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Preface

The world of work is rapidly evolving. As businesses face the winds 

of digitalization – including the latest pressure from generative AI 

to redesign jobs – and a new generation of employees with 

different needs and expectations, HR leaders and business 

executives must respond to the challenge. 

They must infuse greater flexibility into their organizational 

structure, ensure that their workforce has the right skills and 

competencies, and help that people-related decisions can be of 

the highest quality. 

But where do you begin? By building a modern job architecture. A 

job architecture offers unparalleled transparency, consistency, 

and flexibility to your workforce, aligning it with your business 

objectives in an engaging way. 

This whitepaper is for those who want to design or improve a job 

architecture for their organization. It provides an overview of the 

benefits and challenges, along with best practices for the design 

process and available software tools to support you. By reading 

this whitepaper, you'll have the insights needed to make well 

informed decisions about your company-individual design and 

implementation process. Don't miss out on the opportunity to 

unlock the full potential of your organization and your people.
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Introduction

What Is a Job Architecture?

A job architecture is a system that organizes jobs within an 

organiza�on into groups based on the company's value chain. 

This system goes beyond just lis�ng job �tles and includes 

details about the skills and competencies required for each 

job, the grades and levels associated with them, and how 

they compare to similar jobs in the region or industry. 

Essen�ally, a job architecture helps companies structure their 

jobs in a logical and meaningful way. 

What Are the Key Components of a Job 
Architecture?

A job architecture is made up of several key components, 

including job families, sub-job families, levels, job �tles, job 

Having a well-func�oning job architecture is not a universal 

remedy. It does not fix everything in HR which might need 

improvement. But it has such a tremendous effect on the 

outcomes of HR ac�vi�es that organiza�ons with a job 

architecture do significantly be�er than the ones without. 

Imagine working with a job architecture like maintaining a 

healthy lifestyle. One healthy meal or one day of exercise will 

not make a great difference. It’s the regularity that leads to 

no�ceable effects on your physical health. And if you hold on, 

other aspects, such as sleep, or mental health will also 

improve.

A job architecture is like the habit of a healthy lifestyle. The 

clarity, consistency, and transparency over the organiza�onal 

structure and its elements (roles, responsibili�es) across the 

whole organiza�on (departments, teams, jobs, loca�ons) are 

like the regularity of healthy habits. One single instance 

where a be�er understanding of talent needs, or structure, 

leads to a be�er decision might not make a great difference. 

But all of them together will be mutually reinforced and 

prevent new problems from coming up.  

And just like with the habit of a healthy lifestyle, the posi�ve 

effects are not limited to HR. Transparency radiates 

throughout an en�re organiza�on. Strategy, Transforma�on 

and IT will also benefit. 

The systema�c and consistent method for making decisions 

about everything connected to people is a hidden lever to 

align ac�vi�es even be�er with your business goals and 

become more agile. A�er all, you don’t want to run a 

descrip�ons, and required competencies or skills. These 

elements are crucial for organizing and defining roles within 

an organiza�on. By ensuring that these components are 

aligned with the company's business strategy, values, and 

culture, HR professionals and business leaders can create a 

structure that promotes the organiza�on's goals, supports HR 

programs, and facilitates employees' career growth.

Job Architecture Vs. Related Concepts

Job architecture may be confused with other concepts such 

as job analysis or organiza�onal design. Knowing the 

differences helps us understand what precisely a job 

architecture does for our organiza�ons and how it fits other 

exis�ng prac�ces.
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• Job analysis is the process of examining the different 

components of a role to gain a deeper understanding of 

its requirements and responsibili�es. This helps to 

iden�fy the knowledge, skills, and abili�es required to 

perform a job effec�vely, allowing HR professionals to 

determine the qualifica�ons needed for a job, set 

performance standards, and develop training programs. 

• Job design, on the other hand, refers to organizing and 

structuring tasks, responsibili�es, and du�es within a job. 

The goal of job design is to create jobs that are efficient, 

effec�ve, and fulfilling for employees, balancing the 

needs of the organiza�on with the needs and abili�es of 

the employees. Job design is a sub-step of job 

architecture, as it focuses on the design of individual 

jobs, while job architecture concentrates on all roles 

within an organiza�on.

• Job catalogs are structured lists or databases of job 

descrip�ons, including details such as tasks, 

qualifica�ons, and pay grades. They are used as 

reference tools for organizing and grouping jobs into job 

families and sub-job families, which then feed into the 

overall job architecture. The job catalog provides an 

essen�al founda�on for the job architecture, but it is only 

one part of it.

