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 Delegation &
empowerment in M 3.0

 Delegation Poker




MANAGEMENT 3.0

LEADING AGILE IDEVELOPERS.
DEVELOPING AGILE LEADERS

n ™ vPrOovE | [ o
EVERYTHING | \y

JURGEN APPELO

MANAGEMENT
& LEADERSHIP
ONIMNIHL
ALIX31dINOD

Forewords by‘Rohrrt. s .4\[.1rtt'pr and Ed Yourdon




EFQM-MODELL bt ' e

TOTAlQUALITATW .
MITARBEITER gz vrsirnerricy MODELLS Bl
3

AN o
. USA” GRUNDGEDANAE i iy QU TATESE G UMSETZUNG PMODEL Lvcbimezosen

REAL ORGANIZATION CHART ~ MEoRATON TRANNG

S{EEPS

PARTNERWHO =",
REALLY CALLS { ® ¢ Ty,
THESHOTS =N\ @
SECRET GAY
CRUSH
e SUPPORT SAME
€~ fooreALL
l TEAM
RUNS OFFICE

LOTTERY
(UNFAIRLY)

IF S OR.THEN MORE

WORK DONE AND/OR BETTER
PERFORMANCE

‘ ! N
SELLS oIS =
KIDS AT DRUGS TO THREESOME ADMIRES BROTHERS

SAMESCHOOL
RELIGIOUS CONNECTION



Some people think of an organization as a
community or a city. You can do what you want, as
long as you allow the community to benefit from
your work. We call that Management 3.0.




The only thing left to do for
managers is to grow and
nurture the whole system.




Management 3.0 =
Managing the system, not the people.




Management 3.0 =
Better management with fewer managers.
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together
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Empower Teams: Teams can
self-organize, and this requires
empowerment, authorization,
and trust from management.




FOREWORD BY STEPHEN R.COVEY

Turn the
hip Around!

el RAUE-STORY OF
TURNING FOLLOWERS

INTO LEADERS

“The best how-to
manual anywhere for
managers on delegating,
training and driving
flawless execution.”

—FORTUNE




B o & LR
b To Control or Not to Control I@

@' Central control of a complex system

doesn’t work, because the central node
@ information that is needed to make

of a network cannot possibly contain all
good decisions everywhere.
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We aim for a more
powerful system, not
better-controlled people.

(And besides, creative
workers cannot be
controlled anyway.)




Empowerment
requires
delegating

decisions

Managers often fear a
loss of control when
teams take over decision-
making.

And creative workers
sometimes have no
idea how to take
responsibility.




Giving and Taking Control

Quite often, when managers delegate work to people
or teams, they don’t give them clear boundaries of
control.

It Is like to walk into invisible ¢
electric fence.
N




Situational Leadership

Situational Leadership®
Influence Behaviors
I
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* Situational Leadership® is based on the
relationship between leaders and followers
and provides a framework to analyze each
situation based on the Performance
Readiness® Level that a follower exhibits in
performing a specific task, function or
objective.

* Then, based on the leader’s diagnosis, the
necessary amounts of relationship behavior
and task behavior are applied and
communicated to the follower in order to
support their needs and advance
development.

* https://situational.com/situational-leadership/



https://situational.com/situational-leadership/

Delegation is not a binary thing. There are
more options than being a dictator or an
anarchist. The art of management is in
finding the right balance.







1. Tell

You make a decision
for others and you may
explain your
motivation.

A discussion about it

IS neither desired nor
assumed.
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2. Sell

You make a decision
for others but try to
convince them that
you made the right
choice, and you help
them feel involved.

| will try and

sell it to them




We choose to go to the moon in this decade and
do the other things, not because they are easy,
but because they are hard, because that goal will
serve to organize and measure the best of our
energies and skills.
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3. Consult

You ask for input first,
which you take into
consideration before
making a decision that
respects people’s
opinions.

Consult

| will consult
and then decide







4. Agree

You enter Into a
discussion with
everyone involved, and
as a group you reach
consensus about the
decision.

We will agree
together







5. Advise

You will offer others
your opinion and hope
they listen to your wise
words, but it will be
their decision, not
yours.

Advise

| will advise but
they decide



:‘Don't you think :
if | were wrong,
I'd know it?
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6. Inquire

You first leave It to the
others to decide, and
afterwards, you ask
them to convince you
of the wisdom of their
decision.

Inquire

| will inquire after
they decide







7. Delegate

You leave the decision
to them and you don’t
even want to know
about details that
would just clutter your
brain.

Delegate

| will fully

delegate







The 7 Levels of Delegation is a symmetrical model.
It works In both directions.
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Consult

Agree Advise Inquire

I will inquire I will fully

after they decide delegate




The 7 Levels of Delegation is a symmetrical model.
It works In both directions.
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Agree

I will fully

delegate

Consult is the opposite of Advise.



The 7 Levels of Delegation is a symmetrical model.
It works In both directions.
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Agree

I will fully

delegate

Sell Is the mirror of Inquire.



Delegation levels are applied to key decision areas. The
“right” level of delegation is a balancing act. It depends on a
team’s maturity level and the impact of its decisions.
Delegation is context-dependent.




A delegation board enables management to clarify delegation
and foster empowerment for both management and workers.
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Vacation Days

Office Hours (
Tool Selection

Team Membership

Goal Setting

Team Bonuses



Delegation poker rules

1. Read (tell, listen,...) the question — decision area

2. Everyone choose (privately) one of the 7 cards

3. After everyone has decided, show all cards

4. Let the highest and lowest motivate their choices

5. Discuss as a team

6. Repeat steps 2 to 5 until the team aligns on a number
/. Record the number

Advise Inqulre N
R
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Questions?
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Suggest Reading List
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The award-winning Managing, streamlined for busy managers Secrets !
g Do Johanna Rothman
Esther Derby

and Can Do Better I D RU CK ER e S‘ERVI.fI:E
Simply Managing — Henry Mintzberg http://bit.ly/1PFI175cC
Reinventing Organizations — Frédéric Laloux http://bit.ly/1QUUBoV
Management: Revised Edition — Peter F. Drucker http://bit.ly/1X49vyt]
Behind Closed Doors — J. Rothman, E. Derby http://bit.Iy/11AIX7S

Freedom from Command & Control — John Seddon http://bit.ly/1QUV6zr
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