The Delegation Decision Matrix
Delegation is not dumping — it is a deliberate transfer of ownership at the right level.
Poor delegation fails in one of two directions: you hand over a task with no authority (dumping), or you hand over authority you should have kept (abdicating). The fix is to be explicit about the level of autonomy for each task. This matrix helps you decide what to delegate, to whom, and how much room to give.
Before you delegate, answer one question: what level of decision-making am I actually handing over? Name it out loud, or the other person will guess — and guess wrong.
The five levels of delegation
For any task, choose the level that matches the person’s judgment and the stakes of the decision.
	Level
	What it means
	Best when

	1 · Do
	Do exactly as instructed; report back.
	New skill, high stakes

	2 · Recommend
	Investigate and propose; I decide.
	Building judgment

	3 · Decide with check-in
	Decide, but run it past me first.
	Growing trust

	4 · Decide & act
	Decide and act; tell me what you did.
	Proven in this area

	5 · Own
	Full ownership; no need to report routine calls.
	Fully trusted


What only you can do
Some things do not delegate. Keep these; delegate almost everything else.
1. Setting direction and priorities for the team.
1. Difficult feedback and personnel decisions.
1. Relationships where your specific seniority is the point.
Your delegation worksheet
List what is on your plate, then assign an owner and a level to each. Anything you keep at Level 1 forever is a task you have not truly delegated.
	Task
	Owner
	Level (1–5)
	Check-in cadence

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


The Leadership Compass by Sudarshan  ·  leadershipcompass.co.in
