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Shift Your Mindset 
and Start Delegating
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Before you can delegate effectively, you must be in the right mindset. Too often we

make excuses and hold onto work when we shouldn’t. Once you understand the

source of your concerns, you can take steps to move past them and begin delegating

effectively.

 

This guide contains an overview of common delegation fears, questions for reflection

to help you uncover your specific worries, and suggested approaches to shift your

mindset.

"Effective delegation starts with your mindset. It’s
pretty hard to successfully delegate if deep down, you

don’t believe it will work."
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5 Common Fears

“If you want it done right, you have to do it yourself.” This may be an old saying, but it’s an

inaccurate concept. Of course no one wants someone else’s mistakes to reflect poorly

on them. The answer is not to avoid delegating, but to delegate well and manage to

success.

#1 Fear of Looking Bad

Ineffective delegation can cause you to spend more time and energy on the back end

“fixing” mistakes. This is avoidable through effective delegation and minimizable through

appropriate delegation scoping (e.g. assign a draft rather than the finished work). 

 

Effective delegation does often require more of your time and energy up front in order to

set the other person up for success. That alone shouldn’t deter you from delegating.

Over time, you’ll make up for that investment and more.

#2 Fear of Costing You More Time / Energy

We all have parts of our jobs that we love and parts that we don’t. Just because you

enjoy something (or are good at it!) doesn’t mean you’re necessarily the right person to

do that work. Rather than focusing on the loss, consider what you might gain by having

additional time to invest in more meaningful or valuable activities.

#3 Fear of Losing Something You Enjoy

It can seem easy to tell someone what to do and yet so hard to talk with them when

things go wrong. Providing support and accountability are critical but they don’t need to

be uncomfortable. When you’ve properly set expectations up front, these conversations

become much simpler.

#4 Fear of Difficult Conversations
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...and the student becomes the teacher. Yes, it happens and it should be celebrated!

Instead of seeing this as their success and your loss, view it at your success as a

manager.  You deserve some credit whether you made a great hire who could take the

ball and run with it, or you taught the person everything they know. 

#5 Fear of Someone Else Out-shining You

The person doesn’t have the skills, knowledge or capability to successfully complete

the work.

The person will make a mistake and I won’t catch it, leading to a bad result.

I don’t want to give up control and let someone else do it their way which may be

different (or less efficient/effective) from mine.

I will be blamed for someone else’s mistakes.

I will be demoted, fired or otherwise penalized if it goes wrong.

People will think less of me if someone else does it better than I do.

My boss, colleagues or team members won’t trust or respect me anymore.

I will no longer get to do something fun or that I enjoy.

It will make my job harder rather than easier.

I’ll spend more time teaching and coaching than if I just did the work myself.

I’m not good at letting go. I don’t want to become a micro-manager.

I'm not good at or don't enjoy coaching others.

I don’t want to add negative tension onto the relationship with my team member. It

won’t be good if they feel I’m harping on them.

People will think I’m trying to get out of doing my work. 

If I delegate and it goes poorly, I'll make the person feel bad about their failure.

If I delegate and it goes poorly, it will be awkward when I take the work back.

1. What am I actually afraid of? For example:

Questions for Reflection
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2. Given my fears, how do I need to adjust my mindset and reduce my fears? 

3. How might the other person benefit if I delegated to them? 

“You must set the person up for success whether you’re
delegating a small task or large outcome, they’re skilled
and experienced or a complete novice, you’re handing

over part or all of the work.”

Grow their skills.

Have new experiences.

Take on greater responsibility.

Advance their career.

Could this help them:

Developing my delegation skills. 

Reconsidering how I value my own time.

Implementing new self-talk or mantras e.g. "When I delegate well, everyone wins."

Do a time-tracker to understand how I currently spend my time.

Do a thought experiment by playing out my fears and determining their liklihood.

Try one of the tactics for delegating I've learned about in this guide.

Would I benefit from:
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5. How would I, my team, and/or the

organization benefit if I spent my time on

something else? For example:

I could take on new responsibilities that would result in business growth or career

advancement.

I could learn and grow my skills. 

I could get more sleep, exercise, spend time with friends/family, reduce my stress

levels, etc, making me a happier person and a better manager/employee.

I could spend more time investing in and supporting my team members and our

overall teamwork.

4. Is it essential that I do this work or is there someone better suited to it? 

Are specific to my role as a manager e.g. holding 1x1s with my team members.

Are assigned specifically to me by the organization or my boss.

I have specific expertise, experience or am otherwise ideally suited to perform.

Essential activites for me are generally ones that:

delegate to a current team member?

train or develop a current team member

to take it on?

request to share a person from another

team?

hire an additional team member?

outsource to a freelancer?

For activites or outcomes that others could

perform, could I:

“Sometimes delegating isn’t
actually about you - it’s about
creating an opportunity for a

team member to develop their
skills and grow in their career.”
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8. How can I set the person up for success? (Hint: check out my online course Make

More Time: Everything a manager needs to know to delegate successfully --

www.mamieks.com/delegation)

Clarify what success looks like.

Document the information they need.

Consider what resources are needed.

Establish the parameters such as timeline, budget, decision authority.

Determine together how you'll communicate during the work.

Follow through on supporting and holding the person accountable.

6. What can I do to maintain a level of oversight that feels comfortable for me while

building trust? For example:

Delegate tasks (straightforward actions) instead of outcomes (goals with greater

complexity, ambiguity or unceratinty). 

Delegate the first draft rather than the final product.

Delegate a component of the work rather than the whole job.

Delegate items that are low risk.

Establish check-in points for you to enhance their work along the way and avoid any

big surprises.

7. What is the return on investment if I delegate this work properly? How long

would it take me to plan and prepare the other person? How much time do I spend

doing this work now? How quickly would I ‘recoup’ that time?

Example: You do a task every week and it takes you 30 minutes to complete. To

delegate for success, you estimate it will take you 4 hours (240 minutes) of

preparation and support during the first week and 10 minutes every week after, for

one year. You’re spending an extra 210 minutes in week one, but after that, you’re

saving 20 minutes per week. That means that by week 12, you’re netting an

additional 20 minutes of time each week.


