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BUILDING ON INDIVIDUAL STRENGTHS THROUGHPRIVATE 


DELEGATING RESPONSIBILITIES
PURPOSE:
To learn how to delegate ministry responsibilities to a team in light of their individual strengths and leadership experience

LEARNING OBJECTIVES:

1.
To discuss reasons why leaders fail to delegate


2.
To consider some biblical examples and principles of delegation


3.
To learn what delegation does for others


4.
To understand three types of delegation


5.
To learn how to delegate

  I.
Introduction



[YOU MAY REVIEW SOME OF THE DISCUSSION OF THE DELEGATIVE STYLE OF LEADERSHIP AS AN INTRODUCTION TO THIS SESSION.  SEE "LEADING YOUR TEAM--EVALUATING YOUR LEADERSHIP STYLE."]



A.
What does it mean to delegate?




"Delegate:  to entrust to another.  To empower another person to act."  




DELEGATION IS THE ACT OF EMPOWERING OTHERS TO ACCOMPLISH A TASK.  ALTHOUGH IT SEEMS LIKE ONE OF THE MOST SIMPLE TASKS IN THE WORLD TO DO, IT IS ONE OF THE MOST DIFFICULT TO ACCOMPLISH.  YOUR JOB AS THE LEADER IS TO SEE THAT ALL THE WORK GETS DONE--NOT TO DO IT ALL YOURSELF.



B.
The goal of delegation




1. 
The person succeeds in accomplishing the task he has been given. 





(FAILURE IS SELDOM A GOOD MOTIVATOR TO TAKE ON NEW RESPONSIBILITIES) 




2. 
The person develops in competence, confidence and faithfulness.

II.
Why Leaders Fail to Delegate



A.
We are not thinking of the long-term benefits for our staff.




"IT IS MUCH EASIER TO DO IT MYSELF.  WHAT I CAN DO IN TEN MINUTES, TAKES ME FIFTEEN MINUTES JUST TO EXPLAIN."  



B.
We don't have confidence in our staff's abilities.




"I'M NOT SURE IF MY STAFF ARE COMPETENT ENOUGH TO TAKE ON THE RESPONSIBILITY.  I'VE BEEN DISAPPOINTED TOO MANY TIMES."  



C.
We're not living in reality.




"I'M GOING TO SERVE MY STAFF BY TAKING CARE OF ALL OF THE BEHIND-THE-SCENES WORK BY MYSELF.  THAT WAY THEY WILL HAVE MORE TIME FOR EVANGELISM AND DISCIPLESHIP."  



D.
We don't have the right motivation.




DON'T DELEGATE JUST BECAUSE YOU DON'T WANT TO DO SOMETHING.  DON'T ASK SOMEONE ELSE TO DO SOMETHING THAT YOU YOURSELF WOULD NOT BE WILLING TO DO.  DON'T DELEGATE TO ALLEVIATE YOURSELF FROM THE RESPONSIBILITIES OF BEING THE LEADER.  FOR EXAMPLE, DON'T DELEGATE THE RESPONSIBILITY OF CARING FOR THOSE UNDER YOU.

III.
What the Bible Says About Delegation



FROM THE BEGINNING OF CREATION, GOD BEGAN EMPOWERING OTHERS TO ACCOMPLISH A TASK.  PSALM 8 SAYS, "WHAT IS MAN THAT YOU ARE MINDFUL OF HIM,...  YOU MADE HIM RULER OVER THE WORKS OF YOUR HANDS; YOU PUT EVERYTHING UNDER HIS FEET...."  GOD ENTRUSTED HIS CREATION TO SINFUL, MISTAKE-PRONE PEOPLE AND THROUGH US IS GOING TO ACCOMPLISH HIS PLAN.  GOD MADE THE ANIMALS, BUT HE DELEGATED TO MAN THE JOB OF NAMING THEM.  HE DESIGNED THE ARK, BUT IT WAS NOAH WHO WAS ENTRUSTED WITH THE JOB OF BUILDING IT.  IF THE GOD OF THE UNIVERSE ENTRUSTED TO US HIS CREATION, SHOULD WE NOT ALSO EMPOWER OTHERS TO ACT?



A.
Jesus and delegation




In Matthew 25:14-30 Jesus explains some principles of delegation.




