Systems for the Strategic Self

Every important call still routes through you. The team waits outside your door, the Slack
threads stall until you weigh in, and the calendar fills with decisions only you are
"allowed" to make. You told yourself this was leadership. But the company now runs at
the speed of one tired person, and that person is the reason the good people keep leaving.

The usual fix is to hire harder and delegate more tasks. It fails for the same reason every
time: you hand off the work but keep the judgment, so everything still climbs back to your
desk for a verdict.

The Delegated Mind treats delegation as what it actually is: not offloading tasks, but
transferring judgment. It introduces the DELEGATE framework: a system for encoding
how you decide into rules, defaults, and guardrails that let other people reach your
standard without you in the room. You stop being the answer and start being the
architecture that produces answers.

You will learn to:

o Extract the decision rules in your head and write them down precisely enough that
someone else can run them.

e Set decision rights and spending limits so authority is explicit, not a guess about your
mood.

e Define the small set of calls that must stay yours, and route everything else away from
you on purpose.

o Build review loops that catch a bad decision early instead of forcing you to pre-approve
every good one.

e Train judgment in others on purpose, so the system gets sharper as it scales instead of
degrading.

The result is not a founder who delegates more. It is an organization that decides well
when you are unreachable: on a flight, on holiday, or simply busy with the one decision
that was actually yours to make.

If you build under pressure and refuse to confuse being needed with being effective, this
was written for the operator who wants to scale judgment, not just headcount.
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