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ABSTRACT 

This paper introduces the Job Effectiveness Description (JED) as a conceptual enhancement of the traditional job 
description, addressing its persistent limitations as a task-oriented, static, and measurement-disconnected instrument. 
The objective is to define a coherent role document that embeds three interdependent indicator classes: Key Behavioral 
Indicators (KBIs), Key Operational Indicators (KOIs), and Key Performance Indicators (KPIs).  

The methodology is a qualitative conceptual analysis and integrative literature review in which scholarly and 
practitioner sources on performance management, competency modeling, and organizational effectiveness are 
synthesized to construct and justify the framework. The analysis yields a three-layer measurement architecture 
organized as a causal chain in which behaviors enable processes and processes produce outcomes, together with an 
illustrative structure and implementation considerations covering strategic alignment, behavioral definition, indicator 
parsimony, and system integration.  

The discussion positions the JED against prior competency-based appraisal models, showing that it extends them by 
adding an explicit operational layer that such models typically omit, and relates the framework to evidence linking 
indicator measurement to organizational effectiveness.  

The paper concludes that describing a role without describing effectiveness is incomplete, and that integrating behavior, 
process, and outcome within a single document offers a more valid, transparent, and strategically aligned foundation 
for role design and performance evaluation. The JED is offered as both a theoretical contribution and a practical 
template, with empirical validation identified as the principal direction for future research. 
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1 INTRODUCTION 

Organizations depend on accurate, actionable descriptions of what people are expected to do. For more than a century 
the job description has been the primary vehicle for communicating these expectations, tracing its lineage to the 
scientific management movement and the systematic analysis of work pioneered by Frederick Winslow Taylor (EBSCO, 
2024). Yet the modern workplace has evolved far beyond the conditions that produced the classical job description. 
Roles are more fluid, outcomes are more measurable, and organizations increasingly expect their people-management 
systems to connect individual contribution directly to strategic objectives. 

Against this backdrop, the traditional job description reveals a structural weakness: it describes tasks and 
responsibilities but says little about the behaviors, processes, and results that distinguish effective from ineffective 
performance. Job descriptions define the expectations and responsibilities of each position and serve as a foundation 
for performance evaluation, compensation, and benefits; when they are inaccurate or misaligned with the work actually 
performed, they can lead to suboptimal performance and reduced organizational efficiency (EBSCO, 2024). This 
vulnerability is not incidental but inherent in the design of a document that catalogues duties without specifying the 
standards by which their execution is judged. 

Three limitations are especially consequential. First, the traditional job description is predominantly task-oriented, 
enumerating responsibilities but rarely articulating the observable behaviors that signal competent execution, which 
leaves performance conversations vulnerable to subjectivity and bias. Second, it is largely static; once written, it is often 
filed and revisited only during recruitment or dispute, even though the work it describes changes continuously. Third, 
it is disconnected from measurement, because the document that defines a role is typically separate from the systems 
that measure performance in that role. Contemporary methods such as 360-degree feedback and management by 
objectives have emerged to clarify roles and remove ambiguity from job performance measurement (EBSCO, 2024), yet 
they operate alongside, rather than within, the job description. 

The objective of this study is to define and justify the Job Effectiveness Description (JED), an enhanced role document 
that reunites role definition with performance measurement. The JED retains the familiar architecture of the job 
description while embedding three complementary indicator classes: KBIs, KOIs, and KPIs. The paper pursues three 
specific aims: (a) to define each indicator class and distinguish it conceptually from the others; (b) to integrate the three 
classes into a single coherent measurement architecture; and (c) to identify the practical considerations, benefits, and 
limitations attending the framework's adoption. The central thesis is that describing a role without describing 
effectiveness is incomplete, and that a purposeful integration of behavior, process, and outcome offers a more valid, 
transparent, and strategically aligned foundation for managing performance. 

