her desk ASAP. Sounds clear? Let's see.

Who? - To whom is Mary directing the request? Who is supposed to do it? Be explicit about who you are directing the request to ("Bob, I need this report from you"), and whether that person is expected to complete the task or activity himself, or may delegate all or part of it.

What? - What must be done to fulfill the request? This is referred to as conditions of satisfaction. What does "good" look like to Mary? How detailed is detailed enough? Making these conditions clear and unambiguous are essential if she is to get back what she needs.

When? - Staying with our example, Mary is sitting at her desk at 5pm and there's still no report. She's fuming. Bob has let her down. He's lazy. He's not focused. Lots of these negative thoughts come up, as she remains perplexed as to why her request was not fulfilled: "How could Bob not get it... everyone knows ASAP means today!" Now put yourself in Bob's shoes. With a pile of important and pressing work on his desk, he was planning to complete the report tomorrow. Tomorrow is ASAP for him. Mary could have avoided this dilemma by simply making it clear that she needed the report by 5pm.

* Finally, when you do delegate, keep in mind the S.E.T. rule:

* Set clear expectations up-front, as we discussed above * Empower the person to succeed. Ask how comfortable the person is with the assignment, and what help they need. Then provide the help and let them get moving. * Track progress through pre-set check-ins to learn how it is coming along. This helps ensure you're giving the feedback needed to deliver what you want, and providing you with assurance that it will be delivered to quality and time requirements.

This S.E.T. process can be thought of as a revolving process. Each time you track progress via a check-in, you're clarifying expectations, providing guidance, and then sending the person back to continue working. If the person is new to the task or the team, this cycle will repeat frequently, perhaps daily. As you and she become more experienced and confident, the cycle time spreads out.

Follow these steps and you will soon see the results: A more engaged and capable team getting more work done, and more time for you to focus on what really matters!

