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Abstract

Strategic execution is critical to achieving business objectives, but organizations often fail to align job
roles effectively to drive execution. The Job Design Optimization Tool (JDOT) offers a structured
framework for aligning roles to strategic goals and understanding the probability of a person succeeding
in that role by focusing on job spans — accountability, control, influence, and support. This paper applies
JDOT to optimize roles for strategic execution, using the Go Mobile regional manager case study and
how it impacted the traditional role. Additionally, it also applies the framework to design the
Transformation manager role and Innovation manager role to support and accelerate the impact of
emerging technologies on the organizational evolution and to lead continuous innovation and
transformation to drive strategy execution by evaluating the impact of these roles and their success on
the business strategy. It also highlights the traditional project diagnostic parameters such as project
success rates, execution timelines, and collaboration scores introduced to assess effectiveness and how
they are impacted by well-designed roles with the help of JDOT. Theoretical Comparative analysis
shows how JDOT-optimized roles outperform poorly structured ones in driving strategy execution.

Keywords— Job Design Optimization Tool (JDOT), strategic execution, Al-driven transformation,
organizational evolution, role alignment, business strategy, innovation.

I. INTRODUCTION

Organizations today face unprecedented challenges in executing their strategic initiatives, with research
indicating that 67% of well-formulated strategies fail due to poor execution [1]. The misalignment between
organizational roles and strategic objectives is a critical yet often overlooked factor in this failure.
Traditional job design approaches frequently fall short in addressing the dynamic needs of modern
businesses, particularly as they navigate digital transformation and rapidly evolving market conditions
due to disruptive innovation [2].

Despite significant investments in strategy formulation, organizations struggle to translate strategic intent
into operational reality. This gap primarily stems from inadequate job role design that fails to account for
the complexity of modern business environments. Traditional role definitions often create silos, restrict
cross-functional collaboration, and lack the flexibility needed to adapt to technological disruptions.
McKinsey's research reveals that 70% of transformation initiatives fail to achieve their stated goals, with
poor role definition and unclear accountability cited as crucial contributing factors [3].

This research demonstrates how Robert Simon's Job Design Optimization Tool (JDOT) [15] framework
can systematically enhance role design to support strategic execution better. By analyzing the four critical
job spans —accountability, control, influence, and support—JDOT provides a structured approach to align
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roles with strategic outcomes and their possibilities of success. The paper examines explicitly how Al-
driven insights can be integrated into the JDOT framework to create more effective and adaptive role
definitions. Through the Go Mobile regional manager case study, we illustrate how JDOT can transform
traditional roles to support strategic initiatives better and drive organizational performance.

As organizations increasingly embrace digital transformation and emerging technologies, optimizing job
design becomes paramount. This research contributes to the body of knowledge in organizational design
by:

e Introducing a systematic approach to role optimization that accounts for both current operational
needs and future strategic requirements

¢ Demonstrating how well-designed roles can accelerate the adoption of emerging technologies and
drive innovation

e Providing a framework for measuring the impact of role design on strategic execution through
quantifiable metrics

e Establishing a correlation between optimized job spans and improved project outcomes

The rapid advancement of Al and automation technologies has created an urgent need for organizations
to rethink traditional role definitions. A study by Deloitte indicates that 94% of organizations that
successfully implement Al initiatives have redesigned their job roles to better integrate with these
technologies [4].

This paper comprehensively analyzes JDOT implementation and its impact on strategic execution. It also
examines job design optimization's theoretical foundations and its relationship to strategic execution. The
Go Mobile case study will analyze how the transformed regional manager role fits the JDOT framework.
Additionally, it explores the creation of new roles — Transformation Manager and Innovation Manager —
specifically designed to drive organizational evolution and innovation. A comparative analysis of
traditional and JDOT-optimized roles, including project success rates, execution timelines, and
collaboration scores, is conducted to understand the impact.

