
FRAMEWORK 
FOR EFFECTIVE DELEGATION



Summary
There is a difference between assigning tasks to someone as part
of their role and delegating
Assigning tasks as part of a role is simply that
Delegating is assigning only some tasks as part of a bigger
project you are part of - both you as the assigner and the
assignee are working towards completing this project and
reaching an objective. You are not giving the entire project to
someone - that is not delegating; that is relegating responsibility
To make delegating effective, it is key that you give some
decision-making power to the person you are delegating to and
that they have some level of autonomy in how they are going to
execute the tasks to complete the project with you
You are still responsible for monitoring progress and ensuring the
project and/or objectives are reached - so trusting this person
helps
You are still responsible for this person’s activities and decisions,
even though you’ve given them some decision-making autonomy

 
 



Temporary vs Permanent Delegation
Temporary delegation is most common and it occurs when your
subordinate needs to step in temporarily if you are away or their
skills are needed temporarily
They still have some decision-making autonomy but you as the
boss remain with authority, meaning you are responsible for the
consequences of their actions, not them
With permanent delegation, the person you assign tasks to is
responsible for them long-term. They take both decision-making
autonomy and responsibility for the consequences of how they
execute the tasks/project

 
 



Delegating Step-by-Step
 
 



1.[DEFINE]  
Define the Tasks

Figure out which tasks you can complete on your own
Then separate the remaining tasks and sort them in the following
way:

Tasks easy to complete by someone else (everyday tasks that
won’t have much impact on your project)
Tasks that require a particular skill
Tasks that can be outsourced to someone outside your
business

Delegate tasks with difficulty as well as some of the rewarding
tasks - there has to be some balance. Otherwise you’ll demotivate
your team and you should give them some tasks they can look
forward to
Do not delegate managerial responsibilities such as conflict
resolution, etc.

 
 



2. [ATTRIBUTE]  
Choose the right person for each task

Based on skills and available time

 
 



3. [QUALIFY]  
Qualify the tasks to ensure they set
certain objectives

Use the SMART method
 
 



Specific
What does it involve and what is the specific outcome?

Measurable
How is it measured to identify when completion is successful?

Ambitious
Why is it important and what happens if it's not completed?

Realistic
Is it doable within the defined timeframe, budget, etc.?

Time-bound
What is the timeframe/due date?



4. [ASSIGN]  
Assign tasks you are delegating to
each person

Outline entire project - end goal/outcome you envision, scope,
timeline, budget, potential challenges they may encounter

 
 



 
Project

Summary Task 1 Task 2 Task 3

Description and
Goals

Set up Zapier
Account and
implement 2
automations

with Zapier to
remove manual,
repetitive work

within our Client
Onboarding

Process.

Set up Zapier
account.

Set up
Document

completed >
Send email Zap

to send an
automatic

welcome email
to a new client
via Gmail when

a PandaDoc
document is
completed.

Set up
Document

completed >
Upload file Zap
to automatically
save completed

PandaDoc
documents to
Google Drive.

Deadline
March 15 of this

year
By March 1 By March 10 By March 15

Budget $350 $50 $150 $150



 
Project

Summary Task 1 Task 2 Task 3

Potential team
member

Jessica Smith,
Operations

See description
on previous

page.

See description
on previous

page.

See description
on previous

page.

Skills
Zapier

automations
Zapier

automations
Zapier

automations
Zapier

automations



5. [DECIDE]  
Decide on degrees of autonomy,
decision-making, freedom in
implementation

 
 



Based on hierarchy - more freedom to higher management roles 
Based on skill set - more freedom for highly skilled team members
Based on budget - set a guideline for decision-making and budgetary approvals based
on specific numbers; for example, anything that costs less than $1000, you don’t need
approval from XYZ
Match independence level with level of responsibility 
Explain your choice of delegating to each person based on their skills and experience
Emphasize the importance of the project and the importance of their role and
tasks/contribution to it - this sets the right tone and motivates folks to follow through
more
Get their feedback on having these tasks delegated to them and address any points of
concern they may have
Tell entire team about delegating specific tasks to specific folks and highlight the
importance of the project to everyone with end goal and deadline - this helps everyone
understand the importance of their role in the overall project 



