Team Pulse by CoastZone — The Deep Dive

Sunday 28 June 2026 (a base-building masterclass)

Delegation: the leadership skill everyone nods at and quietly skips — and why

it matters more in 2026

Companion read to the podcast. This is an evergreen deep dive on one foundational topic — delegation —
anchored to current research, not a breaking-news roundup. Written for consultants working in a Danish/

Nordic context. Every claim links to its source so you can dig in.

The big picture

Most of our episodes chase the new. This one slows down to do a masterclass on something every leader
claims to value and very few do well: delegation. The hook is that 2026 has sharpened the stakes. As Al
absorbs more routine execution and change becomes a permanent condition, the leader's real job shifts
decisively from doing to directing — and the only way to free the attention that requires is to hand work,
decisions and responsibility to other people. Delegation is no longer a time-management nicety; it is the
mechanism by which a leader scales without becoming the bottleneck. The anchor texts are Elsbeth
Johnson's HBR article (September—October 2025) on why leaders who know better still don't delegate,
and Gallup's study of Inc. 500 founders on what delegation is worth. The Danish tradition of trust-based,
flat leadership makes this less of a foreign import here and more of an existing edge to sharpen. Three

angles shape the deep dive.

Angle 1 — The scarce resource is your attention

We usually treat delegation as a productivity tactic — something you get to once the urgent work is
cleared. The more honest framing is that it is the single skill that determines whether a leader can grow

into the role at all.

The argument. Elsbeth Johnson, a senior lecturer at the MIT Sloan School of Management and author of
Step Up, Step Back, opens her HBR article with a familiar axiom: all leaders, from new managers to
seasoned executives, must delegate to free up the time and attention their more senior roles demand.
Indeed, delegation is one of the first skills typically required of a new manager. And yet, she writes,
leaders too often find themselves mired in the details of their teams' efforts — with debilitating
consequences for their organizations. The problem isn't that leaders don't know they should delegate. It's

that knowing and doing are two different things.

Why it matters more now. In a world where Al is taking over more routine execution and transformation
never quite "completes,” the leader's value is increasingly concentrated in judgment, direction and sense-
making — exactly the work that gets crowded out when you stay buried in tasks someone else could do.

Delegation is how you protect the attention those higher-order responsibilities require.
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The Danish angle. Denmark's flat hierarchies and high baseline trust make delegation more natural here
than in command-and-control cultures — but the flip side is that "everyone is busy and capable" can

quietly justify a leader hanging on to operational work they should have let go of long ago.

What to do Monday. Treat delegation as a strategic investment in your own attention, not a favour you do

when the calendar looks calm. The day that "frees up" never arrives; you have to create it.

Angle 2 — It isn't whether you can; it's why you don't

The most useful thing in the research is that delegation pays off handsomely and that knowing this

changes almost nothing — because the barriers are psychological, not technical.

The payoff is large and measurable. Gallup studied the entrepreneurial talent profiles of 143 CEOs on
the Inc. 500 list of America's fastest-growing private companies. Those with high Delegator talent
generated 33% greater revenue — $8 million versus $6 million in 2013 — than peers with low or
limited delegator talent. They also posted an average three-year growth rate of 1,751%, fully 112
percentage points higher than lower-delegating CEOs, and created 21 new jobs in three years versus 17.
In a separate sample of 1,446 U.S. employer entrepreneurs, 33% of high-delegator founders planned to
grow their business significantly, versus 21% of those with lower delegator talent. Delegation, in short, is

a growth engine — not a soft skill.

So why don't capable leaders do it? Johnson identifies four reasons even leaders who know how to
delegate fail to: an addiction to the dopamine hit of easy productivity (ticking off familiar tasks feels
good); a disinclination to reject requests for help from colleagues; a desire to meet their own bosses'
or clients' unmanaged expectations; and a misunderstanding of what "work" should mean for a
manager — confusing visible busyness with the actual job of leading. Naming the real barrier matters,

because you can't fix a motivation problem with a time-management trick.

And when you do delegate, how matters. Handing over a decision can backfire if it feels like dumping.
Hayley Blunden and Mary Steffel (HBR, September 2024), across studies with 2,478 U.S. participants,
found that delegating decision-making can carry real interpersonal costs: people who had been delegated
to were less willing to help the same person with a future decision — even controlling for whether the
outcome was likely to be good or bad. The fix isn't to stop delegating; it's to delegate in a way that
empowers rather than burdens. The authors recommend framing the decision clearly within the scope of
the colleague's responsibilities, and articulating that you'll take active responsibility for any fallout

from their choice. Delegation done well transfers ownership with support — not just risk.