II. LITERATURE REVIEW

A. Concept of Job Design

Job design theory has evolved significantly since the foundational work of Hackman and Oldham's Job
Characteristics Model [5], which established the core dimensions of skill variety, task identity, task
significance, autonomy, and feedback. In the context of strategic execution, contemporary research has
expanded these principles to encompass broader organizational objectives. Galbraith's Star Model [6]
emphasizes that effective strategy execution requires alignment across structure, processes, rewards, and
people practices, with job design serving as a crucial linking mechanism.
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Figure 1: Jay Galbraith's Star Model™ [6]
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Research by Mohrman and Lawler [7] demonstrates that traditional hierarchical job structures often
impede strategy execution by creating artificial boundaries and limiting cross-functional collaboration.
Their longitudinal study of 156 organizations revealed that companies with flexible, strategy-aligned role
definitions achieved 23% higher performance metrics compared to those maintaining rigid job structures.

The relationship between job design and strategic execution has been further illuminated by contingency
theory research. Studies indicate that organizations must align their job design approaches with their
strategic context, particularly in environments characterized by rapid technological change and market
volatility [8]. This alignment becomes increasingly critical as organizations navigate digital transformation
initiatives.

B. JDOT vs. other Tools and frameworks

Traditional job design methodologies have primarily focused on task analysis and competency mapping.
The Position Analysis Questionnaire (PAQ) and Functional Job Analysis (FJA) have been widely used but
often fail to capture the dynamic nature of modern work environments [9]. These tools emphasize static
job requirements rather than strategic alignment and adaptability.

More recent frameworks include, the Strategic Job Modeling (SJM) approach, which attempts to link
individual roles to organizational strategy but lacks specific implementation guidelines [10]. The
Capability-Based Design (CBD) framework, focusing on future skill requirements but offering limited
guidance on operational execution [11]. The Dynamic Work Design model, which emphasizes flexibility
but provides insufficient structure for systematic role optimization [12]. The Jobs to Be Done (JTBD)
framework focuses on understanding customer needs by identifying the specific "job" a product or service
is hired to accomplish, centering on the customer's perspective and desired outcomes.

JDOT differentiates itself through its comprehensive integration of four job spans (accountability, control,
influence, and support) and its explicit focus on strategic alignment. Unlike previous frameworks, JDOT
provides quantifiable metrics for assessing role effectiveness and strategic impact.

C. Role of Emerging Technology in Job Design

Integrating Al and advanced data analytics has fundamentally altered the landscape of job design.
Research by Daugherty and Wilson [13] indicates that organizations successfully implementing Al
technologies achieve optimal results when they redesign roles to complement rather than compete with
automation. Their study of 1,500 organizations revealed that 78% of successful Al implementations
involved significant job redesign initiatives. Data-driven approaches to job design have emerged as a
crucial element in organizational transformation. Advanced analytics enable organizations to:

¢ Identify patterns in successful role configurations.

e Predict the impact of role changes on strategic outcomes

e Optimize job spans based on quantitative performance metrics
e Monitor and adjust role effectiveness in real-time

The transformation of work through technology has created "recombinant innovation" [14] in job design,
where traditional role boundaries blur, and new hybrid positions emerge. This evolution demands
frameworks capable of adapting to continuous technological change while maintaining strategic
alignment.
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III. CONCEPT OF ENHANCED JDOT FRAMEWORK

The methodology section builds upon the theoretical foundations discussed in the literature review,
focusing on the practical implementation of the Job Design Optimization Tool (JDOT) [15] and its
enhancement through artificial intelligence. This section details the framework's components and their
application in modern organizational contexts.

