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► Why should leaders use SMART work design? 

► What is SMART work design? 

► What can it look like when leaders use SMART work design in their roles? 

► Reflection activity: what is a current challenge for you at work and how could you apply a 

SMART lens to it? 

► Preparing for SMART conversations with your team 

► Q&A 
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How confident are you about using SMART work design? 
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Very confident A little confident Not confident I'm not sure what SMART work 

design is 
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Symptom 
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'S' for 'M' for Mastery 'A• for Agency 'R' for Relational 'T' for Tolerable 

Sti mu lati ng demands 
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Job resources Job demands 
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Work redesign 
Bake 1n new work roles 
with reconfigured tasks 
responsibilities, 
relationships &/or 

Lead for SMART decision-making 

o0 a 
0 

work design 

Act iv.ate job crafting 

Daily actions that shape 
work design and SMART 
work 

Encourage & enable 
workers individual and 
collective job crafting 
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Enhancing 
performance 

• • 

Example: A team member who felt isolated at work 

• Getting involved in work for other business areas 
and teams 

• Representing the team in a workplace advisory 
group 

• Developing new skills and varying day-to-day work 
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Supporting a 
new team 
member 

Example: Building confidence and autonomy 

• Giving freedom and authority in the work and 
decision making 

• Encouraging connections with other team 
members 

• Using existing skills to feel a sense of mastery 
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Supporting 
health and 
wellbeing 

Example: Struggling with perimenopause 

• Discussing changes with manager and colleagues 
• Changing start and finish times to suit 

concentration 
• Using tools and saying no where possible to help 

with mental load 
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What is a current work challenge and what is one way SMART can help you address it? 

understanding direction - Job demands is an issue for Agency - Flexible working Challenge - controlling 
relational work will help by me. Maybe role clarity and time - Autonomy over timing micromanaging colleague, 
having more catch ups with my combined with Burnout.Smartpeople knowing roles and of work tasks and methods 
supervisor and advising what I can help me translate theresponsibilities would be 
am doing and what the next issues I am having at each

good for me to focus on 
steps will be. Insisting on these stage of work each week andDmeetings will help help me find ways to redesignlation 

Nork my work 
,uppon 1,,. 

·Task variety respon$i:lili:ties autonomy superviSOf & peers wortdoad/time pressure 

•Problem-solving •Feedback from the job •Autonomy over timing •Sense of task •Low wOr'k-home 

•lnrormabon ixocess:ng •Feedback horn others of wed tasks signilicance oonllict 
•Autonomv ewer work oConne,ot;on •low role conflict 

Work groups spread Challenge: d isengagement of Focusing on stimulating A new starter who is highly 

between a range of offices, staff members Solution: focus work - giving people some skilled but the role doesn't 
on quality of relations, knowing challenge their skill set, I try andreducing connection task variety in repetitive
the person and creating trust give them tasks to challengebetween workers. Online/ jobs
and space to exchange them and give them variety = 

teams' breakout and game 
stimulating work 

rooms. 
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What is a current work challenge and what is one way SMART can help you address it? 

Role conflict between WHS 
and Performance 
Management. Role clarity 
and collaboration 

·Task variety respon$i:lili:ties autonomy 
•Problem-solving 

•:e~~~ ~rom ~~ job •~ut~~-over timing 

Reduced staff number puts 
pressure on how team 
operates. Team choose which 
are the most urgent and 
rewarding actions and building 
a shared narrative of what we 
will do re other work 
expectations. 

D 
lation 
Nork 

I ,uppon 1,,. 

superviSOf & peers 
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Challenge working with staff 
who identify Tolerable 
demands as issues (high work 
loads) Understandable smar 
and working with them and 
supervisor to identify their 
mastery and agency on tasks 

wortdoad/time pressure 

•Low wOr'k-home 

New starter reporting to me 
who has no previous WHS 
experience.Support from 
myself and other team mates. 
Offering role-clarity Providing 
information and training 
opportunities 

A staff member is transitioning 
to part time (leading to 
retirement). We won't be able to 
back fill, so will need to be c lear 
in the roles and responsibilit ies. 

how can this be used for 
yourself and other team 
members ( if you do not 
manage a team ) 

Underperformance Focus 
on where their strengths are 
and craft a job for them to 
enable them to feel mastery 
in their role 

High level of WFH and 
geographic diverse team - lack 
of social connection. Focus on 
alternate nontraditional social 
connection - regular teams 
check ins, meetings, anchor 
days, buddy's, 
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What is a current work challenge and what is one way SMART can help you address it? 

There are several projects we 
are working on at the moment 
plus BAU needs to continue to 
flow to keep well functioning 
services. We have started a 5 
minute catchup each morning Dvia chat as a check-in 

lation 
Nork 

I ,uppon 1,,. 

·Task variety respon$i:lili:ties autonomy superviSOf & peers 
•Problem-solving 

•:e~~~ ~rom ~~ job •~ut~~-over timing -~e:~a:•c:sk 

'ion 

Roles and responsibility are not 
always clear. Diversity in how 
tasks are conveyed will assist 
(not only in writing, can have a 
meeting or phone conversation 
to discuss) 

Team member in a new role 
escalating decision making as 
they feel unsure (has the 
capability to make decisions). 
Focus on decision-making 
autonomy, providing feedback 
(mastery) and social support. 

wortdoad/time pressure 

•Low wOr'k-home 

challenge - high workload 
and resource restrictions 
solution: support, 
relationships, 

Challenge-Meeting multiple 
priorities all at the same time 
Agency is a solution with 
allowing ownership of how to 
meet the multiple project's 
t imelines 

Learning to share the load, 
not having to do all the work 
myself and giving others the 
chance to build their own 
mastery 

Role clarity and decision 
making for projects. Need 
clarity and ownership to 
deliver. (Mastery and 
Agency) 

My team operates as a triage 
and support function and work 
leaves the team for 
management. It was important 
to build in role c larity and 
agency over what function we 
do have. 
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What is a current work challenge and what is one way SMART can help you address it? 

Managing remote or 
geographically dispersed 
teams. Using SMART, under the 
relational work, look at how to 
facilitate better engagement 
and team collaboration. Not D -------------8just meeting for the sake of lational Tolerable 

Nork demandsmeeting 
,pponlrom •Manageable levels ~ 

x &peers wortdoad/time pressure 

........................ ,..'l:I . .............................. ....... .............., ....... '"""'tf .. ., .... e of task •Low wOr'k-home 

•lnrormabon ixocess:ng •Feedback horn others ofwocttasks signilicance oonllict 

•AUtQl'lomy over work oC,onne,ot;on •Low role conflict 
methods 
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Which SMART element 
would you like to 
discuss today? 

'S •or 'M' to, P.tutery 'A' ror A9eney 'A' to, Rel11llo™d 'T' torrToterable 
Stlmulatl ng demand$ 

As a team, when and 
how should we talk 
about our work design? 