What to do Monday. Delegate responsibility and decisions, not just check-the-box tasks. But give

context and share the consequences, so what you intend as freedom doesn't land as a burden.
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Angle 3 — The Danish lens: "insisting delegation™ and the courage to let go of

control

Denmark has, unusually, built delegation into its formal picture of what good leadership looks like —

which makes it a natural strength to lean on, and a useful vocabulary for client conversations.

Insisting delegation as a core competency. Vaksthus for Ledelse's landmark study Ledere der lykkes
(Leaders Who Succeed) — built on in-depth interviews with leaders, their supervisors and their employees
— identified five core competencies in exceptionally skilled public-sector leaders. The fourth is
"insisterende delegering" (insisting delegation): these leaders persistently insist on delegating
responsibility and tasks, rather than doing so only when convenient. The other four — relational
understanding, trust-building sparring, confronting intervention, and staying grounded under pressure —
frame delegation not as offloading but as an act of leadership. (The follow-up study, Ledere der lykkes 2,

identified seven competencies.)

The wider Danish wave: liberating, trust-based leadership. Delegation sits at the heart of the
friseettende and tillidsbaseret ledelse (liberating, trust-based leadership) movement now prominent across
Danish municipalities and regions, reinforced by the government's debureaucratization agenda. The
leadership role shifts from controlling and supplying answers to supporting, asking questions and
creating frameworks. Showing trust by relinquishing some control isn't softness — it's the precondition
for others to take real ownership. The hard part is that control is easy and leadership is difficult; letting go

feels like risk before it feels like leverage.

Make it a designed habit, not a mood. Because letting go runs against the grain of a busy week, lean on
Morten Miinster's behavioral design: change the environment so the desired behavior is easy. Build
delegation into a rhythm — a standing prompt in your weekly review, a checklist, a default question — so
it doesn't depend on whether the leader happens to feel generous with control on a given day. And Dennis
Ngrmark's work on pseudoarbejde (pseudo-work) is a useful provocation here: much of what leaders cling
to is control theatre with little real value. The more of it you dare to release, the more time both you and

the team recover for the work that counts.

What to do Monday. Make delegation a system, not a sentiment. Put a recurring question in your own
week — "What on my list is actually someone else's work?" — and hand it over with a frame and

ownership, not just the task.

Books & tools to watch

* Elsbeth Johnson, Step Up, Step Back — the book behind the HBR piece; a practical frame for
leaders who keep getting pulled back into the detail.

* Gallup's entrepreneurial-talent research — the Inc. 500 delegator study is a clean, citable

proof point that delegation correlates with growth, not just comfort.

* Vaeksthus for Ledelse — Ledere der lykkes (1 & 2) — the best Danish-language frame for

delegation as a named leadership competency rather than a time hack.
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* Morten Miinster — his behavioral-design work turns "I should delegate more" into a habit

that actually happens.

The three things to remember

1. Delegation is how you scale your attention. A leader's job is direction and judgment, not

staying mired in the details. Letting go is what frees the headspace the role actually requires.

2. Itisn't whether you can — it's why you don't. The dopamine hit of easy productivity is a
trap. Delegate responsibility and decisions, but with context and shared ownership, so freedom

doesn't land as a burden (Blunden & Steffel: 2,478 participants).

3. Make it insisting, and design it in. The most effective Danish leaders delegate persistently.

Build it into a rhythm — because control is easy and leadership is hard.

What on your list this week is really someone else's work? And what is it, honestly, that keeps you from

letting go?

Sources & dig deeper

International research & media - Harvard Business Review — Why Aren't I Better at Delegating?
(Elsbeth Johnson, MIT Sloan, September—October 2025) - Gallup — Delegating: A Huge Management
Challenge for Entrepreneurs (Inc. 500 delegator-talent study) - Harvard Business Review — Research:

How to Delegate Decision-Making Strategically (Hayley Blunden & Mary Steffel, September 2024)

Danish sources & voices - Vaksthus for Ledelse / Lederweb — Ledere der lykkes (insisting delegation
as a core competency) - Lederweb — How the leadership role changes under frisettende (liberating)

leadership - Morten Miinster — behavioral design - Dennis Ngrmark — pseudo-work
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