A. JDOT Framework Overview

The Job Design Optimization Tool (JDOT), originally conceptualized by Robert Simons [15] in his seminal
work on organizational design, provides a systematic approach to role design that aligns organizational
structure with strategic objectives. Simons argued that effective job design must consider four critical
spans determining a position's scope and effectiveness within an organization. Recent research by Burton
and Obel [16] has validated that organizations show an improvement in strategic execution compared to
those using traditional job design methods if a proper approach is used.
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Figure 2: JDOT Framework by Robert Simon

The framework's evolution has incorporated contemporary organizational challenges and technological
capabilities while maintaining its core principle of span optimization. The integration of these spans
creates a dynamic system that can adapt to changing business environments while maintaining strategic
alignment. This adaptability has become increasingly crucial as organizations navigate digital
transformation and evolving market conditions.

Simons's JDOT has the four spans rated on a scale of 1 to 10, while an intersection between its
e Span of Control

The Span of Control measures direct resources and decision-making authority vested in a role. Simons
emphasizes that the control span must align with accountability to prevent organizational friction. Recent
work by Daugherty and Wilson [20] has shown that optimal alignment between control and accountability
can reduce decision-making delays by up to 40%. This span encompasses direct control over human
resources, including team size and composition, resource control involving budget authority and asset
management, and process control covering workflow design and implementation authority.
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e Span of Accountability

The accountability span is the foundation of the JDOT framework, defining the breadth and depth of a
role's responsibilities and its impact on organizational outcomes. Research demonstrates that
accountability encompasses direct and indirect responsibilities that influence organizational
performance[18]. Financial accountability includes budget oversight and resource allocation, while
strategic accountability involves goal setting and performance targeting. Operational accountability
encompasses process ownership and service delivery metrics. The roles with well-defined accountability
spans demonstrate 27% higher performance outcomes compared to those with ambiguous
responsibilities.[19]

e Span of Influence

The influence span represents a role's capacity to affect outcomes indirectly and collaboratively. Influence
span becomes increasingly critical in matrix organizations and digital transformations. This span
facilitates cross-functional influence through formal and informal networks, stakeholder management
capabilities across organizational boundaries, and change leadership influence in driving organizational
transformation. Empirical studies demonstrate that roles with extensive influence span achieve 35%
higher project success rates in cross-functional initiatives.

e Span of Support

The support span identifies the organizational resources and capabilities required for role success. This
dimension has gained particular significance in the context of digital transformation and Al integration.
Roles with well-defined support spans experience 45% less friction in executing strategic initiatives. The
support span encompasses technical infrastructure requirements, knowledge resource availability, and
analytical support needs.

B. JDOT to Identify Gaps

JDOT can be used to evaluate current roles. Map each role's spans as they currently stand and assess
alignment with strategic objectives. This can reveal why certain roles may not be effective and guide
necessary adjustments. Compare each span to ensure that they are aligned. Look for mismatches, such as:

High Accountability but Low Control: If someone is held accountable for outcomes without control over
essential resources, they are set up for frustration and likely failure.

High Influence Requirements but Low Support: Performance can suffer if a role requires frequent
collaboration across teams but lacks the necessary support resources (e.g., collaboration tools or leadership
alignment).

Inconsistent Support and Accountability: If someone has high support but low accountability or vice
versa, there is a risk of over-resourcing without an explicit return or setting unrealistic expectations.

C. Al-Enabled JDOT Implementation

Integrating artificial intelligence and machine learning can enhance the JDOT's application in modern
organizations through automated span optimization and predictive analytics. Machine learning
algorithms analyze historical performance data to optimize span configurations, predict optimal
combinations based on role objectives, and identify potential span conflicts. This technological
enhancement can lead to improvement in strategic initiative implementation success rates.
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Advanced predictive analytics capabilities enable organizations to forecast performance outcomes based
on different span configurations. Al-driven role design achieves significantly higher success rates in
strategic initiative implementation through pattern recognition, performance prediction models, and
resource optimization algorithms.[24] The system continuously learns from successful role configurations
and adapts to changing organizational needs.

