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“Delegation, properly carried out, develops employees
into team players. When employees are empowered,
accountability and responsibility rise to a higher level."

– continued on page 2 –

What is the force that makes teamwork effective? Em-
powering your team members. An empowered team is
significantly more productive than a group of individuals
working under strict guidelines. As the people in your work
group become aware that you are willing to empower them,
they are more committed to the tasks you delegate.

Effective delegation is a people development and time
management tool; for maximum benefits, match activities
with the appropriate people according to the needs of the
group and the skills and abilities of individual team mem-
bers. Delegation, properly carried out, develops employees
into team players. When employees are empowered, ac-
countability and responsibil-
ity rise to a higher level.

Empowering team mem-
bers through delegation in-
volves transferring not only
the responsibility for perform-
ing tasks, but also the author-
ity, resources, rewards, and
knowledge necessary to per-
form them. In some situations,
standardization and inflexibil-
ity are essential. However, in
giving assignments, recognize
when teamwork and flexibil-
ity are the better approach.
Empowering people requires
you as a leader to become
teacher, coach, colleague, and
mentor, not just boss. Follow-
ers and peers in some cases

even exceed your abilities, ideas, and expectations. Con-
sider such a result as evidence of your personal success as
a leader.

Empowerment and delegation involve inherent risk.
Learn to take appropriate risks when the promised produc-
tivity payoff justifies it. When you delegate, remember that
you are still accountable for results. You are responsible to
upper management and to the organization as a whole for
achieving results. You cannot excuse mistakes by saying, “I
delegated that to someone else.” Occasionally, you may
need to take responsibility for mistakes made by those who
report to you. But overall, you can confidently accept the

risks of delegation when
you choose your employ-
ees well, train them care-
fully, and prepare them ad-
equately for accepting ap-
propriate responsibility.

Delegate Wisely
Monitor delegation

regularly and measure the
progress of the work group
to keep it on track, to stay
in touch, and to avoid
wasted time and effort. To
reap the benefits of del-
egation and also avoid the

pitfalls, define the follow-
ing degrees of freedom ac-
cording to the situation:
• Act and report routinely

Empower Others to Achieve Success
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– continued from page 1 –

• Act and report immediately • Seek approval, then act
• Wait until told.

Communication and Delegation
Successful delegation requires planning, careful intro-

duction and training, commitment of all team members,
and effective follow-up. Effective delegation always in-
volves adequate communication. People accept responsi-
bility and act when they know what you expect. Talk
informally with a person before actually turning over
responsibility. You might say, “I’m considering handling
some procedures in a different manner in order to reach
long-range departmental goals. I’d like your reaction
regarding who could best handle this, perhaps even you.”
This nonthreatening approach allows the person to ex-
press fears or enthusiasm about the idea of accepting
delegated responsibility. You also receive their insight and
ideas about how to address the project most efficiently.

Gradually turn over the responsibility. You might say
something like this: “I’d like you to handle this portion of
the work. Of course, I’ll work with you until the whole
process goes smoothly.” The groundwork is laid for you to
move gradually out of the picture. As the worker develops
confidence and efficiency, move further aside by setting
specific checkpoints for the employee to report on results.
Provide assurance that you are available for questions
whenever needed. Gradually move to more informal
supervision by telling the worker to let you know when-
ever some problem arises. Moving up to a higher level of
delegation provides more time for you and empowers the
team member for increased productivity.

Any time you delegate a responsibility, also delegate

appropriate authority
to act. In addition to
communicating with
the individual who
will be assuming the
duty and authority,
announce the change
to others who are af-
fected that the func-
tion has been del-
egated and that you
expect appropriate
cooperation and col-
laboration. When you
delegate responsibil-
ity to employees, you
must back their ac-
tions. If an error is
made, use it as an op-
portunity for private coaching. Along with authority goes
accountability, and the one to whom you delegate authority
must be accountable to you for results. But since you are still
accountable to the organization as a whole, you will want to
be sure that you give adequate training and support. Del-
egate increasing authority and responsibility levels, and you
achieve the productivity benefits of empowerment.

