Developing Management Skills

Chapter 8: Empowering and Delegating
د. عبدالمحسن عبدالسلام نعساني

Empowerment Definition:  Providing freedom for people to do what they want to do (pull), rather than getting them to do what you them to do (push).
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ADVANTAGE ExPLANAﬂbN

Time Increases the discretionary time of the manager
Development Develops knowledge and capabilities of delegates
Trust Demonstrates trust and confidence in delagates
Commitment Enhances commitmert of delegates

Information Improves decision making with better information
Efficiency Enhances efficiency énd timeliness of decisions

Coordination Fasters work integration by manager caordination





Results of Empowerment:

· Empowered employees are more productive and happier.

· Empowerment also helps the organization stay flexible and adapt to changes.
· Helps develop self-confidence.
· Helps overcome feelings of powerlessness.
· It energizes people to take action.
· It creates intrinsic motivation  
Lack of Empowerment Consequences
· Powerlessness.
· Helplessness.
· Alienation, hostility , unfreindliness 
Dimensions of Empowerment
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DIMENSION EXPLANATION.

Self-efficacy A sense of personal
competence

Self-determination A sense of personal choice

Personal consequence . A sense of having impact

Meaning A sense of value in activity

Trust ‘ A sense of security





· Self-efficacy: When people are empowered, they have a sense of self-efficacy, or the feeling that they possess the capability and competence to perform a task successfully. 
· Self-determination: Empowered people also have a sense of self-determination. Whereas self-efficacy refers to a sense of competence, self-determination refers to feelings of having a choice. "To be self-determining means to experience a sense of choice in initiating and regulating بدء وتنظيم one's own actions"
· Personal Consequence: Empowered people have a sense that when they act, they can produce a result. Think of an assembly line job where a worker screws a nut on a bolt, but if he makes an error, someone down the line will correct it. Such a person will have little sense that he can have any effect on the outcome of the product or that his efforts have an effect on the end product.
· Meaning: Empowered people have a sense of meaning. They value the purpose or goals of the activity in which they are engaged. Their own ideals and standards are perceived as consistent with what they are doing.
· Trust: Finally, empowered people have a sense of trust. They are confident that they will be treated fairly and equitably. 
Developing Empowerment – 9 points 
· Articulate  a Clear Vision and Goals:
· Create a picture of a desired future. (delete)
· Use word pictures and emotional pictures to describe vision. (delete)
· Identify actions that will lead to a vision
· Establish SMART goals (Specific, Measurable, Aligned- attainable, Realistic, Timing).
· Associate the vision with personal values
· Foster Personal Mastery Experiences:
· Break apart large tasks and assign one at a time
· Assign simple tasks before difficult ones
· Highlight and celebrate small wins
· Incrementally expand job responsibilities
· Give increasingly more responsibilities to solve problems
· Model Successful Behaviors  
· Demonstrate successful task accomplishment
· Point out other people who have succeeded
· Facilitate interaction with other role models
· Find a coach
· Establish a mentor relationship
· Provide Support:

· Praise, encourage, express approval for and reassure
· Send letters or notes of praise to family members or coworkers
· Foster informal social activities to build cohesion
· Supervise less closely and provide time-slack
· Hold recognition ceremony
· Arouse- produce- Positive Emotions:

· Foster activities to encourage friendship formation
· Periodically send light-hearted messages
· Use superlatives in giving feedback
· Highlight compatibility between important personal values and organizational goals
· Clarify impact on the ultimate customer
· Foster attributes of recreation in work
· Provide Information:

· Provide all task relevant information
· Continuously provide technical information
· Pass along relevant cross-functional information
· Provide access to people with senior responsibility
· Provide access to information from its source
· Clarify effects of actions on customers
· Provide Resources:

· Provide training and development experiences
· Provide technical support
· Provide needed time, space, or equipment
· Ensure access to relevant information networks
· Provide more discretion to commit resources
· Connect to Outcomes:

· Provide a chance to interact directly with those receiving the service
· Provide authority to resolve problems on the spot
· Provide immediate, unfiltered, direct feedback
· Create task identity
· Clarify and measure effects
· Create Confidence:

· Exhibit reliability and consistency
· Exhibit fairness and equity
· Exhibit caring and personal concern
· Exhibit openness and honesty
· Exhibit competence and expertise
Inhibitors to Empowerment: 
· Attitudes about subordinates: Managers who avoid empowering others often believe their subordinates are not competent enough to accomplish the work.
· Personal insecurities-: some managers fear they will lose the recognition and rewards associated with successful task accomplishment if they empower others.
· Need for control: Non-empowering managers also often have a high need to be in charge and to direct and govern what is going on. They presume that an absence of clear direction and goals from the boss and a slackening of controls will lead to confusion, frustration, and failure on the part of employees.
Delegation:

Delegation involves the assignment of work to other people, and it is an activity inherently associated with all managerial positions. Delegation normally refers to the Assignment of a task. It is work-focused. Empowerment, on the other hand, may involve non-work activities, emotions, and relationships. It involves the way people think about themselves. 
Advantages of Delegation:
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Things to consider when delegating:

To determine when delegation is most appropriate, managers should ask five basic questions; these questions are equally applicable whether assigned work is to be delegated to a team or to a single subordinate.
· Do subordinates have the necessary (or superior) information or expertise?
· Is the commitment of subordinates critical to successful implementation? Participation in the decision-making process increases commitment to the final decision. 
· Will subordinates' capabilities be expanded by this assignment? Delegation can quickly get a bad name in a work team if it is viewed as a mechanism used by the boss to get rid of undesirable tasks.
· Do subordinates share with management and each other common values and perspectives? If subordinates do not share a similar point of view with one another and with their manager, unacceptable solutions, inappropriate means, and outright errors may be perpetuated.
· Is there sufficient time to do an effective job of delegating? It takes time to save time. To avoid misunderstanding, managers must spend sufficient time explaining the task and discussing acceptable procedures and options. 
Guidelines for Effective Delegation:

· Begin with the end in mind: Managers must articulate clearly the desired results intended from the delegated task.
· Delegate completely. In addition to the desired ends, managers must clearly specify the constraints under which the tasks will be performed. 

· Allow participation in the delegation of assign meats. Subordinates are more likely to accept delegated tasks willingly, perform them competently, and experience empowerment when they help decide what tasks are to be delegated to them and when. 

· Establish parity between authority and responsibility. The oldest and most general rule of thumb in delegation is to match the amount of responsibility given with the amount of authority provided. 
· Work within the organizational structure. Another general rule of empowered delegation is to delegate to the lowest organizational level at which a job can be done. The people who are closest to the actual work being performed or the decision being made should be involved.
· Provide adequate support for delegated tasks. When authority is delegated to subordinates, managers must provide as much support to them as possible. 
· Focus accountability on results. Once tasks are delegated and authority is provided, managers generally should avoid closely monitoring the way in which subordinates accomplish tasks.
· Delegate consistently. The time for managers to delegate is before they have to. Sometimes, when managers have time to do work themselves, they do just that, even though that work could and should be delegated. 

· Avoid upward delegation. Although it is crucial for subordinates to participate in the delegation process in order to become empowered, managers must conscientiously resist all so-called upward delegation, in which subordinates seek to shift responsibility for delegated tasks back onto the shoulders of the superior who did the initial delegating. 
· Clarify consequences. Subordinates should be made aware of the consequences of the tasks being delegated to them. They are more likely to accept delegation and be motivated to take initiative if it is clear what the rewards for success will be, what the opportunities might be, what the impact on the ultimate customer or the organization's mission can be, and so on. 