Real-time adaptation and learning can represent the most significant advancement in modern JDOT
implementations. Continuous monitoring of span effectiveness and automated adjustment
recommendations allows organizations to maintain optimal role configurations despite changing business
conditions. This dynamic approach to role optimization could improve organizational agility and
efficiency, leading to the successful implementation of strategic initiatives.

IV. CASESTUDY ANALYSIS: GO MOBILE DISTRICT MANAGER

Based on the Go Mobile case [26], Go Mobile. Meghna Modi and Glenn Wong founded an India-based
mobile retail and repair chain. The company initially launched in 2005. Go Mobile's retail locations focus
on selling mobile devices, particularly to medium-income families in India. The chains aim to streamline
services and add value for both direct customers and franchise partners.

A. District Manager

Go Mobile exemplifies organizations' challenges when transitioning from entrepreneurial leadership to
professional management. While impressive, the growth trajectory created significant organizational
stress points, particularly in translating strategic intent into operational execution. The traditional District
Manager role at Go Mobile emerged from the founder's direct operational involvement. The transition
from founder-led operations to professional management often creates critical organizational bottlenecks.
The District Manager position was initially designed to replicate the founder's multifaceted role,
encompassing operational support, knowledge sharing, and efficiency management across all the stores
in each region.

B. Creation of New Roles

To replace district managers, three new roles were typically created to streamline operations and enhance
store performance: Market Leaders, Store Leaders, and Coaches. Each of these roles was designed with
specific functions to support the store teams and create a structure focused more on day-to-day
operational efficiency, targeted coaching, and regional leadership rather than having a single district
manager overseeing a large group of stores.

Market Leaders take on higher-level regional responsibilities, similar to traditional district managers,
focusing on strategic goals, profitability, and performance across a broader market. Store Leaders are
responsible for the direct operational oversight within individual stores, focusing on customer
satisfaction, team management, and overall store performance. Coaches provide support and training,
helping store teams develop skills and ensuring alignment with the company's service and operational
standards.

This structure aims to increase adaptability in a changing retail environment by enabling specialized roles
focused on coaching, strategic oversight, and individual store management. Careful observation was
made to understand the incentives, support, control, influence, and accountability while creating this role
and providing internal growth and motivation.
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V. DESIGNING ROLES FOR EMERGING TECHNOLOGIES

When designed through the JDOT framework lens, the Transformation Manager role requires careful
calibration of all four spans to ensure effective strategic execution. Building upon Simons' [28] span
measurement methodology, we can quantify each span on a scale of 1-10, where 1 represents minimal
scope and 10 represents maximum scope. The proposed optimal configuration is derived from empirical
analysis of successful transformation initiatives.

A. Accountability Span (Scale: 7/10)

A high accountability span is essential for the Transformation Manager role, reflecting its strategic
importance. Transformational leadership requires substantial decision-making authority and clear
ownership of outcomes [29]. The high accountability score (7/10) is justified by research showing that
successful transformation initiatives require clear, centralized accountability. However, it intentionally
stops short of the maximum scope (10/10) to avoid overlap with C-suite responsibilities and maintain
clear escalation paths. The recommended accountability span encompasses the accountability in Figure 3:

Strategic Transformation Initiatives Business Impact Metrics
(Primary Accountability): (Secondary Accountability):
Digital transformation program outcomes Efficiency improvements

Process redesign results Cost reduction targets

Change management effectiveness Employee adoption rates

ROI on transformation investments Customer experience enhancement
Transformation milestone achievement Performance improvement metrics

Figure 3: Typical Accountability of Transformation Manager

B. Control Span (Scale: 7/10)

The control span must be proportional to accountability while maintaining organizational flexibility.
Transformation initiatives require substantial but not absolute control over resources [30]. The 7/10 scale
reflects the need for significant control while acknowledging interdependencies with other functions. The
recommended control span includes the following:

Direct Control Elements: Calibration for
Transformation project teams Sufficient authority to drive change
Transformation budget allocation Flexibility in resource allocation

