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In their focal article, Schilling et al. (2026) specifically illustrate how interorganizational and
intraorganizational cooperation are the most critical areas through which I-O psychology can
contribute to a sustainable circular economy (CE) transition. This commentary elaborates on the
application of I-O psychology by highlighting how work analysis and competency modeling
enable effective CE implementation through organizational cooperation. Transitioning from a
linear to a CE represents a major organizational change. During this change, organizations must
ensure that their systems remain aligned. Work analysis and competency modeling are crucial to
this alignment.

As defined by Brannick et al. (2017), work analysis is the systematic process of gathering and
analyzing information about work content, worker attributes related to work performance, and
work context. Job/work analysis provides the foundation for most HR systems (Sanchez &
Levine, 2012). Furthermore, competency models are frameworks that describe worker com-
petencies required for effective performance across jobs at an organization, with competencies
meaning knowledge, skills, abilities, traits, attitudes, values, and motives that contribute to the
goals and culture of an organization (Brannick et al., 2017; Campion et al., 2011). Competency
modeling creates a shared understanding and a common language within an organization,
which is a powerful tool for aligning all employees towards a common goal (Campion
et al., 2011).

Both work analysis and competency modeling make unique contributions to CE imple-
mentation. Work analysis contributes in a role-specific way by detailing specific tasks and
technical knowledge, skills, abilities, and other characteristics (KSAOs) for immediate CE
work design and subsequent HR functions. Competency modeling contributes in a broader
way, serving as a framework that connects employee behaviors and attitudes to larger
organizational goals in relation to CE processes and outcomes. We argue that these unique yet
connected contributions establish work analysis and competency modeling as essential first
steps toward successfully initiating a change to a CE. As highlighted in the focal article,
within-unit cooperation is important to effective CE implementation. Working alongside
other processes such as team building, selection, and training, work analysis and competency
modeling are foundational frameworks that support and structure this important element of
cooperation by informing work design and competency alignment. Thus, when applying I-O
psychology domains to CE implementation, work analysis and competency modeling should
not be overlooked.
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The importance of work analysis in CE implementation
Identifying necessary tasks and KSAOs

Adopting a CE requires organizations to transform many core processes, such as product design,
production, supply chain, and consumer behavior (Schilling et al.). This means potentially
redesigning current jobs to include circularity and designing new jobs to meet the needs of a CE.
Yet the design and redesign of jobs rely on the information gathered from strategic work analysis.
Work analysis defines job tasks and responsibilities. As jobs are added or altered, the required
skills and knowledge of employees must match those job tasks and responsibilities. Thus, the
systematic process of work analysis is an essential step in linking CE job tasks to employee
characteristics or KSAOs. The correct identification of tasks and KSAOs is imperative to inform
other systems that rely on employee attributes.

Work analysis is a bottom-up approach that is specific to certain roles. For instance, CE
product design requires skills in designing products so that their parts and materials can be easily
separated and requires knowledge of materials that are durable, recyclable, and compatible with
reuse systems (Martin, 2025). Additionally, there are likely specific KSAOs that will be useful to
those in product design that are different from those useful in production, quality assurance, or
consumer behavior. Therefore, work analysis is useful for determining specific KSAOs needed to
transition to a CE in specific roles. More broadly, a thematic analysis of expert interviews by
Wu (2025) and an analysis of employee skills data by Straub et al. (2023) highlight the need for
strategic, technical, interpersonal, and digital skills in a CE workforce. This research has identified
collaboration and interpersonal skills as necessary skills for the CE workforce, which is in line with
the viewpoint of Schilling et al. Broad interpersonal skills can be broken down into more specific
skills including cross-functional collaboration, stakeholder engagement, multilevel communica-
tion, knowledge facilitation, and negotiation (Wu, 2025). By performing work analysis, organ-
izations can determine the nature of collaboration that is required for each job or department, and
thus the specific skills that are needed. Altogether, work analysis aids in job design/redesign and
ultimately contributes to the power of the CE system.