1.
Delegation is a trust.





"....HE ENTRUSTED HIS PROPERTY TO THEM." (VS. 14)




2.
We take into account a person's abilities when we delegate.





"TO ONE HE GAVE FIVE TALENTS..., TO ANOTHER, TWO TALENTS, AND TO ANOTHER ONE TALENT, EACH ACCORDING TO HIS ABILITY."  (VS. 15)




3.
Delegation means accountability for the right results.





"....THE MASTER...RETURNED AND SETTLED ACCOUNTS WITH THEM."  (VS. 19)




4.
Faithfulness with a few tasks is a prerequisite for being in charge of many tasks.





"YOU HAVE BEEN FAITHFUL WITH A FEW THINGS; I WILL PUT YOU IN CHARGE OF MANY THINGS."  (VS. 21, 23)





WHOEVER CANNOT BE TRUSTED WITH VERY LITTLE CAN ALSO NOT BE TRUSTED WITH MUCH....  AND IF YOU HAVE NOT BEEN TRUSTWORTHY WITH SOMEONE ELSE'S PROPERTY, WHO WILL GIVE YOU PROPERTY OF YOUR OWN?




5.
Faithfulness with tasks precedes faithfulness with people.  (Luke 19:11-27 and Luke 16:10-12)





PEOPLE WHO ARE NOT FAITHFUL IN CARRYING OUT SMALL DELEGATED RESPONSIBILITIES ("SOMEONE ELSE'S PROPERTY") WILL RARELY BE FAITHFUL TO A GROUP OF DISCIPLES ("TRUE RICHES").




6.
Jesus lived by these principles throughout His earthly ministry.





EARLY IN HIS MINISTRY HE HAD HIS DISCIPLES BAPTIZING OTHERS (JOHN 4:2).  HE DELEGATED THE JOB OF GETTING LUNCH, WHILE HE TALKED WITH THE WOMAN AT THE WELL.  AT FIRST HE TOLD THE DISCIPLES WHERE TO GO AND WHAT TO SAY IN THEIR MISSIONARY TRAVELS.  THE DISCIPLES FED THE 5,000.  IT WAS HIS DISCIPLES WHO WERE GIVEN THE RESPONSIBILITY TO SET UP THE PLACE FOR THE LAST SUPPER.  ON THE CROSS, JESUS DELEGATED TO JOHN THE RESPONSIBILITY TO CARE FOR HIS MOTHER.  AND BEFORE HIS ASCENSION, HE ENTRUSTED TO THE TWELVE A JOB ANGELS ARE NOT PERMITTED TO DO, THAT OF FULFILLING THE GREAT COMMISSION.



B.
The Apostles' ministry




IN ACTS 6:3, WHEN THE FIRST DEACONS WERE SELECTED, ONE QUALIFICATION WAS THE ABILITY TO ASSUME DELEGATED RESPONSIBILITIES ("WHOM WE WILL PUT IN CHARGE OF THIS TASK"--  NEW AMERICAN STANDARD).




TWO OF THE DEACONS WHO STARTED BY WAITING TABLES IN ACTS 6 WENT ON TO ENTER GOD'S HISTORY BOOK--PHILIP, THE GREAT EVANGELIST, AND STEPHEN, THE FIRST MARTYR.  BECAUSE THEY WERE FAITHFUL IN A "LITTLE THING" GOD GAVE THEM OPPORTUNITY TO BE FAITHFUL IN MUCH.



C.
The Jethro Principle




IN EXODUS 18 WE READ THE ACCOUNT OF WHAT HAS BECOME KNOWN AS THE "THE JETHRO PRINCIPLE."  MOSES, AS THE LEADER OF SEVERAL HUNDREDS OF THOUSANDS OF ISRAELITES, HAD BEEN SERVING "AS JUDGE FOR THE PEOPLE, AND THEY STOOD AROUND HIM FROM MORNING TILL EVENING."  (VS. 13)  JETHRO, MOSES' FATHER-IN-LAW, GAVE MOSES THIS TIMELY ADVISE.   "SELECT CAPABLE MEN FROM ALL THE PEOPLE...AND APPOINT THEM AS OFFICIALS OVER THOUSANDS, HUNDREDS, FIFTIES AND TENS....  THAT WILL MAKE YOUR LOAD LIGHTER, BECAUSE THEY WILL SHARE IT WITH YOU."  (VS. 21-22)

 IV.
What Delegation Does for Others



A.
Delegation helps them believe they can do it.  




IT SAYS, "WE BELIEVE IN YOU.  YOU ARE CAPABLE OF FOLLOWING THROUGH WITH THIS RESPONSIBILITY OR TASK."