Balance between centralized and

Technology implementation decisions o .. .
gy mp distributed decision-making

Training and development resources

Project prioritization authority

Figure 4: Typical Control of Transformation Manager

C. Influence Span (Scale: 9/10)

The influence span receives the highest rating due to the cross-functional nature of transformation
initiatives. Successful transformation requires extensive stakeholder engagement and influence networks
[31]. The 9/10 rating reflects the critical importance of influence in driving organizational change.
Research shows that transformation initiatives with high influence spans are 2.5 times more likely to
succeed than those with limited influence capabilities. The high influence span encompasses:
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Stakeholder Influence:
Executive leadership team
Department heads
Front-line employees

External partners
Technology vendors

Customer representatives

Figure 5: Typical Support of Transformation Manager

D. Support Span (Scale: 8/10)

The support span must be substantial to enable effective transformation execution. Transformation
initiatives require comprehensive support infrastructure [32]. The 8/10 rating ensures adequate support
while maintaining resource efficiency.

The recommended support span includes the following:

Technical Support:

Expert Support:

Digital transformation tools
Analytics capabilities
Project management systems

Change management frameworks

Technology specialists
Process improvement experts
Change management consultants

Training specialists

Figure 6: Typical Support of Transformation Manager
¢ Span Relationship Analysis

The relationship between these spans creates a balance between them, which is necessary to manage and
execute transformation effectively. The high accountability span (7/10) is balanced by a corresponding
control span (7/10), which balances the role to be more proactive and initiative-driven. At the same time,
the stronger influence holds the managers responsible for innovation in their change management and
getting the necessary support from the organization. Figure 7 below shows the simulation for the
Transformation Job designed by JDOT.

TRANSFORMATION MANAGER —TRANSFORMATION MANAGER View/Edit Job #
SPAN OF CONTROL

SPAN OF ACCOUNTABILITY
SPAN OF INFLUENCE

v
SPAN OF SUPPORT Y

Figure 7: JDOT Balanced Transformation Roles.
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E. Innovation Manager

The Innovation Manager role is similar to a Transformation manager role. However, the span of control
for Innovation roles should be lower than the span of accountability due to the nature of the work. This
creates a gap called the "Entrepreneurial gap" [26], pushing managers to think like entrepreneurs and
create higher value. As the innovation managers are often responsible for a particular portfolio, their
influence on the cross-functional development across the organization is limited but not low. So, the span
of influence is in the mid-range, while the support is still high due to cross-functional and long-term
strategic support needed by organizational leaders.

The below Figure shows the balanced future Innovation Manager role designed to support future
innovation.
Span of control (7/10), Span of Accountability (8/10), Span of Influence (6/10), Span of Support (7/10).

+ This job is balanced. The sliders form an "X". More...

INNOVATION —MANAGER View/Edit Job #
SPAN OF CONTROL

. Entrepreneurial Gap (7]
H

SPAN OF ACCOUNTABILITY

SPAN OF INFLUENCE .

5 4
[ R T e
~

SPAN OF SUPPORT '

Figure 8: JDOT Balanced Innovation Roles.

VI. IMPLICATIONS FOR PRACTICE AND STRATEGY EXECUTION

A. Role of Al and JDOT in Organizational Evolution

The integration of Al with JDOT represents a paradigm shift in how organizations approach job design
and role optimization. This convergence creates a dynamic system where role design becomes an iterative,
data-driven process rather than a static, periodic exercise. The Al-enhanced JDOT framework enables
organizations to move beyond traditional hierarchical structures toward more fluid, adaptive role
configurations that respond to real-time strategic needs.