• Organiza�onal design is a broader concept than job 

21st-century business with 20th-century workplace 

programs. In the following, we give an overview of the most 

important benefits that you can expect, beginning with talent 

management because that’s where the benefits become 

most apparent.

Improve Talent Management

Acquiring Talent: Recrui�ng

A well-defined job architecture contains all the requirements 

of a job with a view to the organiza�on‘s value chain. This 

includes job descrip�ons, skills, qualifica�ons, and 

experiences.  It helps providing clarity to recruiters in 

iden�fying suitable candidates and streamlining their search 

process. Clear communica�on of the scope of work and 

responsibili�es helps candidates understand expecta�ons. 

This limits the risk of job dissa�sfac�on and raises reten�on. 

Recruiters and candidates have the same realis�c 

understanding of what a job is about.

Developing Talent

Career Paths: A comprehensive job architecture is a prac�cal 

tool for crea�ng career paths as it defines all levels and 

func�ons with their respec�ve requirements. With this 

system, one can analyze job requirements, compare them 

with other jobs, and provide a clear path for career 

progression. This includes ver�cal career moves within a 

func�on, horizontal career moves between func�ons, and 

even new career paths for employees who do not want 

architecture. It refers to modifying the overall design of a 

company by adap�ng the structure, roles, and 

responsibili�es to achieve specific goals, such as be�er 

customer service or improved innova�on. A job 

architecture is an important subset of organiza�onal 

design, providing the internal consistency and 

transparency of all jobs needed to align the en�re 

structure with external requirements.

Why Should Companies Have a Job 
Architecture?

Today's global and ever-changing business environment, the 

increasing digitaliza�on of work and the occurrence of 

unpredictable external shocks impose the new requirements 

that HR Management needs to cope with. In response, 

innova�ve HR trends have emerged in recent years. Concepts 

such as New Work, self-management, agile processes, 

remote work, people-first culture, skill-focused training, and 

many others have emerged to increase resilience.

A well-designed job architecture is se�ng the scene for all 

these concepts. It provides a consistent and transparent 

classifica�on, content library, and descrip�on language that 

are essen�al for effec�vely organizing work. A job 

architecture serves as the backbone for many HR and talent 

management processes, including compensa�on and 

managerial responsibili�es. By providing transparent career 

paths, employees are mo�vated with growth opportuni�es, 

which promotes internal mobility.

Learning and Development: Clear and up-to-date job 

requirements aid decision-making regarding learning and 

development ini�a�ves. It is possible to iden�fy skill gaps and 

customize learning content to meet individual needs, which 

simultaneously leads to more efficient use of training 

budgets. Performance management is also improved. A 

well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Engagement: Even though a job architecture may seem like 

an abstract concept, it has direct implica�ons for employee 

engagement. It enables you to create a clear employee value 

proposi�on and provides visibility on what is needed to 

progress. If you link skills to a job, you can align them with the 

interests of an individual and offer more personalized career 

paths.   

Diversity, Equity, Inclusion: A job architecture furthers your 

DE&I ini�a�ves by reducing bias in job descrip�ons and job 

requirements and revealing poten�al dispari�es in salaries.

Performance Management

A well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Rewarding Talent: Compensa�on & Rewards

A fair and compe��ve pay structure is crucial for 

organiza�ons and a job architecture with a corresponding 

leveling is the quickest way to achieve it. Fairness originates 

from consistent job mapping, crea�ng transparency for all 

employees. In prac�ce, companies use pay bands to align 

compensa�on with individuals even be�er, making it 

perceived as fair. Compe��veness emerges from making your 

job architecture comparable with market standards so that 

salary benchmarks provide meaningful results. If you make 

periodic job architecture reviews, then you will keep pace 

with market changes and maintain a compe��ve pay system.

Raise Produc�vity in HR

A well-designed job architecture streamlines many HR 

processes. For example, in recrui�ng, the clarity of job 

descrip�ons and requirements helps HR to iden�fy the right 

candidates for a role and ensures that new hires align with 

the organiza�on's needs.

However, the benefits of HR go far beyond this. You can 

iden�fy previously unno�ced gaps in HR programs such as 

career progression or strategic workforce planning. 

Iden�fying and elimina�ng dispari�es in current prac�ces 

eliminates the need to manage excep�onal cases and saves 

precious �me.

You will also be able to be�er control people costs, find the 

op�mal balance between global standardiza�on and local 

adjustments in your HR programs, and ensure compliance 

through transparency of the qualifica�on and training needs 

for each job. The �me and resources saved through higher 

process efficiency can be spent on tasks with higher value 

crea�on.