2 MATERIAL AND METHODS 

This study employs a qualitative conceptual research design combined with an integrative literature review. Conceptual 
research is appropriate where the aim is to develop and clarify constructs and their relationships rather than to test 
hypotheses with primary data; scholarly publications from journals, books, and other references serve as the sources 
of literature that exemplify the qualitative technique and support the resulting framework (SAJSSH, 2025). The 
approach is synthetic and analytical: existing knowledge is gathered, organized, and reinterpreted to produce a novel 
construct, the JED, and to articulate the relationships among its components. 

2.1 Sources and Selection 

Literature was drawn from three complementary bodies of work: performance management and key performance 
indicator research, which establishes the outcome layer; competency modeling and behaviorally anchored appraisal 
research, which establishes the behavioral layer; and operational and productivity measurement literature, which 
establishes the process layer. Sources were selected for their relevance to role documentation and performance 
evaluation, spanning peer-reviewed and practitioner-oriented publications in order to capture both theoretical 
grounding and applied practice. Priority was given to sources that define indicator constructs, describe their 
organizational use, or provide empirical evidence linking indicators to effectiveness. 

2.2 Analytical Procedure 

The analysis proceeded in four steps. First, each indicator class was defined from the literature and its distinguishing 
focus, time horizon, and use identified. Second, the three classes were compared to establish that they are conceptually 
distinct yet complementary. Third, the classes were arranged into an integrative model organized by an explicit causal 
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logic linking behavior, process, and outcome. Fourth, the model was examined against the known limitations of the 
traditional job description to assess whether, and how, the framework addresses them. Implementation considerations, 
benefits, and limitations were then derived from the same evidence base. Because the study is conceptual, its claims are 
offered as theoretically grounded propositions intended to guide subsequent empirical validation rather than as 
findings from primary data collection.  

3 RESULTS AND DISCUSSION 

The analysis produced four principal results: formal definitions of the three indicator classes; a demonstration that the 
classes are distinct yet complementary; an integrative framework, the JED, organized as a causal chain; and a set of 
implementation considerations, benefits, and limitations. Each is presented below and discussed in relation to previous 
research. 

3.1 Defining the Three Indicator Classes 

A key performance indicator is a type of performance measurement used to evaluate the success of an organization, 
activity, project, or process in achieving defined objectives; KPIs provide a focus for strategic and operational 
improvement and support evidence-based decision making (Wikipedia, 2025). Within job descriptions, KPIs represent 
the measurable targets expected of the role holder and should be specific and measurable (Ongig, 2024). They facilitate 
fair and objective reviews, support hiring and onboarding by signaling measurable expectations, and help identify 
development needs when targets are unmet (Ongig, 2024). This aligns with prior empirical work in which KPI 
measurement and employee performance together explained a substantial share of the variation in organizational 
effectiveness, each contributing positively (ResearchGate, 2025). KPIs thus constitute the outcome layer of role 
effectiveness. 

Key Behavioral Indicators capture the observable actions that produce results. Behavioral indicators are descriptions 
of behaviors and thought patterns hypothesized to contribute to superior performance; a competency's definition 
represents an underlying ability, and the behavioral indicators describe the specific ways that ability is demonstrated 
(Workitect, 2024). Competency-based appraisal relies on such indicators to define the behaviors that demonstrate each 
competency and to measure the extent to which employees display them (TCWGlobal, 2024). Because they describe 
what a competency looks like in real work situations, behavioral indicators let managers assess observable actions 
rather than assumptions (iMocha, 2026); rather than rating an employee only on an abstract quality such as 
communication, the framework specifies concrete evidence such as actively listening and paraphrasing to confirm 
understanding (People Managing People, 2025). KBIs form the behavioral layer of role effectiveness. 