Influence of work analysis on HR functions in CE

The information gained through work analysis is extremely important to organizational functions
that are related to CE implementation, such as selection, performance management, and training.
Selection systems should assess the technical and collaboration skills required for CE work to
ensure that individuals who are hired possess the right capabilities to perform the job. The
selection tools and measures that are used in selecting for a particular role should be directly
linked to the required worker characteristics. Additionally, green human resources management
research shows that including environmental tasks in work analyses produces clearer expectations
in job descriptions about eco-related tasks (Okon et al., 2025). Accordingly, it is important to
ensure through the selection process that the employees who are hired hold environmental values
that will facilitate motivation and engagement in performing eco-related tasks. In terms of
performance management, the tasks of CE jobs should also guide how employees are evaluated.
Environmental tasks specifically communicated in job descriptions lead employees to be more
responsible and accountable for sustainability-related outcomes. This guides performance
management and makes sustainability a measurable aspect of an employee’s role (Okon et al.,
2025). Furthermore, because CE implementation may require different skills that current
employees do not possess, organizations can also use work analysis to identify key trainable
KSAO:s to design CE-focused training programs. As Straub et al. (2023) mention, identifying gaps
in employee skills for CE implementation is useful for reskilling and upskilling efforts that close
skill gaps and drive performance. In essence, work analysis informs selection, performance
evaluation, and training for CE roles. The use of work analysis to inform these organizational
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processes is important to the success of CE implementation because it ensures that the people
doing the work to make a CE happen have an understanding of their job duties, are proficient in
their job duties, and are performing at a favorable level.

The importance of competency modeling in CE implementation

Identifying key competencies

Although work analysis is a beneficial bottom-up approach to understanding jobs, competency
modeling is a beneficial top-down and future-oriented approach that supports organizational
alignment. Developing a competency model starts with defining organizational goals and
objectives and moves to determining what worker attributes are critical for those goals and
objectives to be achieved (Brannick et al., 2017; Campion et al., 2011). In a transition to a CE, the
major goals revolve around waste reduction and reduced environmental impact, with specific
goals being specific to a particular organization. Therefore, competency modeling can be useful to
pinpoint what employee attributes are going to help the organization successfully and effectively
achieve these goals. For example, a survey of CE designers by Sumter et al. (2021) identified key
competencies such as circular systems thinking, circular impact assessment, CE communication,
and CE collaboration. Additionally, as Dréger and Letmathe (2023) illustrated in their study on
the role of construction employees in CE efficiency, an innovative mindset is a required worker
attribute because efficiency gains can only be detected by employees thinking innovatively and
“outside the box.” These studies show that competencies for CE include broader attributes that
relate to innovative and circular ways of thinking as well as soft skills like communication and
collaboration. Communicating CE competencies through a competency model creates a shared
understanding of how employees contribute to organizational goals.

Influence of competency modeling on HR functions in CE

The common language created by competency modeling helps to form unity in an organization
and allows for individuals and teams to communicate effectively toward a common goal. In
implementing CE, the cooperation element that Schilling et al. discuss within the focal article, and
that Sumter et al. (2021) also discuss, is set up and upheld by top-down alignment of com-
mon goals.

The common language created by the competency model can then be used to effectively
implement selection systems, performance management systems, and training designs that
support a CE. Although it is important that an organization hires and maintains employees who
are skilled and know how to do the work, it is also important to hire employees who reflect the
organization’s culture and values. As Bertassini et al. (2021) point out, an organization needs to
have a CE-oriented culture in order to establish CE as normal practice, which involves shared
values, cognitive frames, and emotional attachments to organizational identity. Taking this into
account, using competency models to inform selection systems for CE organizations in par-
ticular ensures person-organization fit (Subramanian & Suresh, 2022). This is supported by
research that indicates that selecting employees with environmental values aligned with the
sustainability goals of the organization significantly contributes to organizational performance
(Okon et al., 2025).

