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This guide is provided for use with the Delegation Master 
App.  By adopting the approach described, you will 
consistently achieve better outcomes when delegating 
work to others. 
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A Step-by-Step Guide 

By adopting the framework described on the following pages you will be able to 
consistently assign the right work to the right people and achieve outstanding results. 

Step One – Defining the Work to be Assigned 

Use the Delegation Master colour classifications to ensure there is total clarity about 
what you are asking of people. 
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The Delegation Colour Classifications 

 

Here some examples of work assigned using each of the four colour 
classifications. 
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Step Two – Identifying the Personal Qualities Required for the Work 

Having defined what work you wish to delegate the next step is to identify the personal 
qualities required to achieve the desired outcome.  

This should include the hard factors, such as skills and experience, and the soft factors, 
the personal attributes and talents required. 

For small tasks this can be done informally by drawing on your knowledge and 
experience.  For more significant tasks or projects it is suggested you use a robust 
process though, particularly for defining the soft factors.   

I have found the Belbin Job Assessments and Reports to be ideal for this.  They are well 
proven, easy to use and are available to Delegation Master App users free of charge. 

To demonstrate the process, I have selected a brief taken from the Yellow 
Classification:  

"Develop and deliver a social media campaign to increase brand 
engagement by 15% over the next three months.” 

First, let’s consider the hard factor requirements.   They would include such things as: 

Experience in using social media and brand promotion. 

Turning to the soft factors, in the example below you will see how the Belbin Job 
Requirement Assessment is used to rate the importance the first 4 of 16 factors for the 
above task. 
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The Resultant Belbin Job Report 

Once the Job Requirement Assessment has been completed a report can be generated 
containing advisory text and a chart showing the relative importance of each of the 9 
Belbin Team Roles.  

 

Step Three – Conducting a Gap Analysis 

This involves assessing the match of the person against the task or project’s defined 
hard and soft factors. 

Again, this is relatively easy for the hard factors but even so, it is suggested that you use 
an objective process for this.   For example, using a scale of 1 to 10 for the importance 
of each factor to the relevant work or project.  A gap analysis can then be done using the 
same scale for the person’s rating for each of the factors 

The process for completing a gap analysis for the soft factors using Belbin involves: 

1. Arranging for the nominated person to complete a Belbin Self Perception 
Inventory, with observer feedback if possible. 

2. Producing a Job Comparison report.  (See the examples below.) 
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Example 1 – A Poor Match 

 

 

Example 2 – A Good Match 
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Step Four – Make a Decision 

When making a decision you may have to make a compromise, but you will be able to 
do so with a clear understanding of the situation. 

When faced with this scenario, it is suggested that you compromise more on the hard 
factors as skills, knowledge and experience can be developed and it provides scope for 
personal development. 

Re-engineering people’s inherent qualities, or soft factors is more difficult though so try 
not to compromise too much on this.   When the situation arises where the person’s 
natural attributes are not an ideal fit here are two things worth considering. 

One is to slightly re-shape what you are assigning to better suit the person.  The other is 
to pair the person up with someone who possesses the missing qualities, or maybe a 
bit of both. 

By following the procedures in this guide, you will consistently make better decisions 
and reap the rewards of being a Delegation Master. 

This will include, increasing the job satisfaction among your team as they feel trusted, 
valued, and more involved in their work.  And for you personally, becoming a highly 
regarded and much sought after manager. 

Good delegating. 

Barrie Watson©2025 

  

 

 