Maximize HR So�ware Output

 Effec�ve u�liza�on of HR so�ware depends on high-quality 

data. Good data is essen�al for achieving the full poten�al 

value of cloud-based HCM so�ware such as SAP 

SuccessFactors, Workday, or Oracle, as well as for 

process-specific so�ware solu�ons.

A consistent structure for job organiza�on is a fundamental 

element of any cloud HCM system. It must be uploaded 

during implementa�on and cannot be managed within the 

Cloud HCM so�ware itself. High-quality data about 

employees alone is not enough to realize the full benefits of 

HR so�ware. The data needs to be structurally consistent.

Crea�ng a job architecture before the implementa�on of 

HCM so�ware (or at least outside of it) is highly 

recommended. It will accelerate the implementa�on process 

and improve the so�ware’s func�onali�es, resul�ng in a 

be�er return on investment for your so�ware investment.

Once low-quality data is fed into the HCM so�ware, it is 

difficult to detect the missing value. In essence, you cannot 

see what is not there. It is essen�al to keep emphasizing that 

a well-designed job architecture can save costs by maximizing 

the output of your HR so�ware.

Maintain Control in Times of Structural 
Change  

Any organiza�on deals with change, such as growth, mergers 

or acquisi�ons, carve-outs, the emergence of project-based 

work, or rapid technological developments. A job 

architecture helps you to stay in control.

In �mes of growth, for example, it is easier to add new jobs to 

the exis�ng job families without impac�ng the compensa�on 

structure. During a merger, it allows you to consolidate two 

different structures into a single, consistent framework, 

which creates the desired synergies and minimizes the 

impact on employees. It also helps with ongoing 

technological change by improving Strategic Workforce 

Planning and enabling greater agility.

Facilitate Agility

It may seem counterintui�ve, but the structure of a job 

architecture makes an organiza�on more flexible and quicker 

in reac�ng to changing business needs. During the design 

process, clu�er is eliminated and a lean structure is created. 

Although there are tradi�onal features such as pay grades or 

job �tles, anything that impedes agility is eliminated. Jobs 

that may be required in the future can even be integrated 

into today's structure and pay system. 

Enhance Strategic Workforce Planning

When crea�ng your job architecture, you may find duplicate 

roles and overlapping responsibili�es. You can eliminate 

what is not needed and streamline your structure. However, 

Figure 1: The key components of a Job Architecture and their relations.
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Job
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Sub Job
Families

Jobs
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benefits, career planning, learning and development, skills 

and competency management, strategic workforce planning, 

and succession planning. 

This, in turn, provides valuable and up-to-date insights to 

design be�er HR concepts and programs, such as engaging 

career paths, a fair compensa�on system, and improving 

strategic workforce planning. 

But the impact goes beyond HR. By disclosing precisely what 

a company is working with, a job architecture enables be�er 

transforma�on ini�a�ves, greater agility, and more focused 

organiza�onal design. Addi�onally, a job architecture 

provides the data backbone for the effec�ve use of Human 

Capital Management (HCM) so�ware.

In short, a job architecture provides an underlying structure 

with the flexibility needed to accommodate transforma�on 

and growth, which will not be compromised by the external 

pressure of change.

you can also create recurring value by improving your 

Strategic Workforce Planning. By having high visibility of job 

requirements, individual qualifica�ons, and skills, you can 

iden�fy gaps (and overlaps) between employees today and 

the roles of the future. This gives you the �me to iden�fy or 

train the people that you need and adapt your HR programs.

Set up Skill Management

You can manage a job architecture without looking at skills, 

but you cannot apply skills-based prac�ces without a job 

architecture. Whatever the specific goals of a skill project are, 

at one point of the journey the desired skills must be 

matched with employees. One side of the matching occurs on 

a personal level with people, while the other side occurs on 

the organiza�onal level, with a structure that is expressed in 

jobs, roles, or careers. The matching of both will only give a 

realis�c result if both sides are accurate.

An up-to-date job architecture provides one of the two sides: 

it organizes jobs as a collec�on of tasks, responsibili�es, and 

skills. The la�er being the capabili�es, qualifica�ons, and 

knowledge needed to succeed in a job. By tying skills to all 

jobs within your job architecture, you create a common 

ontology, a coherent currency of content, that you can use for 

registering individual skills. Aligning the job architecture with 

a skills taxonomy and both together with the organiza�on's 

objec�ves has a considerable impact on the organiza�on's 

ability to adapt to new demands.
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What Is a Job Architecture?