Additionally, competencies often include behavioral indicators and proficiency levels, making
the integration of competencies into performance management seamless (Campion et al., 2011).
Implementing competencies such as circular systems thinking, innovation, and collaboration into
performance evaluations would directly relate to how effectively CE systems operate because it
would help to differentiate top performers from lower performers and help to ensure that
employees are effectively contributing to the CE-oriented objectives of the organization.
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Similarly, the use of competency models in designing training programs would be beneficial to
CE implementation. As Wu (2025) emphasizes, the current workforce is often ill-equipped to
meet the demands of novel competencies and particular mindsets that CE strategies call for.
Training programs aimed at developing certain competencies can be instrumental in closing the
gap. Particularly, training focused on cooperation competencies will support the cooperation
efforts within organizations that the focal article stresses are important to CE implementation. In
fact, traditional training models may not be sufficient for employees in a CE; instead, interdis-
ciplinary training that incorporates broader environmental and systems thinking should be
implemented.

Bringing work analysis and competency modeling together for CE

Considering the benefits of work analysis and competency modeling, both should be used together
as complementary approaches to reorganizing and developing the human capital needed for CE
implementation. Both approaches shape HR systems (such as selection, performance manage-
ment, and training), but they do so in different ways. Work analysis specifies the task-level KSAOs
required for CE practices, whereas competency modeling translates CE strategy into organization-
level expectations. In the context of CE implementation and within-organization cooperation, the
outcomes of both work analysis and competency modeling provide employees with an under-
standing of their role within a CE and what is expected of them in terms of how they perform their
jobs and how they interact with others within the organization. This understanding doesn’t just
promote collaboration; it fosters collaboration that is effective and that functions as a core activity
driving CE systems. The outcomes of work analysis and competency modeling also provide the
organization with an understanding of what kind of employees are needed, how to evaluate
employee performance, and how to develop talent to significantly contribute to CE implemen-
tation. This understanding ensures that when transitioning from a linear to a CE, organizations
are able to leverage human capital for effective CE enactment.

Conclusion

Sustainable CE implementation is at its core a change in organizational goals and strategies.
Therefore, work analysis and competency modeling are extremely important in this organiza-
tional change because they are the starting points and providers of key information for various
related systems. The authors of the focal article mainly focus on how individuals and teams
collaborate within an organization and how organizations collaborate with other organizations.
However, in order to have an effective level of collaboration, people must have the necessary skills,
and they have to be aligned in their understanding of how they contribute to organizational goals.
In essence, work design, KSAOs, and competency alignment are necessary antecedents of effective
cooperation between individuals and teams within a CE. Thus, the domain of work analysis and
competency modeling must be a fundamental I-O psychology domain for implementing CE.
As the focal article by Schilling et al. proposes, there is a large and mainly untouched
opportunity to apply I-O psychology theories and practices to effective CE implementation. We
agree that more research is needed on how I-O psychology domains relate to transitions to CE
systems. Although there is substantial literature on job/work analysis and competency modeling
within I-O psychology, we found very little research on the relationship between these processes
and how they are used in CE implementation and sustainability efforts. Although there is some
research on how specific KSAOs relate to CE implementation, this information has not been
shown to be integrated within work analysis and competency modeling practices. To improve this
integration, we recommend that work analysis be crafted and developed to better involve and cater
to the unique context of implementing CE from a linear economy. This would entail clearly
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incorporating sustainability responsibilities in the analysis of job tasks and involving sustainability
experts in the process to ensure that CE-related tasks are well represented in a work analysis.
Additionally, applying work analysis methods that are more future oriented, such as strategic
work analysis, will allow for organizations to better support themselves and the CE amid evolving
roles and systems. In terms of competency modeling, we recommend that partnered organizations
or organizations within the same industry gather information from other sources outside of their
own organization. Because CEs involve collaboration between organizations, the formulation and
evaluation of competency models across connected organizations creates the opportunity for a
coherent multiorganizational system for CE. Additionally, more interdisciplinary research
between I-O psychology, environmental studies, economics, and other related fields is needed. As
the focal article suggests, people are extremely important in CEs because it is people who bring
about outcomes through their ideas, behaviors, and collaboration with others. Combining these
I-O psychology concepts with concepts from environmental and economic studies equips
practitioners with the tools to support individuals, teams, and organizations in the unique context
of CE implementation and sustainability.

Competing interests. The authors have no known conflict of interest to disclose.
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