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The Center is a non-profit Christian consulting group whose highly trained team is passionate about 
advancing leadership and organizational health. We believe this article on delegation will be a helpful 
resource for you and your team. As an extension of our vision of advancing organizational health, we are 
providing this resource without charge.  
 
Copyright © 2016 by Jay Desko. The Center grants you permission to copy and distribute this publication 
within your organization. 
 
*All characters appearing in this work are fictitious. Any resemblance to real persons, living or dead, is 
purely coincidental. 
 
 

 
 

Delegate or Drown 

Henry was the CEO of a medium-sized non-profit organization with over 50 

employees. The organization was effective in many ways because of Henry’s 

influence. He had a great reputation in the industry, he had a team with a 

number of good employees, and there was money in the bank. But… he was 

drowning. The work hours were far too many, emails and texts 

overwhelming, problems to solve never ending, and projects to complete 

ever growing. Happiness was a distant memory. Many days Henry wanted 

to quit, and he was the CEO! You can imagine how much more stressful this 

work situation would feel to an average employee who doesn't have much 

authority or control over his or her work. 

 

One fascinating aspect about “drowning” in life is that it is often an element 

essential to life, just like water, that is killing you! Water is a good thing, but 

an unmanaged excessive amount of it can literally bury you. The same is 

true for the things that were overwhelming Henry. They were all good and 

many were important. But if he doesn't choose a different way, he will 

drown. Henry is not alone. Even in ancient history, we have a powerful 

example through the well-known story of Moses of the challenges a leader 

can have with delegation. As you look at this story in the following section, 

doesn’t it have a lot in common with Henry? Pay special attention to the 

The surest way for an 

executive to kill 

himself is to refuse 

to learn how, and 

when, and to whom 

to delegate work. 

– J.C. Penny 
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colored statements that reflect the problem (RED, verses 14-18) and the 

solution (GREEN, verses 20-24) defined by Moses’ father-in-law Jethro. 

13 The next day Moses took his seat to serve as judge for the people, and they stood around him 

from morning till evening. 14 When his father-in-law saw all that Moses was doing for the people, 

he said, “What is this you are doing for the people? Why do you alone sit as judge, while all these 

people stand around you from morning till evening?” 

15 Moses answered him, “Because the people come to me to seek God’s will.16 Whenever they 

have a dispute, it is brought to me, and I decide between the parties and inform them of God’s 

decrees and instructions.” 

17 Moses’ father-in-law replied, “What you are doing is not good. 18 You and these people who 

come to you will only wear yourselves out. The work is too heavy for you; you cannot handle it 

alone. 19 Listen now to me and I will give you some advice, and may God be with you. You must be 

the people’s representative before God and bring their disputes to him. 20 Teach them his decrees 

and instructions, and show them the way they are to live and how they are to behave. 21 But select 

capable men from all the people—men who fear God, trustworthy men who hate dishonest 

gain—and appoint them as officials over thousands, hundreds, fifties and tens. 22 Have them serve 

as judges for the people at all times, but have them bring every difficult case to you; the simple 

cases they can decide themselves. That will make your load lighter, because they will share it with 

you. 23 If you do this and God so commands, you will be able to stand the strain, and all these 

people will go home satisfied.” 

24 Moses listened to his father-in-law and did everything he said. 25 He chose capable men from all 

Israel and made them leaders of the people, officials over thousands, hundreds, fifties and 

tens. 26 They served as judges for the people at all times. The difficult cases they brought to 

Moses, but the simple ones they decided themselves.  –Exodus 18 

 

If you ever feel like Henry (or Moses!), this article will be helpful to you since 

your lifeline is the same as Henry’s – delegation. Delegation is entrusting a 

task or responsibility to someone else who is equipped to do it. 

Warning Signs for Leaders 

Over the past 25 years of serving as a leader and a consultant, I have seen a 

number of warning signs that pointed to staff members, business owners, 

church pastors, and leaders (including myself) not delegating.  
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The signs below describe what a leader and his or her team may experience 

as a result of the leader failing to delegate. 

 

 

 

 

 

 

 

 

 

 

 

If some of these statements describe you, perhaps it's time to try a different 

approach to life and work. Start delegating! However, before we look at 

how to effectively delegate, let's look briefly at why we often do not. 