B.
Delegation helps them feel they are an important part of the team. 




DELEGATION SAYS, "WE ARE A PART OF A TEAM."  "WE'RE ALL COUNTING ON YOU TO DO YOUR PART."  



C.
Delegation helps others "own" the ministry.




DELEGATION DEVELOPS NEW ABILITIES AND A SENSE OF CONTRIBUTION TO THE MOVEMENT.  TO DELEGATE TO OTHERS EXPANDS THE LEVEL OF COMPETENCE AND CONFIDENCE IN ANOTHER.



Educator Howard Hendricks once noted, "Any time you do for someone else what they are capable of doing for themselves, you are helping to create an emotional cripple."  As leaders, our job is to develop leaders, not just good followers.  God wants everyone serving.  Ephesians 4:11-13 and 1 Peter 4:10,11 make that point clear.  Leaders are developed as we entrust them with greater levels of responsibility and decision making.

  V.
Matching the Right Person to the Right Job



DELEGATION HELPS YOU UTILIZE THE STRENGTHS AND ABILITIES OF YOUR STAFF.  WHEN YOU KNOW YOUR STAFF, YOU CAN DELEGATE TASKS THAT MATCH THEIR STRENGTHS AND ABILITIES.  FOR EXAMPLE, DON'T DELEGATE CREATIVE TASKS TO NON-CREATIVE PEOPLE OR TECHNICAL TASKS TO NON-TECHNICAL PEOPLE.  IT WILL BE AN EXERCISE IN FRUSTRATION.



THROUGH FAITHFULLY CARRYING OUT A DELEGATED RESPONSIBILITY, YOUR STAFF WILL EXPERIENCE THE JOY THAT COMES FROM HAVING GOD USE THEM.  AS A LEADER, YOU HAVE NO DOUBT FOUND THAT WHEN YOU HAVE DONE A GOOD JOB OF MATCHING A STAFF MEMBER'S STRENGTHS, ABILITIES AND MOTIVATION TO THE RIGHT RESPONSIBILITIES, YOU HAVE LITTLE TO WORRY ABOUT.  BUT IF YOU HAVE DONE A POOR JOB OF DELEGATING THE RIGHT RESPONSIBILITIES TO THE RIGHT PEOPLE YOU HAVE CREATED A HOST OF "HEADACHES."



A.
Know each staff member's preferences and personalities.




THE PURPOSE OF THE "PERSONAL PROFILE SYSTEM" OR SIMILAR INVENTORIES IS TO HELP YOU KNOW EACH TEAM MEMBER'S PREFERRED WORKING STYLE.  FOR EXAMPLE, DON'T ASK SOMEONE WHO IS A HIGH "I" TO KEEP TRACK OF THE CAMPUS FINANCES.  [DEPENDING ON THE INVENTORY USED, DISPLAY ON AN OVERHEAD PROJECTOR THE DIFFERENT PERSONALITY TYPES AND BRAINSTORM, MATCHING DIFFERENT MINISTRY RESPONSIBILITIES WITH DIFFERENT TYPES.]



B.
Help each team member identify their abilities or skills.




ASK THEM WHAT THEY BELIEVE THEY ARE GOOD AT DOING OR WHAT THEY ENJOY DOING.  THESE CAN BE NATURAL AS WELL AS LEARNED ABILITIES AND SKILLS.  [YOU MAY USE AN OVERHEAD AND LIST SOME DIFFERENT SKILLS OR AREAS OF EDUCATION AND MATCH THEM TO DIFFERENT MINISTRY RESPONSIBILITIES.]  MANY TIMES STAFF HAVE POTENTIAL OR LATENT ABILITIES THEY HAVE NOT DEVELOPED.  AS A LEADER YOU CAN HELP YOUR STAFF IDENTIFY THOSE ABILITIES AND BEGIN TO USE THEM.



