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Most leaders step into a new role with high expectations for themselves. They have been promoted because

they excelled in their previous position, delivered results, and demonstrated the ability to take on more
responsibility. Yet, in my decades of coaching leaders, | have seen a common pattern that quietly undermines
their potential. Instead of stepping fully into the responsibilities of their new role, they bring their old job with

them.

This happens in manufacturing plants, hospitals, corporate offices, and even non-profit organizations. It is not
a matter of intelligence, skill, or dedication. Often, the opposite is true, the leaders most at risk of this trap are
the ones who care deeply about doing things right, solving problems quickly, and keeping the organization

moving forward. But when they remain in the details, personally solving the problems their teams should own,

they unintentionally limit their own growth and the growth of others.
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The Two Gaps That Emerge

When a leader takes their old job with them, two significant gaps open up in the organization.

First, no one is leading at their level. The leader spends most of their time doing work that should be handled
by their direct reports. This leaves important strategic responsibilities unattended. For example, they may not
be dedicating enough time to anticipating future challenges, shaping the organization’s direction, or building

the systems that will sustain performance over the long term.

Second, they block someone else from growing into the role they left behind. Every leadership position is part
of a chain of opportunity. When you move up, someone else should be able to step into your previous
responsibilities and grow. But if you continue to do your old work, that person cannot fully develop. The

leadership pipeline gets clogged, and capability across the organization stagnates.

Leaders in this situation often believe they are being helpful, responsible, or protective. They think they are
keeping things from going off track. But in reality, they are preventing their team members from stretching,

struggling, and succeeding in ways that build competence and confidence.

Why It Feels Safer to Stay in the Weeds

Remaining close to the work can feel safer for several reasons. Many leaders are promoted because they are
technically proficient in their roles. They know the processes, the problems, and the people inside and out.

Letting go of that hands-on expertise can feel like giving up control, and control is often equated with security.

There is also an emotional component. Solving problems directly provides a quick sense of accomplishment.
You see an issue, you fix it, and you feel useful. The rewards are immediate. Strategic leadership work, on the
other hand, often involves slower progress and less tangible wins. It requires patience and the willingness to

trust others with critical responsibilities.

The Shift From Doing to Elevating

True leadership is not about doing more. It is about letting go. This is the essence of elevating leadership,
shifting your focus from personal contribution to enabling the contributions of others.
This shift means letting go of tasks that others can perform. It means letting go of the need to control every

detail. It means letting go of the role of the hero who steps in to save the day.

Instead, the leader’s time and energy are invested in three critical areas: coaching people, improving systems,

and focusing on strategy.
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Coaching people means helping team members build the skills, judgment, and confidence they need to own
their responsibilities. It involves asking questions, listening deeply, and providing feedback that challenges and

supports growth.

Improving systems means designing and refining the processes, routines, and structures that make

consistent performance possible. When systems are strong, people do not have to rely on heroics to succeed.

Focusing on strategy means keeping an eye on the future, aligning the organization’s efforts with its purpose,

and making decisions that position it for long-term success.

The Courage to Let Go

Letting go is not passive. It takes courage to step back and allow others to take the lead, especially when you
know you could step in and fix things faster. But that short-term fix comes at the cost of long-term capability.
When leaders hang on to too much, they inadvertently send a message: “I do not trust you to handle this.”
Over time, that message erodes engagement, initiative, and problem-solving at every level.

Elevating leadership requires trust; trust in the people you lead, and trust in your ability to guide rather than do.
It also requires discipline. The pull to get involved in the details will always be there. You have to recognize
when that pull is undermining your ability to lead at the right level.

Recognizing When You Are Still in the Details

A good starting point is to ask yourself two questions:

1. Who is leading at my level? If the answer is “no one” because you are filling that space with your old

responsibilities, there is work to do.

2. Who is waiting for me to get out of the way? Think about the people who could step up if you stepped

back. What growth are they missing because you are still in their lane?

These questions can be uncomfortable, but they reveal the leadership opportunities you may be blocking

without realizing it.

Practical Steps to Elevate Your Leadership
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Making the transition from doing to elevating does not happen overnight. It is a deliberate process that
combines self-awareness, habit change, and relationship building. Based on my work with leaders in many

industries, here are some practical steps:

1. Conduct a personal leadership audit. List the tasks you currently handle and identify which ones could be

delegated. Be honest about whether you are holding on because of necessity or habit.

2. Build clarity in roles and expectations. Ensure your team knows what they own and has the authority to

act. Ambiguity breeds hesitation, and hesitation keeps work coming back to you.

3. Create regular coaching time. Schedule one-on-one conversations that focus on development, not just
status updates. Use these sessions to help team members think through challenges rather than solving them
yourself.

4. Strengthen your systems. If you find yourself constantly fixing the same problems, it may be a sign that
the underlying process needs improvement. Systems thinking allows you to address root causes instead of

firefighting symptoms.

5. Protect strategic time. Block off time in your calendar for strategic work, and treat it as non-negotiable.

This could include long-term planning, stakeholder engagement, or cross-functional collaboration.

Elevating Leadership in Different Contexts

While the principles of elevating leadership are consistent, their application varies across environments.

In manufacturing, letting go might mean empowering line supervisors to make daily production decisions

without senior intervention, supported by visual management systems and standard work.

In healthcare, it could involve enabling nurse managers to own patient flow decisions within their units, while

senior leaders focus on improving care delivery models and removing systemic barriers.

In corporate settings, it might mean shifting from reviewing every project detail to building the decision-making
capacity of department heads, ensuring they can lead independently.

In every case, the leader is not abandoning responsibility; they are fulfilling it by creating the conditions for

others to lead effectively.

The Long-Term Payoff
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When leaders consistently elevate their focus, the benefits ripple through the organization.
Teams become more capable and confident. Problems are solved closer to where they occur, which is faster
and more effective. The leadership pipeline strengthens as people develop in real roles with real accountability.

The organization gains resilience because its performance does not depend on a few key individuals.

Perhaps most importantly, the leader experiences greater satisfaction. Instead of being overwhelmed by

tactical demands, they can see the bigger picture and contribute to shaping the organization’s future.

A Personal Reflection

Over the years, | have had the privilege of working with leaders who made this shift successfully. The common
thread is not perfection, but persistence. They kept returning to the question, “Am | leading at my level?” They
practiced letting go, even when it felt uncomfortable. They invested in people, strengthened systems, and

stayed committed to strategy.

They discovered that the real measure of leadership is not how much you do, but how much you elevate

others.

Final Thought

Leadership is about elevation, and elevation starts when you stop holding on. By letting go of tasks, control,
and the need to be the hero, you create space for your team to grow and for you to lead where you are most
needed. This is not just better for the organization; it is better for you as a leader. It enables you to fulfill the
role you were promoted to, guiding the organization forward, developing the next generation of leaders, and

laying a foundation for lasting success.

https://www.leanmanagementsystems.net/post/elevating-leadership 5/5