6. [FOLLOW UP]  
Follow up and monitor progress

Set deadlines and regular evaluations to course-correct work, if
needed
Give access to trainings and tools to support implementation
during this period
Have check ins to support and encourage team members rather
than criticize them

 
 



7. [DEBRIEF]  
Post-delegation debrief

Once the project is done and tasks completed, a debrief is a good
way to evaluate what went well and what didn’t and how things
can be improved

 
 



Tips for Effective Delegation
 
 



Don’t dump too many tasks and responsibilities all at once to someone; delegate
gradually especially when they’re new or need to develop more skills/confidence or
earn your trust
If they’re more skilled, you can delegate more but you still have to ensure this is okay
with the person
Start delegating to folks you trust more - otherwise take time to trust someone before
delegating too much to them or work that would have significant impact on your
project; if you delegate to someone you don’t trust, you’d end up micromanaging them
and aggravating the relationship 
Be available to support or answer questions during delegation so you don’t slow the
project down
If something doesn’t go right, review privately with the team member so you don’t
criticize them in front of your team or compromise on their work credibility 
Avoid micromanaging 
But don’t delegate blindly without any check ins
Don’t delegate when it’s urgent or last minute - effective delegation requires
preparation and you don’t want to dump tasks to others last min with urgency as
they’d feel used
Give credit to team members when project and tasks are successful



Delegation requires some prep but should be relatively quick
Delegation should be simple

Do not use multiple apps - switching from one app to another loses productivity
Do not use multiple Trello cards, project boards, etc.

Make it clear
Make it trackable
Do not use Email for delegation
Consider personalities, working habits, organizational culture
Shift from low-level delegating (micromanaging) to empowering your team with
decision-making principles when they implement tasks (high-level delegating)
By doing so, you are enabling your team to make decisions on your behalf even when
you are away - giving them a framework they can follow to make decisions for you
instead of simply assigning tasks to them (micromanaging)
THE BEST USE RULE

If someone else with the right skills can do it for cheaper than you, then that’s the
best use of your time to delegating such tasks to that person



Bottlenecks to Delegation
 
 



No confidence in yourself or your team members
No time to define the end goal for delegating and the people to delegate to
Lack of necessary skills within your team
Not knowing how to delegate effectively
Fear of losing control
Worry that you may make some of your team members jealous, creating unnecessary
internal politics drama



Delegation Mistakes
 
 



Delegating too early when you don’t have enough tasks to delegate
Delegating the wrong type of tasks: managerial tasks or other types of tasks that
should remain with you
Relegating total responsibility and just giving all your work to someone else, which is
not delegation
Delegating tasks with no clarity on how to do them
Delegating tasks within a process that is not optimal yet
Delegating only mundane tasks with no tasks that could provide some fulfillment to the
person you are delegating to
Delegating tasks without giving any decision-making authority or freedom to the
person you are delegating to (that’s commanding them what to do rather than
delegating)
Delegating tasks to others while abandoning your ultimate responsibility to monitor the
end result, assuming that remains with the person you are delegating to
Delegating the wrong tasks to the wrong person
Delegating your core area of expertise when it should remain with you



Delegation FAQs
 
 



1.Do I delegate if I don't have too much
work?
Delegating only makes sense when you have a full plate or you are
dealing with short deadlines, or if another person is more capable
than you / has specific skills you don’t have for a specific task. 



2.When should I delegate?
The key is to not wait until the last minute when you already have
too much work or wait to a point where you can no longer reach your
project goals because of limited time or skill set.



3.Isn't delegating abandoning my
work?
Quite the opposite. There is a misconception that once you delegate
tasks to someone it’s their full responsibility what happens next with
the outcome of the project. Key to remember with delegating is that
it’s not to be confused with relegating your responsibility. While you
should give team members some autonomy and decision-making
freedom, in almost all cases the responsibility of reaching the end
goal remains with you. 