C.
Help each team member learn and discern spiritual gifts.




ONE OF THE ADVANTAGES TO NEW STAFF IS THAT THROUGH THEIR TRAINING THEY ARE ASKED TO DO EVERYTHING IN THE MINISTRY.  IN A SENSE WE EXPECT A MINIMUM STANDARD OF COMPETENCE IN MANY AREAS OF MINISTRY.  WE ASK THE STAFF TO BE GENERALISTS.  THROUGH THEIR EXPERIENCE OF DOING EVERYTHING THEY CAN BEGIN TO IDENTIFY AREAS OF GIFTING THROUGH THE FEEDBACK OF OTHERS AND THE MINISTRY RESULTS THEY SEE.

 VI.
Three Types of Delegation



OFTEN WE WANT TO DELEGATE RESPONSIBILITIES, BUT BECAUSE WE HAVE BEEN DISAPPOINTED IN THE PAST, WE ARE HESITANT TO RELEASE AN IMPORTANT JOB TO SOMEONE ELSE.  THAT BEING THE CASE, LET'S DEVELOP A NEW MODEL OF DELEGATION.  DEPENDING ON THE MATURITY OF THE STAFF INVOLVED AND THEIR SKILL LEVEL, WE WILL WANT EITHER TO DIRECT THEM, COACH THEM OR ENTRUST TO THEM.



A.
Directing means to give a specific job description or checklist of what needs to be done, along with intermittent deadlines, to ensure the individual's success.  This type of delegation is best to choose for Potential Leaders--those staff who are young or new in your ministry.  Delegate small tasks at first to develop leadership and observe  faithfulness.



B.
Coaching means that you allow staff to design the plan and procedure.  You coach them along and advise them until they succeed.  This type of delegation is best for those who are Progressing Leaders--staff who have responded to what you have entrusted to them and have been faithful in accomplishing what needed to be done, be it physical arrangements for the weekly meeting or getting surveys printed on time.  



C.
Entrusting responsibility means that you turn a job over to the staff member.  Because the commitment level and skill level are both high, you can trust that the task will be done right and completed on time.  You have seen proven faithfulness over time.  This type of delegation is best for those who are Proven leaders--those who have been progressively faithful in little, to whom you can entrust with much.



In his book, Seven Habits of Highly Effective People, Steven Covey writes:  




With immature people, you specify fewer desired results and more guidelines, identify more resources, conduct more frequent accountability interviews, and apply more immediate consequences.  With more mature people, you have more challenging desired results, fewer guidelines, less frequent accountability, and less measurable but more discernable criteria.



D.
Selecting the type of delegation




HERE'S AN EXAMPLE.  YOU NEED PRE-REGISTRATION ARRANGED FOR A RETREAT.  THE GOAL IS THAT YOU HAVE A LIST OF EVERYONE GOING AND YOU HAVE COLLECTED A REGISTRATION FEE.  YOU DON'T WANT TOO MANY OR, WORSE YET, TOO FEW ROOMS AND MEALS PROVIDED DURING THE RETREAT.  HOW WOULD YOU "DELEGATE" THIS RESPONSIBILITY TO A NEW STAFF MEMBER?  TO A SENIOR STAFF MEMBER WHO HAD DONE REGISTRATION SEVERAL TIMES BEFORE?  HOW WOULD YOU DECIDE WHICH STYLE OF DELEGATION IS BEST?  THE FOLLOWING CHART HELPS ANSWER THESE QUESTIONS.


SELECTING THE TYPE OF DELEGATION

	PRIVATE 

	
DIRECT
	
COACH
	
ENTRUST

	Skill Level
	
LOW
	
MODERATE
	
HIGH

	Maturity Level
	
LOW
	
MODERATE
	
HIGH

	
	
POTENTIAL


LEADER
	
PROGRESSING


LEADER
	
PROVEN


LEADER





Note that there are two areas to consider before determining the type of delegation--the skill level and the level of maturity.  Low skill with low maturity will lead to directing.  High skill with low maturity or vice versa means coaching.  High skill and high maturity would lead to entrusting.  Trying to direct a "High Skill/High Maturity" individual will demotivate staff.  Entrusting responsibility to a "Low Skill/Low Maturity" person will only cause frustration.