Why Leaders Don’t Delegate 

1. We don’t count the actual cost of not delegating. 

Ellen was a successful director of a small business with an annual budget of 

six million dollars, over 28 employees, and a salary and benefits package 

valued at over $150,000. During a coaching session, we discussed the 

pressure she felt and the sense of drowning she experienced as a result of 

so many responsibilities. I asked her to list some of the tasks she had 

worked on over the past month. The list was very long! Next, I asked her to 

identify which of these tasks only she could do. There were a number of 

items on this second list that I questioned. Then, I asked her this painful 

question: "You make about $72 per hour. Would you hire and pay an 

employee $72 per hour to do these same tasks?" That hurt because she 

realized she would never pay someone that much money to do what she 

was doing! This example demonstrates the point that a failure to wisely 

manage delegation can ultimately result in poor stewardship of your 

The Leader may experience... 
The Organization and Team may 

experience... 
 

• Loss of passion for what he or she is doing 
• Working far too many hours 
• Inadequate time spent on vision and 

organizational priorities 
• Few new ideas or creative initiatives 
• Leading with “NO” more than “YES” 
• Declining physical or emotional health 
• Having trouble sleeping 
• Becoming emotional more easily than usual 
• Not meeting deadlines 

 

• Feeling micro-managed 
• Having excessive meetings with supervisors 
• Feeling under-challenged or limited in 

opportunity 
• Important projects or tasks not being 

completed in a timely manner 
• Looking for new employment opportunities 
• Having to seek approval before taking action 
• Absence of creativity and new initiative 
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resources and a significant loss of money when extrapolated over the whole 

company.   

 

2. We are concerned about the quality of the task. 

Let’s face it, we often just don’t believe others will do the job as well as us. 

If we let them try and they don’t perform well, how will that make us look?  

In some ways, there is a little narcissist residing in all of us, isn’t there? 

While it may be true that some gifted leaders can have a magic touch in 

how they do certain tasks, this does not mean the task cannot or should not 

be delegated to others. 

 

3. We do not have the time it takes to explain the task.  

Sometimes, it is far quicker to just do something yourself, right? After all, it 

takes time to clearly explain what we want or to train someone to do it. 

However, doing it ourselves is only a short term solution for us; it is only 

looking at what is urgent rather than what is important for the long term.   

 

4. We are being shaped by the fears that lurk within us.  

Fear of losing influence and authority.  

Fear of giving up control.  

Fear of not being needed.  

Fear that someone may do a better job than us. 

 

5. We were burned by trying to delegate in the past. 

Sometimes we have delegated only to be embarrassed by the task not being 

completed to the quality we expected or even at all. This can cause us to be 

slow to delegate again even though such a response will hold us back and 

contribute to the feeling of drowning.  

 

6. We like doing the task ourselves.  

Sometimes, we don't delegate for a very simple reason, we like the task! For 

example, even though another employee can put together the graphics for 
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our PowerPoint presentation, we may actually like doing it ourselves 

because we like the creative element involved or we want it to look a 

certain way.   

 

7. We have a high need for affirmation and recognition. 

While few will acknowledge it, and some may not even be aware of it, we as 

leaders/employees like to be affirmed. Often, this recognition comes from 

doing something that we are good at and that others appreciate. The more 

they tell us how much they appreciate what we are doing, the harder it is to 

delegate it! 

 

The previous seven statements are reasons why we don’t want to delegate, 

not why we shouldn’t! If you want to stop sinking and start swimming, start 

delegating now! 

10 Steps to Delegation 

1. Hire people who are trustworthy and train them to the point that you 

have confidence in them. If you ever lack confidence in a staff member to 

whom you should be delegating, ask yourself, why? Did you hire the right 

person? Did you provide them training and opportunities to develop the 

knowledge and skills? Did you give them a chance to prove themselves? Did 

you give them coaching if they were failing? 

  

2. Identify five tasks or projects you should not be doing but are important 

enough to be done. This is hard for those of us who have become so 

accustomed to doing certain tasks that we no longer even think about it. 

However, once you get through identifying the first five tasks, you will likely 

have more that easily come to mind. Remember, delegation is not only 

about which tasks to give away, it is also about which ones to keep! 

Answering the following questions may help you: 

 What do you do best? 
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 What do you do that others cannot? 

 What few things must be done exclusively by you? 

