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The tagline on the book I'm reviewing this month says, "Develop the best in you, to develop
the best in others." My featured articles are all about helping you to work on YOU, to then be
able to work well with your team members, knowing when to delegate tasks, when to step in
the trenches, and when to empower them.
And for all the details and commentary on the moderator's performances during this month's
presidential debates, be sure to visit RulesAnalyst.com!
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WHEN TO DELEGATE AND WHEN TO EMPOWER A TEAM MEMBER

“Empowerment” is an often misused term. According to Dictionary.com,
“empowerment” is defined as “to give power or authority to; authorize, especially by legal or
official means.”
As team leaders, our wildest fantasy is that we could simply “empower” our teams to
do the work and then we just need to be available to provide moral support and remove
roadblocks (And eat a few bon-bons because they are so darn empowered!).
Wouldn’t that be amazing? That would mean every single member of our team is fully
capable and motivated to complete their assigned tasks successfully.
Reality Check: it’s not that simple because team members are at different stages of
abilities as well as motivation.
But that doesn’t mean you can’t delegate tasks to them. I have found that there are
Four different levels of delegation:
1. When a team member is not able and reluctant to immediately engage, you need to
delegate that task by setting clear expectations, providing specific directions, and
closely supervising task accomplishment.
2. When a team member is not able (but thinks they are, but you know better!) and is
eager to accomplish the task, you still have to set clear expectations and closely
supervise task accomplishments. However, you will also need to spend some time
explaining decisions, soliciting suggestions, having them reflect on past successes,
and encouraging progress.
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3. When a team member is able to do the job (and you know that to be true based on
observation and prior work product), yet are reluctant to proceed, then you facilitate
and support the team member’s efforts toward the delegated task by asking questions,
guiding thought processes, providing confidence and sharing responsibility for
decision making.
4. When a team member is both able and eager to do the job, that’s when you can truly
“empower” a team member to successfully complete a task. You share the desired
outcome(s), and turn over responsibility by delegating decision-making and problem
solving. And you encourage the team member to keep you informed of appropriate
progress.
You can “delegate” a task to anyone on your team – regardless of their ability and
motivation; You can only “empower” a person when they are able and motivated to
accomplish a specific task.

