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Role Clarity Worksheet
Define who owns what — once — so your team stops asking.

Most small businesses struggle not because of bad people, but because nobody's clear on who owns what. This worksheet is designed to be filled out in one sitting — ideally with your leadership team — and referenced every time a new hire joins or a role changes. It's not a legal document. It's a shared understanding.
How to use this: Fill in Section 1 first to capture business context, then work through the Role Clarity Table in Section 2. Use Section 3 to surface gaps and assign next steps. Revisit quarterly.
Section 1 — Business Context

	Business name

	



	Date completed

	



	Who completed this (name + role)

	



	Number of people in the business (full-time + part-time)

	



	What does this business do, in one sentence?

	



	What's the biggest operational challenge you're facing right now?

	



Section 2 — Role Clarity Table
List every role in your business — whether filled or not. For each, name the person responsible (even if that's currently you for multiple roles), the key decisions they own, and who they report to. If a cell is empty, that's a gap to address in Section 3.
	Role / Title
	Person Responsible
	Key Decisions They Own
	Reports To

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	



Section 3 — Gap Analysis
After completing the table, use these questions to identify what needs to happen next.
Which roles have no clear owner (or the owner is you for too many things)?
	

	



Which decisions are being made by the wrong person — either too high or too low?
	

	



Where do you see the most overlap or confusion between roles?
	

	



What's one role you need to fill (hire or promote) in the next 90 days?
	

	



Section 4 — Next Steps
List the three most important actions to take from this exercise. Assign a person and a date to each.
	Action
	Owner
	Due By

	
	
	

	
	
	

	
	
	



	Want help putting this into practice?
If this exercise surfaced more questions than answers, that's a good sign you're ready for a structured operational review. Reach out at tim@beshearsadvisory.com or visit beshearsadvisory.com.
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