Delegating Work Clearly:

Outcomes, Context,
and Follow-Through

® Only 19% of leaders demonstrate
strong delegation skills (DDI 2025)

® 71% of leaders report significantly
higher stress since their promotion

® The 3 pillars: Precise Outcomes,
Right Context, follow-through
without micromanaging

® Poor delegation causes rework,
burnout, and 33% lower revenue (Gallup)

® This is a practical, systems-based
approach—not just theory.



The High Cost of
Ambiguity and Abdication
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e Understand the difference: delegation S8
transfers ownership and context, BN
abdication just transfers tasks. _ E;@ |
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® Poor delegation creates a 33% revenue oE
gap (Gallup) and 25-30% slower

decisions (McKinsey). \

® Vague instructions drive burnout:
71% of leaders face high stress,
yet only 19% delegate effectively.

® Real-world failure: Zimmer Biomet's
ERP Role Collapse led to a $172M
lawsuit.



The New Era
of Delegation:
A Strategic System

® Only 19% of leaders show
strong delegation skills
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bottleneck patterns: Time Optimist, |
Interventionist, Isolationist '
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e Over 70% of leaders fall into ¢
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® 'Thinking Delegation' transfers
judgment and decision rights,
not just tasks

e Treating delegation as a system—
not a personal style—creates e % .
competitive advantage — g



§ Pillar 1:
4 Defining Outcomes with Precision

- Shift from task assignment
to outcome ownership

- Delegate 'what' and 'why,’
not step-by-step 'how'

- Use 'Done Means' to define
measurable success criteria

- Apply SMART: Specific,
Measurable, Authority,
Resources, Time

- Require non-negotiable
outcomes vs. developmental
stretch goals




Pillar 2:
Providing the

Right Context

:

Explain the ‘why’ to boost
engagement and judgment
quality

Share constraints: budget,
timeline, dependencies,
and guardrails

Connect tasks to team and
company goals for bigger-
picture clarity

Filter noise: share only
what’s needed for
sound decisions

: Organizational
Goal




» Matching the Person to the Outcome

e Assess Skill, Will, and
Capacity before delegating
any task

e Avoid "hero" trap: overusing
top performers causes
burnout

e Delegate to deliver vs.

delegate to develop
(stretch goals)

e Use a delegation ladder to
match autonomy to proven
judgment




The Delegation Conversation:
A Repeatable Structure

e Use a 15-25 min conversation
with 6 structured elements

e Cover Context, Outcome,
Authority, Resources,
Check-ins, Verification

\ Verification &

e Apply the 'teach-back' technique
to confirm alignment

e Negotiate constructively when
a delegate pushes back
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Establishing a |
Decision-Rights Matrix § INFORM

MANAGER

® Define decisions in advance: Alone,
Inform Manager, or Approval Required.

® Template covers budget thresholds,
technical changes, and communications.

® Shared matrix removes guesswork
and builds delegation with guardrails. y

® Empowers team autonomy while g \
managing risk and reducing bottlenecks.



Scheduled checkpoints
support autonomy; interference
is reactive and anxiety-driven

Use milestone-based
leading indicators, not
lagging status reports

Async-first tools (dashboards,
weekly updates) provide
visibility without pings

Redirect by coaching with
questions ("What are your
options?") instead of rescuing



Adapting Delegation

for Remote and Hybrid Teams

Virtual distance (physical, operational, affinity)
makes clarity essential, not optional.
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¢ Write down every outcome and deadline;
over-communicate context deliberately.
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| ® Use shorter, scheduled check-ins
\:- (‘:’)/ focused on priorities and blockers.

[ |\ ® Build a delegation knowledge base
. 4 with async tools (Loom, Notion, Trello).

|:/ O ® Set clear availability expectations to
\C@ prevent an “always-on” culture.
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Giving and Receiving
Feedback on
Delegated Work

» Use SBI model: Situation,
" Behavior, Impact for timely

outcome and process feedback

e Audit delegation clarity first
when work fails, then assess
individual judgment

@ o Ask upward: “What could |
clarify better next time |
hand off work?”

 Celebrate wins publicly to
build trust and reinforce
ownership culture
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Common Pitfalls
and How to Avoid Them
p

8-9 unpleasant work—pair admin
with high-visibility projects

- Failing to transfer authority?
Use a decision-rights matrix
to formalize power

G

- Avoid the reverse-delegation
trap: coach to build capacity,
don:t rescue

B

- Trust barrier? Start with
@:‘ low-stakes tasks and build
autonomy in stages




Delegation Audit:
Diagnosing Your
Current Habits

Audit your time: tag tasks as
"Only Me," "Delegatable Later,"
or "Delegate Now"

|dentify your bottleneck
archetype, such as
Time Optimist or Interventionist

Map recurring decisions to
the delegation ladder to
spot bottlenecks

Share audit findings with
a peer for unbiased perspective




Your 30-Day
Delegation Action Plan

® Pick one task using T.E.A.:
Time-consuming, Easy, Avoidable

® Draft the full outcome-context-
follow-through plan

@ ® Run a 30-day sprint: execute,
capture lessons, adjust

® Use peer accountability—
coaching boosts effectiveness by 63% -+ e
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Scan the code or click anywhere to watch this course live, with voice Q&A
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