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MANAGING THROUGH OTHERS SYLLABUS

(Group Skills Unit)

Introduction

This session introduces the skill of managing by delegation.  It provides high school students leadership skills they can use in their lives.

Learning Objectives

After completing this session the student should know:

· Basic principles of managing  by delegation

· Role of delegation in leadership

· Various successful techniques of managing through others

Materials required
Overhead projector, screen, extension cord and spare bulb

Copy of two overheads reproduced from appendix onto overhead transparencies (one copy for instructor)

Copy of three handouts reproduced from appendix (one copy for each student)

Session Time Required
Approximately 50 minutes

Session Reference Materials 

1. "Don't Do, Delegate!" - J. M. Jenks & J. M. Kelly, Published by Bridles Ltd. 1986.

2. Thomas R. Horton, in “Delegation and Team Building: No Solo Acts Please,” Management Review, September 1992, pp. 58-61.

Need To Delegate
The inability to delegate is one of the most common problems of new leaders. They believe they can do a better job themselves. They don't want to risk losing any of their power and stature. (Ironically, they do lose these if they don't learn to delegate effectively). They are not familiar with the talents and abilities of their workers. Often, they don't want to risk giving authority to team members in case they fail and impair the organization.

But effective management is all about getting results by organizing and supervising a workforce. Poor delegation or no delegation is inefficient and expensive. The worst thing about not delegating is that managers are losing wonderful opportunities to train their workers.

[Display overhead #1 “Signs of Trouble.” Discuss with students.]

Not everyone can delegate well. Some signs that you may need help with delegation skills include:

· Constantly taking work home with you and/or working overtime.

· Not receiving work you assign on time.

· Finding a pile of work awaiting you when you return from an absence

· Making decisions without staff input, thus causing resentment

Manage through Others
[Ask the students what managing through others means.  Write their responses on a flip chart or chalkboard.]  

Reasons to delegate – Delegation is hard work, but it's work that is needed to help an organization grow and improve. There basically are two good reasons to delegate: (1) It gets the job done more efficiently and (2) it provides training and new experiences for members of work teams What managing through others comes down to is sharing leadership.

Important management tool - As a leader, you need to learn to use this important management skill. Learning to delegate is not failure to do your job. It is doing your job right – if you get regular feedback on results.

What does it mean to delegate? - Just giving someone tasks to do is not really delegation. Real delegation involves giving someone the authority to make decisions that you normally make.

Writer Andrew E. Schwarts says, “Too many managers waste both time and energy performing tasks an employee could perform just as well, thereby lowering productivity while raising operating costs. The answer to the problem is easy –delegation.” 

[Display overhead #2 – “Steps To Accomplish Delegation” and distribute handout #1. Discuss steps with students.]

Follow Basic Rules
Learning how to delegate is easy if you follow some simple management rules suggested by Thomas Horton in a 1992 article:

· Delegate the whole task to one person. This gives the person the responsibility and increases their motivation.

· Select the right person. Assess the skills and capabilities of subordinates and assign the task to the most appropriate one.
· Clearly specify your preferred results. Give information on what, why, when, who, where and how. Write this information down.
· Delegate responsibility and authority. Assign the task, not the method to accomplish it. Let the subordinate complete the task in the manner he chooses, as long as the results are what the supervisor specifies. Let the employee have strong input as to the completion date of the project. Note that you may not even know how to complete the task yourself – this is often the case with higher levels of management.
· Ask employee to summarize. Have the employee summarize the assignment that you have just made to make certain that you were understood. Avoid future misunderstandings by making certain you both are in agreement now.

· Get ongoing non-intrusive feedback. Part of your responsibility is to seek non-intrusive feedback about progress on the project. Ask for weekly, written status reports. Reports should cover what they did during the week, plan to do next week and any potential issues. Regular staff meetings provide this ongoing feedback, as well.

· Maintain open lines of communication. Don't hover over the subordinate, but sense what they're doing and support their checking in with you along the way.

· Provide encouragement when needed. If you're not satisfied with the progress, don't immediately take the project back. Provide encouragement or brief assistance, but make certain that they continue to see the project as their responsibility.

· Evaluate and reward performance. Evaluate results, dealing with questions of poor performance and rewarding those who did well.

Additional Notes
To Delegate or Not? Many tasks can be delegated; some cannot. Tasks that should not be delegated are ones of a highly sensitive or political nature, including those that are confidential or could lead to interpersonal conflicts. You should handle these tasks yourself. Some examples: hiring, firing, promotions or raises.

Responsibility – Even though you have delegated a task to someone else, you are still responsible for making sure the task is done on time and correctly. If the task fails, you can’t point the finger. You delegated. It is your fault. You may have picked the wrong person for the job.

Authority – The amount of authority you delegate is up to you, although it should be enough to complete the task. It is no good giving Bob the task of opening the safe every morning if you do not give him the authority required to do it. Bob needs the key to open the safe.

A Simple Quiz
[Distribute handout #2 – “How Well Do You Delegate?”]  

Ask the students to take a few minutes to take the simple quiz.  Tell them that only they will see the results, so be honest with themselves when they answer the questions.


After the students have finished the quiz, have them score their answers, using the scoring key above. Ask them how they did.  Do they need to practice delegating?

[Distribute handout #3 – “Delegation Tips.”]

Application
Here are some tips on how to delegate that you can use the next time you need to delegate. Ask the students to study the tips and then to write out a list of tasks they are currently doing that should be delegated to others. Have them list the person to whom they will delegate it, what they will tell the person and when it should be accomplished. Then go over these projected assignments with the students.