Al's ability to process vast amounts of organizational data and identify patterns in successful role
configurations transforms JDOT from a theoretical framework into a practical tool for continuous
organizational evolution. This evolution manifests in three key dimensions:

First, predictive role optimization allows organizations to anticipate structural needs before they become
operational bottlenecks. Al-enabled JDOT can suggest role adjustments that preempt organizational
friction points by analyzing performance patterns, workflow data, and strategic indicators. This proactive
approach to job design significantly advances traditional reactive restructuring methods.
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Second, the dynamic span calibration capability enables organizations to fine-tune roles in response to
changing strategic priorities. Rather than maintaining fixed span measurements, organizations can adjust
role parameters based on real-time performance data and strategic requirements. This flexibility ensures
that roles remain aligned with organizational objectives while maintaining operational efficiency.

Third, integrating machine learning algorithms with JDOT creates a self-improving system for role design.
As the system accumulates data on successful and unsuccessful role configurations, it develops
increasingly sophisticated models for optimal span relationships. This learning capability ensures that role
design recommendations become more refined and context-aware over time.

B. Strategic Insights for Practitioners

Organizations seeking to leverage JDOT for improved strategy execution should consider several key
principles that emerge from our analysis. These insights offer practical guidance for implementing Al-
enhanced role design:

The principle of dynamic equilibrium suggests that optimal role design requires continuous balancing of
spans rather than achieving fixed measurements. Practitioners should focus on maintaining proportional
relationships between spans while allowing for contextual adaptation. This approach ensures roles remain
effective as organizational needs evolve.

The concept of strategic resonance emphasizes the importance of aligning span configurations with
strategic objectives. Organizations should calibrate spans not just for operational efficiency but for
strategic impact. This might mean temporarily accepting suboptimal span relationships in one area to
achieve greater strategic benefits in another.

The practice of span ecology recognizes that roles exist within an interconnected system rather than in
isolation. Changes to one role's spans inevitably impact other roles within the organization. Practitioners
should consider these ecological relationships when implementing role design changes.

C. Limitations and Future Research

While the Al-enhanced JDOT framework represents a significant advance in role design methodology,
several limitations and opportunities for future research emerge. The current framework's effectiveness
may be constrained by:

¢ Organizational Context Sensitivity: The optimal span configurations identified by Al algorithms
may not translate effectively across different organizational cultures and industries. Further
research is needed to understand how cultural and sectoral factors influence optimal span
relationships.

e Data Quality Dependencies: The effectiveness of Al-driven role optimization relies heavily on the
quality and comprehensiveness of organizational performance data. Many organizations may lack
the sophisticated data collection systems necessary for full implementation.

¢ Change Management Challenges: The dynamic nature of Al-enhanced role design may create
change fatigue in organizations. Research is needed to determine optimal frequencies for role
adjustments and effective change management strategies.

¢ Future research opportunities: The integration of Al with JDOT opens new possibilities for
organizational design while raising important questions about the future of work and
organizational structure. As organizations continue to navigate increasingly complex and dynamic
environments, the ability to optimize roles through Al-enhanced frameworks will become a critical
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competitive advantage. Developing more sophisticated models for measuring span interactions
and their impact on strategic execution, Investigating the relationship between role design
dynamics and organizational learning capabilities, and Exploring the impact of Al-enhanced JDOT
on employee engagement and development are few to name.

VII. CONCLUSION

The Job Design Optimization Tool (JDOT), enhanced by artificial intelligence, can significantly improve
strategic execution through optimized role design. The analysis of four critical job spans —accountability,
control, influence, and support—reveals their essential role in organizational effectiveness and designing
roles for future emerging technologies like Transformation and Innovation managers. The case study
demonstrates the impact of using the framework in traditional role to optimize performance while helping
to advance the future stage of strategy execution.

The integration of AI with JDOT marks a shift from static to dynamic role optimization, enabling
organizations to adapt role designs continuously based on strategic needs and performance data. This
advancement in organizational design methodology provides both theoretical insights and practical tools
for improving strategic execution. As business environments become increasingly complex, the ability to
optimize roles through Al-enhanced frameworks will be crucial for organizational success. This research
contributes to both the theoretical understanding of role design and its practical application in strategic
execution.
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