In many ways, empowerment embodies principles effec-
tive managers and leaders have practiced for years. Two
new driving forces in business, increased diversity and
high-speed change, magnify the need for empowerment.
Empowering people is now indispensable for effective
personal productivity and maximum team success.
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The Benefits of a Positive Self-Image
When you set and achieve goals to improve your self-

image, to commit yourself to their attainment, and to take
action to bring those goals into reality, you begin to develop
a more positive self-image than you ever dreamed possible.
A positive self-image, in turn, reinforces your courage and
confidence.  You’re then capable of undertaking even more
lofty and challenging goals.

Developing a positive self-image is based on the prin-
ciple that each of us is the product of what we think and
what we believe about our abilities. The only practical
world is the one within ourselves – the world in which we
develop courage and self-confidence and a more positive
self-image. It’s here that we motivate ourselves to trans-
form goals into tangible realities.

The magnetic force of a positive self-image is a leader-
ship tool that will help you become all that you can be
and also bring out the best in your team members. Your
unique quality of self-confidence will generate many ben-
efits, including the following: • A contagious enthusiasm
for life • Genuine concern for others • A positive personal-
ity that people enjoy being around • Enhanced people skills
• Clarity of purpose • Firm commitment to worthwhile
goals • Increased productivity • An aura of power and
authority which enables you to inspire and lead others.

Developing your self-image can be the most rewarding
adventure of your life. It’s the first step toward the achieve-
ment of goals that will benefit yourself, your team mem-
bers, and your organization as well.
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Building a Strong,
Effective Team
Here are a few characteristics

of strong working relationships:
• The leader and team mem-

bers are mutually committed
to working together to
achieve the goals of the orga-
nization.

• The leader and all the team
members care about one
another’s needs and goals.

• The leader is an attentive lis-
tener and uses both formal
and informal channels to hear
messages coming from all di-
rections.

• The leader and all of the
team members communicate
openly and constructively
about job-related questions
and issues.

• The leader is consistent in
words and actions, and when
policies and strategies change,
works to build consensus and
understanding.

• The leader has a thorough
knowledge of each team
member’s talents and abilities
and respects each one’s moti-
vational needs.

• The leader is respected by
team members.

Strengthen Your Team
Effective communication binds all the members of a team together and enables

individuals and the team as a whole to achieve organizational goals. As a leader, you
enjoy the keen satisfaction of knowing you help others to achieve their goals while you
reach your own goals. Several constructive attitudes form the foundation for success-
ful communication:
▲ Good human relationships. Getting along well with people is essential to effective

leadership. Constructive communication – written or verbal – takes into account the
principles of good human relationships. Respect and consideration for others, for
example, are paramount to good human relationships. “Treat others as you would
have them treat you” is a reli-
able guideline at all levels of
human interaction. If you want
others to listen to you, for ex-
ample, you must listen to them.
If you want to be treated courte-
ously, you must exhibit cour-
tesy.

▲ Mutual understanding. Achiev-
ing results through communi-
cation and persuasion requires
mutual understanding. Under-
standing, in turn, requires a genuine effort to see things from the point of view of
others. This empathetic effort earns the confidence of other people, paves the way
for acceptance of your message, and increases the likelihood of a positive response.

▲ Impressing versus expressing. Seeking to express your ideas or thoughts accurately
rather than to impress others is a key attitude to more effective communication and
persuasion. Regardless of the size of your audience, you can expect better results
if you concentrate primarily on your message – the facts, ideas, or proposals you
are trying to deliver – and on meeting the needs of your listeners instead of thinking
about yourself and the impression you are making. Too much concern about the
impression you are making destroys the message itself and marks you as insincere.

▲ The right timing. For the most positive results, choose the right timing for
communicating each bit of information. Take into account the emotional climate,
what else is happening, and the facial expressions of your listeners to help determine
the right time for an exchange of information. A familiar Scripture emphasizes the
importance of timing: “To everything there is a season and a time to every purpose
under heaven ... a time for silence and a time for speech.”