Key Operational Indicators occupy the space between behavior and outcome by describing how reliably and efficiently 
the role holder executes recurring processes. Operational indicators measure progress toward operational targets such 
as quality levels, efficiency, or customer satisfaction, as distinct from broader strategic goals (Wikipedia, 2025). 
Whereas KPIs answer whether strategic outcomes were achieved, KOIs answer whether the day-to-day mechanics of 
the role function as intended, capturing process adherence, cycle times, error rates, throughput, and service levels. 
Productivity indicators, for example, provide a quick overview of individual and team output and reveal how output 
varies over time so expectations can be adjusted for changes in team size or seasonality (ClearCompany, 2026). 
Operational measures are proximate and frequent, giving an early signal of process health before lagging outcome 
measures respond. KOIs form the process layer of role effectiveness. 

3.2 Distinctions Among the Indicator Classes 

Table 1: Distinctions among the three indicator classes of the Job Effectiveness Description  

Dimension Key Behavioral Indicators Key Operational Indicators Key Performance 
Indicators 

Focus How the person acts How the work runs What results are achieved 

Guiding 
question 

Are the right competencies 
demonstrated? 

Are core processes efficient and 
reliable? 

Are strategic targets being 
met? 

Example Actively listens and confirms 
understanding 

First-response time; case 
backlog; error rate 

Customer satisfaction; 
retention rate 

Time horizon Continuous / observable Daily to weekly Monthly to annual 

Primary use Coaching and development Process management Strategic evaluation 

Note. The three indicator classes form a causal chain in which behaviors enable processes and processes produce outcomes. 
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The three classes are conceptually distinct along focus, guiding question, time horizon, and primary use, yet they are 
complementary rather than competing. Table 1 summarizes these distinctions for a representative customer-facing 
role. 

3.3 The Integrative Framework 

The Job Effectiveness Description integrates the three indicator classes into a single role document organized as a 
coherent measurement architecture. The organizing logic is causal: behaviors drive processes, and processes drive 
outcomes. KBIs describe the conduct expected of the role holder; KOIs describe the efficiency and reliability of the 
processes those behaviors enact; and KPIs describe the strategic outcomes those processes are intended to produce. 
Figure 1 depicts this causal chain. 

 

Figure 1: The causal architecture of the Job Effectiveness Description, linking behavior, process, and outcome. 

This layered structure addresses each limitation identified earlier. It counters task-orientation by making effectiveness, 
not merely activity, the object of description. It counters static documentation by tying the role to indicators that are 
reviewed and updated as the work evolves; because project-based metrics such as completion rates and budget variance 
must be revisited as scope and deadlines change, the JED is designed to be periodically recalibrated rather than filed 
and forgotten (Ongig, 2024). And it counters the disconnect from measurement by embedding the measures within the 
role document itself, uniting definition and evaluation in one artifact. 

The framework also strengthens validity. Because KPIs alone can be influenced by external factors, and behaviors alone 
can be difficult to link to results, triangulating across the three layers produces a more complete and defensible picture 
of effectiveness. This mirrors the rationale of competency-based appraisal, which pairs behavioral indicators with 
objective performance metrics to yield a holistic and accurate view of an employee's effectiveness and potential 
(TCWGlobal, 2024). The JED formalizes that triangulation and extends it by adding the operational layer that 
competency models often omit, constituting the study's principal theoretical contribution. 

Structurally, a JED preserves the header information of a conventional job description, such as position title, reporting 
relationships, and purpose, and then replaces the undifferentiated list of duties with three defined sections 
corresponding to the indicator classes. This preserves familiarity for practitioners while reorienting the document 
toward effectiveness. 

3.4 Implementation Considerations 

Adopting the JED is as much an organizational change effort as a documentation exercise. Indicators should cascade 
from organizational objectives: the starting point is the identification of key business objectives, from which 
appropriate, measurable indicators are then selected (Ongig, 2024), and management frameworks such as the balanced 
scorecard are commonly used to structure indicator selection and align measurement with strategy (Wikipedia, 2025). 
Behavioral indicators should be clear, concise, and relevant to the specific role and competency being evaluated 
(Corporate Appraisal, 2024), and because behaviors are the most subjective layer, organizations should describe what 
each competency looks like at different proficiency levels and train managers to observe and document behavior 
consistently (People Managing People, 2025; Corporate Appraisal, 2024). 

