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THE DECENTRALIZING MANAGER – AN IDEAL OR A DREAM 

BEN SHABO Rina, doctoral student ULIM from Israel 

Abstract: The dilemma of centralization as opposed to decentralization is well-known in the world of management; how a ma-
nager may delegate authority and still remains the 'manager who is in the know' on the one hand, while decentralizing his authority 
on the other. How? Why are some managers concerned about from doing this? Which techniques and perceptions can promote the 
delegation of authority? How does one support delegation of authority in time management and priorities? Is a centralized manager 
worse than a decentralized manager? In this article I will attempt to strengthen some points on the manner of management and the 
characteristics, with the highlight on decentralization as one of the most important tools for effective management. 

Keywords: Path – goal theory, Transformational leadership, Motivation, Strategic management, Concentration of authority, 
Hierarchy structure.  

"…people are not born with the skill, or perhaps the talent, to delegate power and to empower others. This process must 

be learned" [3]. There is no doubt that certain people find the process easier than others, but in any case learning is necessary 

present the model "Path-Goal Theory" to explain how the effective path to fulfilling the role of manager is to motivate his staff 

through transfer of fields of responsibility, trust and support. By so doing he will satisfy the needs of the staff and, additionally, 

will cause raised quality of results within a short time frame. If that is so, why does decentralization not occur in practice? 

Many managers claim that the need to train employees and to explain how to perform the work will take valuable time away 

from the manager, time that the manager himself could use to perform the task, which could lead to feelings of intolerance on 

the part of the manager. Moreover, the concern exists that the delegation of authority may bring about inferior results than 

those had the manager himself performed the task, which may lead to jeopardizing the performance of organizational tasks or 

the responsible manager, personally. Another concern connected to this is that the employee's vision as to the entire system 

may be partial or missing, which may present difficulty in taking into account the entire spectrum of variables and to choose a 

suitable decision befitting the entire organization.  

Why, then, should a manager consider delegating powers? Bass [2] researched "Transformational Leadership" and found 

that the transformational leader motivates those he leads by charisma, intellectual stimulation, transferring responsibility, 

security and trust in the performance by staff and especially by being considerate. Delegation of authority in an effective 

manner can be a lever for the manager to achieve higher organizational profit. The manager is obligated to train employees 

through providing tools and gradual training, toward new roles that will result as a product of the change. The employee is 

obligated to learn and create a receptive environment for new and enriching trials and information, whether it is performing 

tasks or if the employee is granted authority for decision making. The feeling of responsibility for accomplishing the task now 

experienced by the employee will increase the feeling of responsibility toward the manager and toward the task. The process 

allows for empowerment and development of employees. This opportunity provides also for development of the manager who 

may now set new expectations for himself, to occupy himself with top priority fields and will allow him time for thought and 

plan which may develop and profit the organization in the long term – actually everyone profits, the employee is empowered 

and the manager decreases his work load and is freer to engage in thought and managerial, organizational activities while 

decreasing engagement with specifically focused tasks.  

Delegation of authority, when done properly, can save time, so that the CEO is free to use his time and energy to enhance 

the business and deal with other priority issues.  

Good delegation of authority helps the CEO to increase motivation in the organization and to encourage growth from 

within, which is from within the organization. Growth from within the organization means that the employees what they can 

expect as to promotion and they have a channel within which higher motivation is expressed, leading to higher quality of work.  

http://www.knowledgedynamics.ro/
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Nearly every CEO and manager you meet will say that it is his dream to delegate authority to his underlings. If that is so, 

why does it not happen more often in practice?  

One of the problems that many managers face is the difficulty in actually delegating authority, the experience, trying to 

do everything on their own for fear that the result won't be good enough. Additionally there is the problem of delegating 

authority in a fitting manner.  

When a manager does not devote time to performing organizational strategic management and ties himself to work that 

others are in fact supposed to be doing, the reality is that the organization will find itself without continuous management and will 

not be able to make plans for the future, formulate goals or strategic planning. There are instances where the manager has 

failed in an attempt to delegate authority, therefore hesitating to try again in the future, or alternatively, does delegate authority but 

in an improper fashion, leading to the staff feeling they won't be trusted again to receive power or promotion within the organi-

zation. These situations are called: blocks. These blocks do not allow growth of the organization, does not leave the manager 

time to take care of what he should be doing and does not allow the staff to achieve potential by actually carrying out the task.  
 

  

 

 

 

 

 

 

 
 

Figure 1. Growth of the employee as a role player  

Source: developed by the author 
 

Popular myths about delegation of authority [1]: 

1. Every staff is interested in being delegated with authority. 

2. Something is wrong with a staff not interested in being delegated authority. 

3. If the manager only delegates, the rest will be done by the staff. 

4. Delegation of authority is always beneficial to the organization. 

5. Delegation of authority always makes the manager's work easier. 

Levels of Delegations of Authority and Empowerment: 

 The most basic level of delegation of authority – sharing the burden 

The result is – leaving the "big" jobs for the manager 

 The highest level is – sharing power and redefinition  

The result is – increased ability of employees to consider and make decisions 

 The highest level – realizing potential and development in employees of the organization  

The result is – growth of the employee as a role player 

The acronyms SMART or more to the point, SMARTER are a way of expressing delegation of authority. They point out 

key words for performing the task of delegating authority. 

S M A R T E R 

  
Specific    Measurable    Agreed    Realistic    Time bound    Ethical    Recorded  

 

 Figure 2. Keywords for performing the task of delegating authority 

Source: developed by the author 
 

Two more important elements that should be added are: centralized pleasure from the process and enthusiasm even 

though high motivation often comes when the employee succeeds in achieving merit due to a task given and performed to 

satisfaction, and may in itself provide the pleasure and enthusiasm, but the reality is different since it is not always possible to 

ensure that people who have received authority will work with pleasure and enthusiasm. 
 