APPENDIX

Signs of Trouble

You probably need to practice your delegating skills if you find yourself doing the following:

1. Constantly taking work home with you and/or working overtime

2. Not receiving work you assigned to others on time

3. Finding a pile of work awaiting you when you return from an absence

4. Making decisions without staff input, thus causing resentment
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Overhead 1

Steps To Accomplish Delegation

1. Delegate the whole task to one person. 

2. Select the right person.

3. Clearly specify your preferred results. 

4. Delegate responsibility and authority 

5. Ask the employee to summarize back to you, their impressions of the project and the results you prefer.

6. Get ongoing non-intrusive feedback about progress on the project.

7. Maintain open lines of communication.

8.  If you're not satisfied with the progress, don't immediately take the project back.
9. Evaluate and reward performance. 
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Overhead 2
 Steps To Accomplish Delegation:

1. Delegate the whole task to one person. This gives the person the responsibility and increases his or her motivation.

2. Select the right person. Assess the skills and capabilities of subordinates and assign the task to the most appropriate one.

3. Clearly specify your preferred results. Give information on what, why, when, who, where and how. Write this information down.

4. Delegate responsibility and authority. Assign the task, not the method to accomplish it. Let the subordinate complete the task in the manner he chooses, as long as the results are what the supervisor specifies. Let the employee have strong input as to the completion date of the project. Note that you may not even know how to complete the task yourself -- this is often the case with higher levels of management.

5. Ask the employee to summarize. Have the employee summarize the assignment that you have just made to make certain that you were understood. Avoid future misunderstandings by making certain you both are in agreement now.

6. Get ongoing non-intrusive feedback. Part of your responsibility is to seek non-intrusive feedback about progress on the project. Ask for weekly, written status reports. Reports should cover what they did during the week, plan to do next week and any potential issues. Regular staff meetings provide ongoing feedback, as well.

7. Maintain open lines of communication. Don't hover over subordinates, but sense what they're doing and support their checking in with you along the way.

8. Provide encouragement when needed. If you’re not satisfied with the progress, don’t immediately take the project back. Provide encouragement or brief assistance, but make certain that they continue to see the project as their responsibility.

9. Evaluate and reward performance. Evaluate results, dealing with questions of poor performance and rewarding those who did well.
Handout 1

How Well Do You Delegate?

Circle Yes or No for each question. Answer for your work, school organization, etc.
1.
Do you allow members of your organization to make mistakes?
Yes
No

2.
Do people in your organization receive recognition at least as frequently as other people with the similar responsibility in other organizations?
Yes
No

3.
Do you frequently stay up late or spend weekends working on organization matters? 
Yes
No

4.
Does your organization function smoothly when you’re not there?
Yes
No

5.
Do you spend more time in your organization working on minor details than you do on overall planning and supervision?
Yes
No

6.
Do other officers in your organization feel that they have sufficient authority over matters assigned to them?
Yes
No

7.
When you make an assignment to someone, do you follow up to see that it gets done?
Yes
No

8.
Do you overrule or reverse decisions made by those under you?
Yes
No

9.
Do you bypass your organization’s officers by making decisions that are part of their job?
Yes
No

10.
Do you do things that people should have done rather than waiting for them to do their job? 
Yes
No

11.
If you are out sick for six months, is there someone who could readily take your place in your organization or at work?
Yes
No

12.
Do other officers in your organization delegate well to people under them?
Yes
No

13.
If you were on vacation for a month, would a lot of tasks be waiting for you when you returned to your organization or job?
Yes
No

14.
Do people working under you take the initiative in assignments without waiting for you to make all the decisions?
Yes
No

15.
When you delegate, do you specify the results you expect?
Yes
No
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Handout 2

Delegation Tips

Effective delegation will not only give you more time to work on your important opportunities, but you will also help others on your team learn new skills. 

· Delegation helps people grow underneath you in an organization and thus pushes you even higher in management. It provides you with more time, and you will be able to take on higher priority projects. 

· Delegate whole pieces or entire job pieces rather than simply tasks and activities. 

· Clearly define what outcome is needed, then let individuals use some creative thinking of their own as to how to get to that outcome. 

· Clearly define limits of authority that go with the delegated job. Can the person hire other people to work with them? Are there spending constraints? 

· Clear standards of performance will help the person know when he or she is doing exactly what is expected. 

· When on the receiving end of delegation, work to make your boss' job easier and to get the boss promoted. Assess routine activities in which you are involved. Can any of them be eliminated or delegated? 

· Never underestimate a person's potential. Delegate slightly more than you think the person is capable of handling. Expect them to succeed, and you will be pleasantly surprised more frequently than not. 

· Expect completed staff work from the individuals reporting to you. That is, they will come to you giving you alternatives and suggestions when a problem exists rather than just saying "Boss, what should we do?" 

· Do not avoid delegating something because you cannot give someone the entire project. Let the person start with a bite size piece, then after learning and doing that, they can accept larger pieces and larger areas of responsibility. 

· Agree on a monitoring or measurement procedure that will keep you informed as to progress on this project because you are ultimately still responsible for it and need to know that it is progressing as it should. In other words-If you can't measure it don't delegate it.

From: Liraz Publishing Co.

Handout  3
Scoring Key:


Give yourself one point for each:


"Yes" to Numbers 1, 2, 4, 6, 7, 11, 12, 14, 15 


"No" to Numbers 3, 5, 8, 9, 13


A good score is anything above 12.
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