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Understanding KRAs (Key Result Areas)  
 
 

 
Definition of a KRA (Key Result Area) 
A good-faith effort on the part of each person to identify measurable outcomes that 
provide both guidance and accountability and lead to annual goals. 
 
Importance 
KRAs are essential to helping identify and produce the results from our individual work 
that are truly important.  They clarify what should be the result of our time, energy, and 
activity over the course of the year.   
 
KRAs are different than our job description.  Job descriptions describe the total sum of 
the activities that we are responsible for.  Some of these activities are critical, some of 
them are necessary but not mission critical.  In contrast, KRAs describe the non-
negotiable key results of our work.  KRAs answer the question, in what areas is it critical 
that I accomplish results this year if my work activity is to be considered successful.  By 
identifying the few things we must accomplish from the many things we do over the 
course of the year we are able to prioritize our activity in order to accomplish results that 
truly matter to the mission we are fulfilling. 
 
An additional distinction of KRAs from job descriptions is that KRAs lead to goals that 
are clearly measurable while job descriptions are by definition more general.  What 
cannot be measured cannot be evaluated, thus our key result areas must lead to goals that 
are measurable and specific.  Thus KRAs significantly contribute to the fulfillment of a 
more general job description.   
 
Results and not activity is what matters in our work.  This is a crucial distinction because 
it is easy to lose ourselves in activity that does not produce important results.  While this 
may seem self evident, good people at all levels of leadership and management often fail 
to recognize the distinction.  In the absence of clearly defined and articulated KRAs we 
will default to the tyranny of the urgent, doing many good things and filling our schedules 
with activity that often does not produce significant results. 
 
People who choose to identify their KRAs and develop annual work goals that help them 
fulfill these KRAs are people who choose to work and live intentionally rather than 
accidentally.  They are individuals who value the discipline of answering the question 
“What is it truly important for me to accomplish this year” and who then organize their 
work plan around the desired results.  Intentional people see multiplied results from their 
work compared to unintentional or “accidental” people.  
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How to identify KRAs 
All of us have limited time and energy.  Identifying our KRAs is the process of asking the 
following questions: 

• What is it mission critical for me to accomplish to fulfill the mission God has 
given me? 

• What specific results from my work would drive my mission and the mission of 
my organization the furthest down the track this year? 

• How can I measure my work success this year? 
• What specific and measurable results am I willing to be held accountable for this 

year? 
• What spells success for me in the next twelve months? 

 
The best process for establishing KRAs is for each individual to identify their own KRAs 
taking into account the mission of the organization, their department or ministry and their 
job description.  After this initial identification it is important for there to be a dialogue 
with one’s supervisor to ensure that there is agreement both on the key result areas as 
well as how results (success) will be measured at year end.  Often it is helpful to share 
KRA ideas with one’s work team for feedback.   
 
The importance of the process of establishing KRAs should not be underestimated.  If we 
do not clarify what is truly important we have squandered energy, money, activity and 
opportunity for moving ministry down the road.  Getting the KRAs right matters a lot.  
Thus there needs to be plenty of opportunity to think strategically, dialogue with 
supervisors and team members before KRAs are finally agreed upon.  We cannot get our 
activity right until we get our KRAs right! 
 
What about the number of KRAs?  Here is the rule: too few KRAs and one is probably 
not living up to their potential.  Too many and either they are not all mission critical, or 
they cannot all be completed successfully.  Somewhere between four and eight is usually 
a good number. 
 
Using KRAs to build alignment on ministry wide priorities 
There are some KRAs that will span most key ministries of a church.  For instance, many 
congregations are seeking to deepen their evangelism success and priority throughout 
their ministry.  In such a case, a leader may ask all key ministries (youth, children’s, 
men’s, women’s, small groups etc.) to include a specific KRA related to evangelism or 
outreach.  This would bring each ministry into alignment with a key priority of ministry 
and drive the success and priority of evangelism deep into the congregation by asking 
that every ministry participate.  Thus while many KRAs are developed by individual 
leaders, some KRAs will be ministry wide although the specifics of the KRA and the plan 
to fulfill that KRA will differ by ministry. 
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