Table 1. Tasks for delegation fit SMART standards 
 

Which task is suitable for delegation? Will the task fit SMART standards? Task Definition 

What is the reason for choosing this individual or this group? What will they achieve? What will 

you achieve? 

Choose individual or group 

Would some other individual or group be more suitable for the task? Do they understand what is 

involved? If not, delegation of authority is not an option 

Evaluate skills and 

necessary training 

Why the task or responsibility is being delegated. Why it is being delegated to them. What is the 

importance and relevance? Where does the task fit into the larger picture? 

Explain the reasons 

What can be achieved? Check through request and receive feedback: understanding of the task, 

measurement of results. Ensure that the task is performed according to clear measurements which 

are understood by the employee. 

Declaration of expected 

results 

Discuss what is required for completion of the task. Take into account the people, location, 

equipment, finances, materials and anything else relevant to the particular task. 

Expected use of resources 

Setting a due date for completion of the work or, if it is an ongoing project, date for presentation? 

Dates for handing in reports? If it is a complex task that should be performed in stages, what are 

the stages in priorities? 

Agree on due date 

Delegation of Authority 
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Inform all relevant parties of delegation of authority. Don't let the people who you have delegated 

them power be the ones to tell their colleagues about their new role. Inform them of what they need 

to know concerning protocol, definition, policies, etc. 

Support and communication 

It is important that a person performing a task know how he is progressing and if he is achieving 

goals. If there is a problem, it needs to be resolved. You must accept failures and reward success.  

Feedback on results 

Source: developed by the author 

What, then, is meant by delegation and decentralization? Delegation of authority is not just telling another person what to 

do. It is a wide spectrum of variable freedom given in order to accomplish a task. The ore a person is trustworthy and skilled, 

so the amount of freedom given may be increased. As the importance of the task increases so must there be a larger amount of 

control and care taken in the amount of freedom, especially if the task is dependent on a good result. Make sure to choose the 

most suitable option according to the situation. It is important to ask the individual what measure of responsibility he feels 

comfortable with. Why take a guess?  

When the question is posed, agreement on the measure of responsibility may be agreed upon. Some people are decisive, 

others, less so. It is your responsibility to agree on the amount of freedom that is suitable so that their role will be performed in 

the most effective way with minimum intervention from you. Involving the individual in the agreement on freedom of action 

allows for the creation of a type of work contract.  

Examples for different levels of delegation of authority 

The following examples show how delegation of authority allows for a freer range of one kind or another to perform 

tasks. Level one level is the lowest level of freedom (no freedom at all) while Level ten is the highest and most rare level found 

in companies.  

1. "Wait till you're told" or "do exactly as I say" or "follow these instructions precisely" – these are focused instructions and

leave no freedom whatsoever.

2. "Look at this and tell me what the situation is. I will decide." – This is a request for investigation and analysis of the

situation, but not for a recommendation. The person delegated with authority is still responsible.

3. "Look at this and tell me what the situation is – we'll decide together" – here there is a significant change from Level 2.

This level of delegated authority encourages and makes it possible to perform analysis and to make a cooperative

decision, which could be beneficial for both sides and to their development.

4. "Tell me what the situation is and how I can help you to deal with it. Then we shall carry out the decision." – This level

opens the possibility for more freedom to analyze and make a decision on a suitable course of action.

5. Give me your analysis of the situation (reasons, options, pros and cons) and recommendations. I will let you decide how

to proceed – this Level requires analysis and a recommendation, but you will still have the final word before actually

carrying out the decision.

6. "Decide and tell me what you've decided, then wait for approval from me before proceeding" – the person is confident in

managing the situation and the options and is apparently skilled enough to make decisions and carry them out, but

because of the importance of the task or for reasons of personal skills or other variables, the manager prefer to reserve

control on the timing. This Level of delegation of authority may be frustrating for some people if it is used often and for

long periods of time, after people need to wait after they have invested time and effort.

7. "Decide and tell me what you've decided, then proceed and I'll tell you when to stop. – Now the employee starts to

control the action. Slowly increased responsibility saves time. Now the default is positive and not negative. This is a

change for freedom in delegating authority and a way to bring about effective growth of people within the organization.

8. "Decide and act – let me know what you've done (and the result) – this level of delegation of authority saves even more

time. This level gives the option of follow-up by the manager after performing the task, a necessary element when

employees are given more space.

9. "Decide and act – no need to let me know what you've done (and the result) – This Level gives the greatest amount of

freedom to the employee to act. A high level of self-confidence is necessary here and usually there is an evaluation of the

operation according to the general results, usually weeks or months later. Feedback remains a central and important tool

even though the relationship becomes a bit different.

10. "Make a decision where necessary and deal with the situation accordingly. This is your area of responsibility now" – this

is the most freedom given to a person who would not ordinarily be given such responsibility if not for the change in role.

This is strategic delegation of authority. It gives the employee responsibility to define what is happening on a project. The

tasks, analysis and decision making are necessary for managing the project. Delegation of authority here becomes part of

your role – not only a task or project.

Decentralization and centralization provide a solution for the differing needs existing in an organization. The choice of

combining between the two is based on the characteristics of the organization, its strategies and its structure, the training sys-

tem and its goals. Each choice needs to be supported with processes and tools that will make it possible to find hidden opportu-

nities and for superior organizational management. The manager who decentralizes is the ideal for achievement and realization. 
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