
Delegating Effectively

The most successful delegators are expert, self-disciplined managers who are efficient 
at choosing tasks to delegate and able to monitor and provide positive feedback to each 
delegate.

Selecting Tasks
• Before you can improve your delegating technique you must decide which tasks you 

could, or should, be delegating.
• The selection process involves assessing your time and that of your subordinates, and 

grouping and prioritizing activities.

Analyzing Your Time
• The way you, as a manager, distribute your work and how much time you allocate is 

probably under your control. 
• A useful exercise is to determine how your actual expenditure of time matches the 

area or tasks for which you are responsible.
• Start the analysis by keeping a detailed time log for at least two weeks; note all 

activities you undertake and the time taken.
• You will probably find that only a small amount of your time has been spent on the 

high-level activities that only you can do.
• Far more time will have been taken up by routine activities that could have been 

delegated.

Breaking Down Your Tasks
• After analyzing how much time is spent, analyze the tasks you are undertaking.
• Do this by dividing the tasks listed in your time log into the three groups outlined by 

the management writer Perter Drucker:
• those that do not need to be done at all--by you or anyone else;
• those that you could and should delegate;
• and those that you are not able to delegate and must do yourself.

• Use this breakdown as a basis for reducing any unnecessary activities, delegating 
more tasks, and concentrating on tasks that only you can complete.
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Considering Other Important Factors
• When you come to choose which tasks to delegate, there are several points that you 

must consider.
• Some of the most important of those factors are:

• That unnecessary activities are eliminated from the task list altogether.
• That you are able to concentrate your attention on the tasks that only you can do.
• That there are enough suitably qualified delegates for the tasks to be delegated.
• That, where necessary, the delegation has been cleared with your own superior.

• Obviously, these are not the only points you need to think about, but once you have 
considered and acted upon them--along with any others that you think are important--
you can move on to the next stage of the delegating process: prioritizing.

Prioritizing Tasks
• Having decided which tasks to delegate and which to handle yourself, your first 

concern is to deal with the allocation of tasks.
• Prioritize the remaining tasks according to their importance or urgency.

• Start each day by listing these tasks and tackle them one by one in order of 
priority.

• If circumstances allow, always complete a task before starting a new one.
• The closer you keep to this system, the more effective you will be.
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What tasks am I doing that 
can only be done by me?

What am I doing that 
could be done by someone 

else?

What tasks am I doing 
that need not be done at 

all?

Do 
not complete 

them yourself or 
delegate them

Delegate 
these tasks to 
subordinates

You 
cannot delegate 

these, so prioritize 
them



Estimating Time
• When delegating tasks, you need to have a fairly accurate idea of how long each task 

will take to complete.
• Base this estimate either on your own experience or the experience of others.

• Try not to tie your delegates to an excessively tight schedule, but always encourage 
them to improve their own time management and the time spent on a task.

• This approach is essential and invariably effective.
• You and they will find that the time spent on tasks--especially routines that go 

unchallenged for years--can often be greatly shortened by cutting out any 
unnecessary stages, or by radically changing processes and working methods.

Grouping Tasks
• Your list of tasks to be done--either by yourself or a delegate--will produce activities 

that are related to, or have affinities with, each other.
• Study these carefully and group them under specific headings: administration, human 

resources, or financial, for example.
• You can then consider delegating each group of related tasks to one person.
• More importantly, if you have a potential delegate who particularly enjoys and is 

good at administrative tasks, for example, it makes perfect sense for that person to 
deal with all of them.

Making Choices
• Ultimately, the choice of what you delegate, however logical analysis has been, will 

have an element of subjectivity.
• Some jobs that could be delegated will be especially dear to you.

• For example, you may choose to retain close day-to-day contact with suppliers 
whom you have known for a long time--suppliers who could be dealt with by a 
subordinate.

• Provided these tasks have no adverse impact on general effectiveness, this is 
perfectly acceptable.

• However, do not allow your choice to be dictated by dislikes--you cannot always 
delegate the tasks you do not like.

• So periodically revise the list of activities only you can do and consider whether the 
list could be cut down, perhaps by training somebody to do a task.

Points To Remember
• Tasks should be listed in order of priority based on their urgency and importance.
• Undertaking work that you cannot carry out shows willingness but is 

counterproductive.
• Every moment of your day should be used efficiently, and time-wasting should be 

eliminated from your schedule.
• Responsibility for an entire task should be given to one employee whenever possible.
• New opportunities for the delegation of tasks should be sought continuously.
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Principle
Do not allow people to create unnecessary work for you.

Principle
Review and revise your detailed time log every three to six months.

Principle
If possible, attend only the meetings directly relevant to your work.

Principle
If you cannot fix a meeting for weeks ahead, you are not delegating enough.

Principle
Do not prioritize easy tasks over those that are more arduous.

Principle
Do not attempt to undertake more than seven tasks a day.

Principle 
Make a habit of challenging long-standing routines.
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