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GREAT LEADERS ORGANIZE WORK

Time management is an oxymoron. Time is beyond our control, and
the clock keeps ticking regardless of how we lead our lives. Priority
management is the answer to maximizing the time we have.

Organizing the work of others is one of the essential managerial duties that leaders engage in.
The number of people who report to each leader can vary widely, but leaders need to be
effective at delegating, managing, and evaluating the work of their employees. Research has
shown that clarity in roles and responsibilities is related to employee job satisfaction,
commitment, performance, and intentions to remain within the organization®. Role clarity can
also buffer employees from the negative effects of emotional exhaustion? and psychological
strain3.

To effectively organize the work of others, a leader needs to clearly define the roles and
responsibilities for their direct reports. Leaders also need to make employees aware of what
tasks should be done, and how these tasks are to be carried out. Individuals should be familiar
with the expectations around their work, including what their final outputs should look like.
Essentially, leaders must be upfront and honest about what is needed and desired from each
employee, giving these employees confidence in their understanding of the work they are to
perform.

In assessing your ability to organize the work of others, ask yourself the following questions:
Have | told employees which tasks | want them to work on?

Do | make it clear where the role of one employee ends and another begins?

Do | help employees prioritize their work such that pressing tasks are addressed first?
Have | told my employees what a finished task or product should look like?

Have | told newcomers what is and is not expected of them?

Am | providing employees with enough feedback?

Improve Your Skill in Organizing the Work of Others

Develop a shared understanding between employees: When individuals work together,
whether in a team or simply within a department, it is often helpful to know what kinds of skills
or experience are present, and where someone could turn for help with their tasks. Groups
with a shared understanding of the strengths, weaknesses, and preferences of other group
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members often find it easier to understand the roles and responsibilities of everyone in the
department, including themselves. Therefore, it becomes less challenging for leaders to
organize the work of multiple employees if everyone understands exact where they fit in and
what content their role covers.

Provide a supportive relationship: An important element of organizing the work of employees
involves a leader’s relationship with these employees. Individuals who feel comfortable with
and trust their leader are the ones asking questions about their work and gaining greater
understanding of their role. Research has supported this notion, showing that direct reports
who have a good relationship with their leader are more likely to seek feedback and clarity on
their leader’s expectations and their current performance®. In addition to the trust, positive
affect, and mutual liking that comes from positive working relationships, leaders who are on
good terms with their followers have an easier time communicating what they need done.
Finally, these leaders feel confident that the right employees are listening and can see expected
results come from these conversations.

Use your other leadership skills: Many of the other skills a leader needs to be successful can
come in handy when trying to improve your ability to organize your employees. In this case, the
most transferable skill is communication. To ensure you’ve reached a shared understanding
with employees about their roles, you need to communicate calmly and clearly; you need to
accurately convey the information; and you need to be prepared to listen to your employee in
return to ensure they understand. In addition, your skills in motivating employees could be of
assistance in framing the tasks and responsibilities of an employee in a way that speaks to their
interests and aspirations. For employees taking on burdensome or unpleasant tasks, your
persuasiveness could be vital. See some of the other guides in this leadership series for more
information on improving these skills, which will help you in improve your ability to organize
others.

Start Doing These 3 Things Now to Become Better at Organizing the
Work of Others

The following steps can help you become better at organizing others’ work:

1. Have a conversation. One of the best ways to ensure your employees understand their
role is to have a conversation about it. For example, lay out your expectations for them,
including task quality, prioritization, and expected results. Don’t expect that employees
will be able to read your mind — ensure you are clearly laying out what you need from
them. Additionally, it is important to cover their field of responsibility, from what they
are expected to do, to what they are not expected to do. Allow employees to ask
questions, both during the conversation and as they progress through their tasks. Clear
expectations are heavily based on clear communication, so do your best to be honest,
open, and upfront.

2. Provide ample feedback. Organizing the work of employees takes more than a one-time
conversation with each employee. A great way to touch base regarding expectations
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and performance is feedback. Employees who receive ample feedback experience a
great sense of clarity in their role. In fact, when employees are managed by leaders who
provide no performance feedback, good or bad, they perceive this lack of feedback in a
negative way, and experience a reduced sense of clarity surrounding their roles and
responsibilities®. The conversation around expectations of employees should be
ongoing, correcting behavior when an employee oversteps or underperforms in their
role, and encouraging or validating when an employee is performing well in their
required set of tasks.

3. Check in often. In addition to providing frequent performance feedback, leaders should
keep in mind that there are pivotal times when roles and responsibilities need to be
discussed. The most obvious example is with newcomers to an organization: they have
little context on the organizational culture and no experience within their new role at
your company. New employees will, therefore, need guidance and reminders around
their daily priorities and recurring responsibilities. This doesn’t mean you can neglect
your more experienced employees. In addition to providing ongoing feedback,
conversations around expectations should be planned when an employee is
experiencing any change, like beginning a new project, taking on any additional
responsibilities, or moving to a new role. Essentially, if change is occurring in your
department, be prepared to talk over what this means for your employees. Remaining
open and upfront will certainly ensure everyone can move forward on the same page.

Resources

watch Five Actions Leaders Can Take to Increase Employee Certainty and Clarity

read Why Role Clarity is Key in Any Organization

Develop your ability to organize the work of others by taking advantage of

develop 5 Gvia’s coaching services.

Contact SIGMA for coaching on developing your skills as a leader.

SIGMA Assessment Systemes, Inc.
Email: support@SigmaHR.com
Call:  800-265-1285

References

®

S SIGMA 4

ASSESSMENT SYSTEMS INC

Your Future. Down to A Science. www.SigmaAssessmentSystems.com SIGMA Leadership Series: ORGANIZING THE WORK OF OTHERS


https://www.youtube.com/watch?v=6gK6zif8nwc
http://www.adaptbydesign.com.au/2017/03/15/the-advantages-of-role-clarity-in-the-workplace/
http://www.sigmaassessmentsystems.com/consulting/leadership-solutions/
mailto:support@SigmaHR.com

'Bauer, T. N., Bodner, T., Erdogan, B., Truxillo, D. M., & Tucker, J. S. (2007). Newcomer
adjustment during organizational socialization: A meta-analytic review of antecedent,
outcomes, and methods. Journal of Applied Psychology, 92(3), 707-721.

2Gregersen, S., Vincent-Hoper, S., & Nienhaus, A. (2016). Job-related resources, leader-member
exchange and well-being — a longitudinal study. Work & Stress, 30(4), 356-373.

3Bliese, P. D., Castro, C. A. (2000). Role clarity, work overload and organizational support:
multilevel evidence of the importance of support. Work & Stress, 14(1), 65-73.

“Whitaker, B. G., Dahling, J. J., & Levy, P. (2007). The development of a feedback environment
and role clarity model of job performance. Journal of Management, 33(4), 570-591.

>Hinkin, T. R. & Schriesheim, C. A. (2008). An examination of “nonleadership”: From laissez-faire
to leader reward omission and punishment omission. Journal of Applied Psychology, 93(6),
1234-1248.

®

2 2IGMA 5

Your Future. Down to A Science. www.SigmaAssessmentSystems.com SIGMA Leadership Series: ORGANIZING THE WORK OF OTHERS



