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Procedure for Identifying Projects, Delegation

Opportunities are born when you fall in a hole or run into a problem.  First, deal with the immediate issue.  Then, consider…is this a blue-moon event or do we need to do something to keep us from falling into this hole again?  Suppose you have a landscaping company.  For the thousandth time you have reached for the weed whacker and it has been lost, broken, or put somewhere other than where you want it to be.  You could come uncorked – again – or you could write, “Create Tool Check Out Procedure,” on the Company Master Projects list.  

Encourage team members to add to the Company Master Project list.  They know what isn’t working and they are your best hope for getting problems solved.  

For each Top Project, use the classic Journalistic Questions to delegate successfully.  This can be done at the first meeting after the project has been elevated to Top Project status.  

Why?  Have a good reason for why it needs to be done.  “It’s frustrating to be 100 miles from the shop and not have a weed whacker on your truck.”  

What?  Describe, as best you can, what this project would look like when it’s done.  Most often, a project is done when you have a written checklist/procedure for making sure that the problem doesn’t keep happening.  “Tools are accounted for, cared for properly and where we need them.  All team members have been trained on, and are held accountable to, the written procedure.”  

Who?  Assign the project to someone.  Or, ask for a volunteer.  Communicate that project management skills are taken into consideration when auditioning team members for promotions.    Call this person the Project Leader.  You may assign a few team members to the project.  The Project Leader is responsible for the outcome.  

How much?  Meet to discuss the project with the Project Leader.  How much time, energy and resources will be needed?  

When?  What’s the time frame?   When is the next meeting to check progress?  When is the finished project due?  

How?  There are no bonus points for making a molehill project a mountainous event.  Always aim for simple solutions.  When you assign the project, discuss and clarify expectations.  Then, let the Project Leader loose.  

Reward?  You might assign a reward for completing the project.  Make sure the project and reward match in terms of scope.  In other words, no need to send someone on a two-week cruise for completing a “Procedure for Cleaning the Break Room” project.  However, a gift card to amazon.com might be cool.  Discuss when you delegate.  

[bookmark: _GoBack]Then, manage, but don’t take over, the project.  You don’t want to come to the end of the project and be deeply disappointed by the results.  So, determine what kind of management and meetings will be required to make sure you stay in communication and aware of the progress of the project.  Set the Project Leader up to win, and you win.  Use meeting time to brainstorm solutions if they get stuck.  

Celebrate the win!  When it is done, acknowledge it.  “We now have the right tools at the right place at the right time.  Kudos to the Project Leader and his team!”  If you have included a bonus or a spiff for the successful completion of the project, deliver it with a handshake, a thank you and public recognition.  

When you find yourself hogging the opportunities, correct yourself.  Inspire them with your vision.  They already know the problems and opportunities. So, hand ‘em a project. 

"I must follow them.  I am their leader."  - Andrew Bonar Law 
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