VII.
How to Delegate



A.
Define the job and decide the visibility and risk of the job that needs to be done.




IF YOU WANT TO DEVELOP YOUR POTENTIAL LEADERS, YOU MAY WANT TO BEGIN WITH "LOW VISIBILITY, LOW RISK" RESPONSIBILITIES.  IF THEY FAIL, THEY CAN LEARN FROM THEIR MISTAKES, BUT THE CONSEQUENCES WILL NOT BE FATAL FOR THE MINISTRY.  AS THEY GROW, THEY CAN BE ENTRUSTED WITH MORE.  WITH YOUR PROVEN LEADERS--THOSE WHO DEMONSTRATE MATURITY, FAITHFULNESS AND SKILL--YOU CAN ENTRUST "HIGH VISIBILITY, HIGH RISK" RESPONSIBILITIES.  KEEP IN MIND THAT YOU SHOULD NOT DELEGATE ANYTHING IF YOU CANNOT SUFFER THE LOSS.



B.
Select the best person for the job.  Let staff know you believe they can do it.  Trust is one of the highest forms of motivation.




[THIS WAS DISCUSSED EARLIER UNDER POINT V.]



C.
Decide which type of delegation is best for the person you have selected.



D.
Set up an appointment to meet with the person that you have selected.




[SUGGEST THAT POINTS 1 THROUGH 3 SHOULD BE PUT IN WRITING FOR CLARITY OF COMMUNICATION.  THERE IS A JOB DESCRIPTION FORM IN THE APPENDIX OF THIS SESSION.]




1.
Clarify and agree upon the desired result and deadline.  Major on what, not how; results, not methods.




2.
Define guidelines and potential pitfalls.





LET STAFF LEARN FROM YOUR MISTAKES AND THE MISTAKES OF OTHERS.




3.
Establish the level of authority, accountability and method of evaluation based on the type of delegation you have selected.




4.
Identify resources--financial, human, technical and organizational resources from which staff can draw.




5.
Establish consequences.





FOR EXAMPLE, DISCUSS WHAT HAPPENS TO THE MINISTRY, TO THE TEAM, TO THE PERSON IF A DEADLINE IS MISSED, A BUDGET IS NOT KEPT, OR THE RESPONSIBILITY IS NOT FULFILLED.



E.
Follow through with each person to help them be successful.




YOU MAY USE JOB DESCRIPTIONS TO HELP TRACK RESPONSIBILITIES THAT YOU HAVE DELEGATED.  THE STAFF MAY HAVE A JOB DESCRIPTION FOR ONGOING RESPONSIBILITIES AND THEY MAY ALSO HAVE A JOB DESCRIPTION FOR SPECIAL PROJECTS, LIKE LEADING A COLLEGE LIFE MEETING OR STUDENT RETREAT.

VII.
Conclusion



A.
Summary




[SUMMARIZE THE KEY POINTS IN THIS SESSION AND ANSWER ANY QUESTIONS.]



B.
Workshop




[HAVE THEM GO THROUGH THE FIRST THREE STEPS OF THE "HOW TO DELEGATE" PROCESS OUTLINED IN THIS SESSION FOR ONE OF THEIR RESPONSIBILITIES.  HAVE THEM SELECT ONE OF THE STAFF MEMBERS ON THEIR TEAM TO WHOM THEY WOULD WANT TO DELEGATE THAT RESPONSIBILITY.  THEY MAY WANT TO USE THE JOB DESCRIPTION FORM IN THE APPENDIX TO HELP THEM.]  


APPENDIX 1


JOB DESCRIPTION
GENERAL POSITION INFORMATION
1.
Position title:                                                                                                          
2.
Reports to:                                                                                                               
3.
Positions reporting to me:                                                                                          
4.
Relates closely with:                                                                                                 
5.
Purpose of position:                                                                                                 
SKILLS AND ABILITIES PREFERRED
1.                                                                                                                             

2.                                                                                                                             
3.                                                                                                                              
ONGOING RESPONSIBILITIES

1.                                                                                                                             

2.                                                                                                                             
3.                                                                                                                              
4.                                                                                                                              
5.                                                                                                                              
TOP THREE SHORT-TERM GOALS

1.                                                                                                                             

2.                                                                                                                             
3.                                                                                                                             