Parsimony is essential. Choosing which particular indicators to use from the wider set of possibilities is crucial (SAJSSH, 
2025), and a compact set spread deliberately across the three layers is more sustainable than an exhaustive one. Finally, 
a framework is only useful if it is built into the systems managers already use, such as performance reviews, goal-setting 
templates, and development plans, rather than added as an extra task; it should feed directly into onboarding, 
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development planning, and succession, so that a low score on a given indicator translates into a concrete learning 
response (People Managing People, 2025). 

3.5 Benefits and Discussion in Light of Prior Research 

The JED offers benefits to organizations, managers, and employees. For organizations, embedding indicators creates 
transparency around real efficiency and output, establishes realistic goals at individual and company levels, and enables 
leadership to adjust expectations according to observed patterns and trends (ClearCompany, 2026), ensuring that 
employee performance aligns with strategic direction (TCWGlobal, 2024). For managers, the framework provides 
concrete criteria for feedback and coaching and helps identify specific areas for improvement (FasterCapital, 2025; 
People Managing People, 2025). For employees, it clarifies expectations, shows how behaviors align with organizational 
values, aids self-assessment and growth (FasterCapital, 2025), and supports motivation and engagement through clear, 
attainable goals (ClearCompany, 2026); measurable indicators in role documents can even strengthen recruitment by 
attracting candidates drawn to specific goals (Ongig, 2024). 

These results extend prior research in two ways. Whereas competency-based appraisal integrates behavior and 
outcome (TCWGlobal, 2024), and KPI research links outcome measurement to organizational effectiveness 
(ResearchGate, 2025), neither literature embeds an explicit operational layer within the role document itself. The JED's 
contribution is to unify all three within a single artifact and to specify the causal relationships among them, responding 
to the noted performance-management gap that remains underexplored in relation to current key performance 
indicators (SAJSSH, 2025). 

3.6 Limitations and Future Research 

As a conceptual contribution, the JED carries limitations that invite empirical scrutiny. It has not yet been validated 
through controlled study, and its proposed advantages remain hypotheses to be tested. The behavioral layer introduces 
measurement risk, since behavioral assessment can be subjective even when specific indicators and examples reduce 
that subjectivity (TCWGlobal, 2024). The operational layer depends on reliable process data, which varies across roles 
and industries, and there is a risk of over-measurement in which a proliferation of indicators produces administrative 
burden and gaming rather than genuine effectiveness. Future research should compare performance, engagement, and 
turnover outcomes between units using conventional job descriptions and those using JEDs; establish the reliability and 
validity of KBI and KOI measures; examine how the balance among layers should shift across knowledge, service, and 
manual work; and test longitudinally whether the JED remains a living document or erodes over time. 

4 CONCLUSION 

The traditional job description remains foundational to human resource management, yet its task-oriented, static, and 
measurement-disconnected design limits its usefulness in organizations that must link individual contribution to 
strategy. This study proposed the Job Effectiveness Description as an evolution of the job description that embeds three 
interdependent indicator classes: Key Behavioral Indicators, describing how the person acts; Key Operational 
Indicators, describing how the work runs; and Key Performance Indicators, describing what results are achieved. 
Organized as a causal chain from behavior through process to outcome, the JED reunites role definition with 
performance measurement in a single, coherent document. 

The major finding of this conceptual analysis is that the three indicator classes are distinct yet complementary, and that 
their integration within one artifact addresses each principal limitation of the traditional job description while 
extending prior competency-based and KPI-based models through the addition of an explicit operational layer. The 
significance of the study lies in offering both a theoretical lens for understanding role effectiveness and a practical 
template for redesigning how organizations describe, develop, and evaluate work. Although the framework awaits 
empirical validation, it invites researchers and practitioners to test, refine, and extend the Job Effectiveness Description 
in pursuit of role documents that describe not only what a job is, but what doing it well requires. 
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