 

Remember, not everything should be delegated and delegation is NOT a 

way to give you more time to play, loaf, or be lazy! It should give you more 

time to add value to your organization's vision and your personal health and 

effectiveness.  

 

3. Identify the best people you have to do each of the designated projects 

or tasks. If you feel you have no one, it is a sign that you have not 

succeeded at Step 1! Go back to Step 1 and accomplish it!  

 

4. Provide your employee with clear explanations, expectations, and 

authority regarding the project or task. What do you want? When do you 

want it? What parameters or boundaries must they follow? Delegation 

often fails because the expectations were not clear on the front end. Now, 

let go, and let them lead! Ask them if they are confident in being successful 

with the task, and if not, what it will take to become confident. 

  

5. Provide them with regular accountability and feedback. This type of 

regular monitoring is done by communicating your expectations for project 

updates and completion dates. No deadline often means no completion! 

Also, give feedback on how they are doing and agree to which 

communication methods you prefer for staying informed. These can include 

e-mail, written updates, shared computer files such as DropBox and Google 

Docs, regularly scheduled meetings, and informal meetings. 

 

6. Do not allow the task to be given back to you! Sometimes people like to 

practice "reverse delegation." Reverse delegation is when you ultimately 

end up with the task back in your bin. Do not allow that to happen. Your 

employee needs to walk away with the project, and the project needs to 

Delegation often 

fails because the 

expectations were 

not clear on the 

front end.  
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remain with them, not you. Remember, only jump back in when absolutely 

necessary. 

 

7. Trust them to be successful. Provide encouragement and support to let 

them know that you are confident in them. Sometimes we can 

unintentionally send a message of doubt that causes people to live up to 

our lack of trust by losing confidence in themselves and failing. In other 

words, don’t interfere without a very good reason. 

 

8. Don’t expect the task to be done exactly the same way you would do it. 

This is not realistic and does not leave room for the task to be done in 

perhaps an even better way.  However, it is realistic to expect that it be 

done to a reasonable standard and that standard should have been clearly 

defined in Step 4.  

 

9. If you feel they are not succeeding, test your assumptions. Meet with 

them for an update. Determine if you communicated clear expectations and 

provided them with the resources to do it successfully. Also determine if 

your expectations regarding the timing, deliverables, and methods are 

realistic. Do not take the task back, but rather coach them to do it again and 

to succeed.  

 

10. Celebrate success with them by giving both private and public 

recognition. Such acknowledgment will build their confidence for future 

projects. People pay attention to what leaders recognize and celebrate.  

Next Steps for Delegation 

If you had to give yourself a grade how effective are you at delegating? 

 

Why do you deserve this grade? 

A B C D F 
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Below are the reasons we often don’t delegate. Which of them fit you? 

You don’t count the actual cost of not delegating. 

You are concerned about the quality of the task. 

You do not have the time it takes to explain the task.  

You are being shaped by the fears that lurk within you.  

You were burned by trying to delegate in the past. 

You like doing the task yourself.  

You have a high need for affirmation and recognition. 

What have you delegated over the past month? 

1)  

2)  

3)  

If you had more time, what ideas or tasks would you invest yourself in that 

would add value to your organization and/or your life?   

 

Identify 5 things you could delegate, to whom and why.  

 Task to delegate 
Who will 
handle it 

Why you are 
delegating it 

Date to be 
delegated 

Who will keep you 
accountable? 

1 
     

2 
     

3 
     

4 
     

5 
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Conclusion 

Moses had to humble himself and give others the opportunity to lead. He 

found “capable people” and entrusted them with responsibilities that they 

were equipped for but still had them bring the “difficult cases” to him. By 

delegating to your team, you are showing them that you believe in their 

abilities. But now that you are passing projects on to them, this doesn’t 

mean that you are useless. There will still always be “difficult cases” which 

will require your expertise. Delegating will free your mind and give you time 

to focus on the really important matters and will also give your team the 

freedom they need to grow. Delegation sure beats drowning! 
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If you are a Christian leader of a church, non-profit or business and would like to further advance the 
effectiveness and health of yourself or your organization, we can assist you through our proven guidance 
and relational approach. We provide customized solutions for your complex problems. Our solutions 
include coaching, assessment, communications, crisis guidance, planning, staffing & HR, succession 
planning, and personalized coaching retreats. For more information, call our office at 215-723-2325 or 
visit our website centerconsulting.org. 
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