SAMPLE SCRIPT FOR A PANEL DISCUSSION

A recent reader asked me about scripting a panel discussion – and if I had any
examples/samples of scripts for a panel discussion. Although I typically don’t use a “script”
which dictates what I will say word for word, sometimes it’s required.
For example, it may be required if I’m moderating a panel for a highly legislated topic
or industry where the lawyers have to be involved every step of the way. Or it’s a multilingual event where there is simultaneous translation happening while I am speaking. Or it’s
a “high stakes event” where the client is jittery and does not want ANYTHING left to chance. I
get it. I’ll do it. When time allows, I memorize the script or read it off a teleprompter or
tablet. But it’s not my favorite.
I typically speak from memory or from my bullet points – BUT, ironically enough –
the bullet points are crafted AFTER I have scripted the session for the client! You see, most of
the panels I moderate are high stakes events and I want to give the client a high degree
of comfort and confidence that the panel will be lively and informative. So here is a sample
“script” that I have “washed” to be rather generic along with [stage notes]:
BEFORE
45 minutes prior – Panelists and Moderator Meet up in the Room
• Go over the agenda/last minute questions (hand out agenda cards, if appropriate)
• Know which chair you are going to sit in
• Microphone and a/v check
• Two microphone runners – familiar with microphone on/off switch. I’ll be bouncing
back and forth between the two of you – so get the person identified and ready.
• Think conversation!!!!!
15 minutes prior – Everyone mingle with the audience as they come into the room.
INTRODUCTION
0:00 One minute video rolls about topic while panelists walk on stage and take a seat (in
order of the PowerPoint slide).
0:02 Welcome and Share Purpose of the Panel and Objectives
• Thank you for coming to this session.
• We are ALL concerned about {topic}
• In the absence of info, we tend to leap to the worst scenario, so we thought this session
would help us all achieve clarity on what is known vs. what is speculation or even
exaggeration.
• This is an important topic that is affecting many of our businesses, so we are honored
to create this panel to:
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Share what we know as an industry
Answer the questions you have about {topic}
Give you some tools/talking points to share with your customers
• As a professional panel moderator, I’ll be guiding us through this process. We have a
short period of time (only an hour) so we are going to break this into four distinct
chunks:
1. We want to know YOUR overall opinion on this topic – so we’ll start there.
2. A few questions for our panelists. Thank you for providing your questions and
concerns during registration. We have sorted through them all – and we received
over x pages of questions – and will be addressing as many as we can during this
panel.
3. And the rest will come from you – the audience – in an open mic Q&A
4. Wrap up with a few tools you can use immediately
So let’s get right into it with our first question for the panelists AND our audience!
SEGMENT ONE – Newlywed Game
0:04 “Would you please turn to your neighbor and share the first word that comes to mind
when they think about [the topic].”
• Panelists write one word down on a foam board a la the Newlywed Game…(PLEASE
DO NOT SHARE YOUR WORD AHEAD OF TIME – and feel free to be a little
creative!) That one word should describe something you’ve learned
in research about this audience. This will be the first way we introduce you to the
audience; showing a bit about what you know from research.
• Audience chats with each other for 15 seconds
• Moderator solicits ‘shout-out’ words from audience. Moderator asks the panelists to
reveal their “answers” at the same time. “Panelists, On the count of three, let’s do the
big reveal on your words…”
• Panelists have energizing reactions to their words….
• Moderator introduces Panelist A with name, title, two-sentence bio and asks to share
“the word” and why he/she picked that word. Panelist A takes no more than one
minute to answer. We then go to Panelist B, Panelist C, Panelist D, and Panelist E.
SEGMENT TWO (A) – Moderator-Curated Questions
Again, thank you for contributing your questions and concerns during registration. I have
taken the most often-cited questions and will be posing them to our panelists. [Questions
curated for each panelist and build off of each other].
• Question for Panelist A –
• Question for Panelist B – (different than above and tailored to Panelist B)
• Question for Panelist C –
Expand questioning
• Show visual e.g. video, graph, chart, picture etc. or take a poll of the audience
• Question for Panelist C – with follow-up question 1 and/or 2
• Question for Panelist B – with follow-up question 1 and/or 2
• Question for Panelist C – with follow-up question 1 and/or 2
SEGMENT TWO(B) – Agree/Disagree Game
I have an idea…Let’s play a game… AGREE/DISAGREE. Each of our panelists has an
AGREE/DISAGREE paddle. I’m going to make a statement that may be provocative for the
purpose of discussion … and then each of our panelists can agree or disagree. Let’s start by
testing the paddles to make sure they work. First statement —
>> This panel is, hands down, no holds barred, the very BEST panel with the best
looking panelists you’ve ever seen… in the entire universe. [panelists hold up
paddles…chuckle….]
•
•
•
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>> Controversial question #1. [panelists hold up paddles…discuss….] Anyone care to
explain why they agreed (disagreed)?
>> Controversial question #2. [panelists hold up paddles…discuss….] Anyone care to
explain why they agreed (or disagreed)?
>> Controversial question #3. [panelists hold up paddles…discuss….] Anyone care to
explain why they agreed (or disagreed)?
SEGMENT THREE – Audience Q&A
• Let’s go to the audience for your questions. We want to address as many questions as
we can, so we have two microphone runners to help us with this. Please raise your
hand to indicate your interest and [name] or [name] will find you. We’ll also be taking
questions from our virtual audience. I ask for you to state your question FIRST, and
then give us one or two sentences to help us understand the context. If you would
like a specific panelist to answer the question, please mention the panelist name first,
then the question, then context. Sound good? We’ll also be taking questions from the
webinar audience – so don’t be shy! I’ll be asking [Name/our ombudsman] for some
questions from you too!
• Moderator to call on an audience member – if microphone runner is not standing by,
then runner RUNS to that person! Panelist answers concisely.
• Continue audience Q&A until 9:25
SEGMENT FOUR – Closing and Summary
• We’re getting close to the end of our time together. If there is one thing you would
like this audience to take away from this session, what would it be? Each panelist
answers with a different takeaway
• Panelist A
• Panelist B
• Panelist C
• Did you get some great ideas? [Revisit with audience or summarize]
• Thank you for coming…we really do appreciate your interest in this very important
issue. You can ask further questions of the panelists right after the panel [location]
• Housekeeping announcements e.g. next session starts….
• Thanks again for coming!

FROM THE BOOKSHELF: SELF AS COACH, SELF AS LEADER

Since I am doing more team leadership coaching these days, a colleague suggested
Pamela McLean’s new book, “Self as Coach, Self as Leader: Developing the Best in You to
Develop the Best in Others.” Especially in this VUCA world (volatile, uncertain, complex,
ambiguous), “the price of counterproductive leadership behavior is unimaginably costly and
even the best of leaders face challenges that are daunting. The coaches equipped to
successfully work with leaders in these changing times need nimbleness, understanding of
complexities, ease with ambiguities, and deep familiarity with their own internal landscape.”
And while the intended audience is for full-time coaches, I found the information to
be equally useful for any team leader. After all, they coach their team as well!
McLean’s premise is that today’s coaches need to know themselves in order to be
great coaches. Team leaders also need to know themselves in order to be great leaders as
well.
I started my journey of self-awareness with a business coach back in the mid-90’s
when I first started my business. I then did a bunch of training with the Landmark
Forum. Since then, most of my self-discovery has been through discussions with mentors,
friends, and my post-divorce therapist.
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Some books have been helpful, but this book far surpasses my expectations! McLean
is an authority in coaching and has distilled her myriad years of practice into several models
along with practical self-reflection exercises. Normally, I just buzz through a book and then
come back (maybe) to do a few of the exercises. This book is different. After each chapter, I
wanted to stop, reflect, do the exercises and then chat about it with my husband, Joe.
I love the way the author takes a case and “applies heat” giving three different
scenario/responses. Of course, you may intellectually gravitate toward the best answer, yet
emotionally, you may respond differently. It’s an intellectually and emotionally stimulating
book – I highly recommend it if you want to increase your self-awareness and ability to coach
and lead others.
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