Only if you give full decision-making autonomy in delegating, then
responsibility of the end result rests with the person you are
delegating to. Otherwise, you are still part of the project, overseeing
and responsible for the end result. Delegating is simply another
method in your toolbox to better implement a project or get work
done by leveraging other people’s time and talent. It also helps not
just you and the project but also your team - giving them additional
responsibilities and entrusting work with them shows you trust them.
This can be a great motivating factor for them.



4. Can I delegate any kind of tasks?
Technically you can delegate tasks from any area/function of your
business. What matters is:

-delegating at the right time (not too late or if you don’t have a
heavy workload)
-delegating tasks to the right people based on their skills, availability
and the level of responsibility you give them
-not delegating tasks that are part of your responsibilities as the
boss (or delegating only tasks because you don’t like them)



5. Once I delegate work/tasks, do I
still need to deal with them?
Yes, delegating should not be confused with relegating or
abandoning work. You should still monitor the progress of work but
do it in a way that is not too intrusive or feels like micromanaging.
Having regular check-ins (that are not too frequent or too long in
time frame) helps. 

Sharing positive feedback with your team members will keep them
motivated. You can still provide constructive feedback to course-
correct but try to focus on the positive feedback to keep momentum.
This is more about guiding and facilitating this process, which is the
exact opposite of micromanaging.



6. What are the best tools for
delegation?
You can use Systems Software tools such as Process Street or
Trainual as part of your delegation efforts. These tools are great for
documenting SOPs - when delegating tasks, you can share specific
templates and checklists that outline the process and/or each task to
give your team members more clarity and ensure consistency in their
implementation.

For the overall monitoring of the project, any project management
tool you are already using within the company is another great tool
to help you delegate. You can assign specific tasks within your
project management tool and include links within each task to the
relevant process SOP within your Systems Software.

Beyond tools, giving relevant resources, providing positive feedback
and support in the form of your time and encouragement are great
additional ways to help you delegate more effectively.



7. What are the pros and cons of
delegating?
The pros of delegating are making your workload more manageable, delivering a
project faster, freeing your time for higher value tasks and more growth,
motivating your team more by giving them additional responsibilities and
showing them you trust them.

As for cons, delegating could create some confusion about the existing
organizational structure if your team is hierarchical. 

Entrusting someone with more tasks could also create some internal resentment.

The person who is being delegated to could potentially take advantage of their
additional decision-making authority. 

The person delegating could abuse it by delegating any and all tasks simply
because they don’t want to do that work. 

Delegating could also frustrate the person getting the tasks if there is no clarity
around the work, or no ongoing communication and support. Micromanaging and
negative feedback could also harm the relationship. 



8. What if my team member does not
accept the tasks being delegated?
To ensure that someone will accept your delegated tasks in a positive
way, give them tasks that are not unpleasant and that fit their skills,
ensure you tell them why they are important for the project, and give
them all the support, tools and resources they need, as well as some
decision-making authority and autonomy to execute the tasks. 

If you guide them throughout the process in a positive and
supportive manner and you don’t micromanage them, it’s more likely
that they would accept the work you’ve delegated to them.



9. Can I revoke delegated tasks even if
they are not completed?
Yes, if the person you delegated to has lost your trust, or they have
abused their decision-making authority, then you can do so. You can
also revoke delegation at any point if you haven’t assigned tasks for
a defined time period or project but more on an ongoing basis. 

However, if a manager is leaving, that doesn’t necessarily mean the
tasks they have delegated would be revoked.



10. Do I need to delegate in writing to
make it formal?
If you are transferring your decision-making power and authority to
the person you are delegating to, then it’s a really good idea to
formalize your delegation in writing. 

That would include the scope of work/tasks, the time period for
delegation, the type of powers and decision-making that you are also
delegating, and any agreements between you and the person you are
delegating to. When you delegate not only tasks but also your full
decision-making authority, then the responsibility for the end result
of the work remains with the person you are delegating to. In that
case it’s good to formalize this, especially if you need it for any legal
reasons.



Happy Delegating
 


