
THE LEADER’S TOOLKIT · FREE TEMPLATE

The Delegation Ladder
Name the level out loud.

Move people up deliberately.

LEVEL 1

Do exactly what I say.
You decide; they execute.

LEVEL 2

Investigate and report
back.
They gather the facts; you
decide.

LEVEL 3

Investigate and
recommend.
They make the call on paper;
you approve.

LEVEL 4

Decide, then inform me.
They make the call; you hear
afterwards.

LEVEL 5

Just do it.
Tell me only if there’s a
problem.

TASK

A deliverable or decision, not an area
PERSON

STAKES

Low / Med /
High

LEVEL

Circle one
CHECK-INS

When and how
REVIEW DATE

Ready for the next level?

L  M  H 1  2  3  4  5

L  M  H 1  2  3  4  5

L  M  H 1  2  3  4  5

L  M  H 1  2  3  4  5

L  M  H 1  2  3  4  5

L  M  H 1  2  3  4  5

L  M  H 1  2  3  4  5

L  M  H 1  2  3  4  5

Levels belong to tasks.
The same person can be Level 5 on
copywriting and Level 2 on hiring.

Say the number.
“I’m delegating this at Level 3.” Vagueness
causes the blowups.

In doubt, go one lower.
It’s easier to release the rope than to grab
it back.

Watch for level drift.
Stepping into a Level 4 task demotes it to
Level 2. Say so, or step back.
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