▲ Communication as a process. Whether written or verbal, communication is a
process involving three essential components: a sender, receiver, and message.
Effective communication brings about a mutual understanding between sender and
receiver and results in some action or change in attitude or behavior, or both. Good
communicators understand the role of each step in the communication process.

▲ The constancy of communication. Communication involves more than spoken or
written words. As a leader, you are constantly communicating; even doing nothing
tends to convey a powerful message. Effective leaders are always sensitive to
nonverbal cues – to emotions, movements, facial expressions, personality, and
other factors making up the total message.

Image courtesy of IndypendenZ at FreeDigitalPhotos.net



The Total Leader44444 CLARIFYINGFOCUS

Define Expectations and Accountability
Definite, clearly communicated expectations form the

basis of accountability. Employees should be educated
about company policies and expected to honor them.
The first step in educating employees is to provide a
written employee manual. If your organization does not
have one, consider producing one in your department or
division. Address the problems you encounter most often.
Make the policies clear and concise. Use plain language
to state requirements and corresponding consequences
for infractions.

As you plan policy, discuss the pro-
visions with the person you report to
and with the personnel department;
discuss them with group leaders in
your work force or, if yours is a small
work group, with all your team mem-
bers at a group meeting. Consider in-
corporating their suggestions. When
you have drafted the policy, ask the
person you report to for additional
suggestions for improvement. Distrib-
ute the policy in its final form to all
team members at a group meeting;
explain it and answer any questions.
Even if employees are not in total
agreement with the policy, they are
more likely to respect it if you give
them an opportunity to express them-
selves and you answer their questions.

The second step of accountability is
to enforce expectations consistently. If
employees discover that one portion
of the company handbook is generally ignored, they tend to
ignore the rest of it as well. Company standards should be
established to meet specific organizational goals. Any stan-
dard that meets that test is important enough to be enforced.

Procedures for dealing with infractions should be
defined and described in the handbook, and employees
should know, within broad limits, what to expect in case
of a violation. Consequences should correspond to the
seriousness of the offense, and may become more strict
with repeated offenses. These actions are common in
many organizations:
◆ An informal, private conversation to discuss the infrac-

tion and make sure the employee understands the expec-
tations of your organization

◆ A second, more formal interview in which the employee
is asked for a commitment to correct the problem within
a prescribed period of time

◆ A request to correct the problem written to the employee
and placed in the personnel file

◆ A transfer to a position more commensurate with the
employee’s demonstrated ability and attitude

◆ A poor performance rating
◆ A passover for a raise or promotion, or a denial of special

privileges
◆ Suspension from work without pay in order to consider

the employee’s position and commitment
◆ Termination of employment

Enforce expectations consis-
tently. The certainty of conse-
quences is more important than
the severity. It is obviously true
that people are not equal in all
respects and that you cannot al-
ways treat unequal people equally.
But the one case in which you
must always treat everyone
equally is in the enforcing of your
organization’s expectations.

Problems and actions taken
should be recorded on the
employee’s information sheet that
you keep for your own use – not
for a permanent personnel file.
Offenses, warnings, and correc-
tive actions with the date upon
which they occurred are impor-
tant parts of this record. Because
discipline is “training,” consider

this sheet a record of the employee’s training for productiv-
ity. This sheet can also be helpful to you as you prepare for
conducting the individual’s performance review. Only re-
peated serious disciplinary problems should ever become a
permanent record.

When employees know what is expected of them,
have a general idea of the consequences, and can depend
upon consistency in enforcement, they most likely will
try to live up to established performance and behavior
expectations. Since people are human, however, a team
member will occasionally fail to meet organizational
standards. Your job is to check facts and take appropriate
action. When team members know they will be held
accountable for their action, and getting the job done, they
generally will do it. Your job is to make sure it happens.
That is accountability.
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Improve Your Interactions with Others
Knowledge about basic behavioral styles helps you

understand employees better and implement the approach
that most effectively motivates each one. Personalities can
be categorized according to four basic styles observable in
the behavior of most individuals. When you understand
these styles, they serve as a basis for choosing your
approach to motivating your team members. Consider
these four basic styles as you interact with people:
Action-Oriented Employees

People who are action oriented know what they want,
and the approach seems to imply an
attitude of “let’s get it done right
now – and get it done my way.”
Action-oriented individuals con-
centrate primarily on the task at
hand, rather than on people. As a
result, they’re often perceived as
uncommunicative, detached, inde-
pendent, and competitive. Action-
oriented people are so busy “get-
ting things done” that they tend to
neglect building close relationships.
Action-oriented individuals appear
to work with others only when it’s
necessary to do so to achieve their
objectives.

When you have a team member
who is action oriented, communi-
cation needs to be directed to the task at hand. If there’s a
problem and you need information, ask questions that are
pointed toward the task itself, how it can best be done, and
what actions can be taken to gain the desired result. Listen
carefully to the answers you receive from one who is action
oriented. You will get the bare facts, but those facts will go
to the heart of the problem. Be willing to accept the
information offered even though it seems to lack tact and
concern for the feelings of others.
Relationship-Oriented Employees

At the opposite extreme from those who are action
oriented are relationship-oriented people. Setting a high
priority on cooperative behavior, close relationships, and
friendships, they lend freshness and warmth to any situa-
tion. They interpret the world on a personal basis; they tend
to become involved in the feelings of others and in relation-
ships between people. Although power over others doesn’t
motivate the relationship oriented, being accepted by oth-
ers is vitally important to them. People who are relationship
oriented like to get things done through others; they depend
upon understanding and mutual respect rather than author-

ity, force, or threats to gain cooperation.
Managing relationship-oriented individuals can be pleas-

ant even when it’s unproductive. Be aware of the need to
show concern for the opinions and needs of workers with
this style. Give instructions and seek cooperation by appeal-
ing to their current personal concerns. When you take the
time to be caring and tactful, you can count on the commit-
ment and loyalty of these team members.
Intuition-Oriented Employees

Intuition-oriented individuals are sometimes called un-
predictable; they appear communi-
cative, approachable, warm, and
competitive. They want others as
friends, but they like them best as
followers and supporters. Placing
value on power and politics, intu-
ition-oriented individuals are moti-
vated to gain personal recognition
and to rally support for their own
causes. However, intuition-oriented
people change course of action eas-
ily and often fail to bother with the
specifics of who, why, what, and
how. They sometimes are undisci-
plined in their use of time.

The most difficult part of leading
intuition-oriented people is know-
ing what to expect from them. They

have great energy, initiative, and desire to be productive.
When you communicate with them, ask their opinions and
then lead them to relate those opinions to facts before they
take action. You can coach them to be a little more practical
and logical without losing the advantage of their creativity.
Thinking-Oriented Employees

Thinking-oriented individuals live life according to facts
and principles. They show minimum concern for relation-
ships and focus on organizing and to getting things done.
Those who use this style are often regarded as cold, de-
tached, and indifferent. They’re cautious about showing
personal warmth. They sometimes seem more concerned
with getting things done rather than with personal involve-
ment or regard for feelings.

When you’re responsible for providing leadership to
thinking-oriented people, give them time to think through
the task at hand. Give them good reasons for the orders and
instructions you give. Be especially careful to provide them
with a personal tracking system so they can know at all times
how their performance measures against goals or standards.
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Since 1966, Leadership Management® Interna-
tional, Inc. has been bridging the gap between
potential and performance by helping or-
ganizations and individuals evaluate
their strengths and opportunities
through implementation of the
unique and proven LMI Process�.
The LMI Process�...

● Develops leaders who, in turn,
empower their people to use their
untapped talents and abilities.

● Identifies key areas the organiza-
tion should focus on in order
to reach the next level of success.

● Gives direction to an effective solu-
tion and delivers measurable results.

● Practices a 93 percent effective
leadership model.

The LMI Process� is designed around a Strategic Devel-
opment� model with four vital components:

● Awareness

● Planning

LMI ® tools and processes have been making a difference in organizations
and individuals for more than 50 years in more than 80 countries.

Bridging the Gap Between Potential
and Performance

STRATEGIC DEVELOPMENT
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