A job architecture is a system that organizes jobs within an 

organiza�on into groups based on the company's value chain. 

This system goes beyond just lis�ng job �tles and includes 

details about the skills and competencies required for each 

job, the grades and levels associated with them, and how 

they compare to similar jobs in the region or industry. 

Essen�ally, a job architecture helps companies structure their 

jobs in a logical and meaningful way. 

What Are the Key Components of a Job 
Architecture?

A job architecture is made up of several key components, 

including job families, sub-job families, levels, job �tles, job 

Having a well-func�oning job architecture is not a universal 

remedy. It does not fix everything in HR which might need 

improvement. But it has such a tremendous effect on the 

outcomes of HR ac�vi�es that organiza�ons with a job 

architecture do significantly be�er than the ones without. 

Imagine working with a job architecture like maintaining a 

healthy lifestyle. One healthy meal or one day of exercise will 

not make a great difference. It’s the regularity that leads to 

no�ceable effects on your physical health. And if you hold on, 

other aspects, such as sleep, or mental health will also 

improve.

A job architecture is like the habit of a healthy lifestyle. The 

clarity, consistency, and transparency over the organiza�onal 

structure and its elements (roles, responsibili�es) across the 

whole organiza�on (departments, teams, jobs, loca�ons) are 

like the regularity of healthy habits. One single instance 

where a be�er understanding of talent needs, or structure, 

leads to a be�er decision might not make a great difference. 

But all of them together will be mutually reinforced and 

prevent new problems from coming up.  

And just like with the habit of a healthy lifestyle, the posi�ve 

effects are not limited to HR. Transparency radiates 

throughout an en�re organiza�on. Strategy, Transforma�on 

and IT will also benefit. 

The systema�c and consistent method for making decisions 

about everything connected to people is a hidden lever to 

align ac�vi�es even be�er with your business goals and 

become more agile. A�er all, you don’t want to run a 

descrip�ons, and required competencies or skills. These 

elements are crucial for organizing and defining roles within 

an organiza�on. By ensuring that these components are 

aligned with the company's business strategy, values, and 

culture, HR professionals and business leaders can create a 

structure that promotes the organiza�on's goals, supports HR 

programs, and facilitates employees' career growth.

Job Architecture Vs. Related Concepts

Job architecture may be confused with other concepts such 

as job analysis or organiza�onal design. Knowing the 

differences helps us understand what precisely a job 

architecture does for our organiza�ons and how it fits other 

exis�ng prac�ces.
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• Job analysis is the process of examining the different 

components of a role to gain a deeper understanding of 

its requirements and responsibili�es. This helps to 

iden�fy the knowledge, skills, and abili�es required to 

perform a job effec�vely, allowing HR professionals to 

determine the qualifica�ons needed for a job, set 

performance standards, and develop training programs. 

• Job design, on the other hand, refers to organizing and 

structuring tasks, responsibili�es, and du�es within a job. 

The goal of job design is to create jobs that are efficient, 

effec�ve, and fulfilling for employees, balancing the 

needs of the organiza�on with the needs and abili�es of 

the employees. Job design is a sub-step of job 

architecture, as it focuses on the design of individual 

jobs, while job architecture concentrates on all roles 

within an organiza�on.

• Job catalogs are structured lists or databases of job 

descrip�ons, including details such as tasks, 

qualifica�ons, and pay grades. They are used as 

reference tools for organizing and grouping jobs into job 

families and sub-job families, which then feed into the 

overall job architecture. The job catalog provides an 

essen�al founda�on for the job architecture, but it is only 

one part of it.

• Organiza�onal design is a broader concept than job 

21st-century business with 20th-century workplace 

programs. In the following, we give an overview of the most 

important benefits that you can expect, beginning with talent 

management because that’s where the benefits become 

most apparent.

Improve Talent Management

Acquiring Talent: Recrui�ng

A well-defined job architecture contains all the requirements 

of a job with a view to the organiza�on‘s value chain. This 

includes job descrip�ons, skills, qualifica�ons, and 

experiences.  It helps providing clarity to recruiters in 

iden�fying suitable candidates and streamlining their search 

process. Clear communica�on of the scope of work and 

responsibili�es helps candidates understand expecta�ons. 

This limits the risk of job dissa�sfac�on and raises reten�on. 

Recruiters and candidates have the same realis�c 

understanding of what a job is about.

Developing Talent

Career Paths: A comprehensive job architecture is a prac�cal 

tool for crea�ng career paths as it defines all levels and 

func�ons with their respec�ve requirements. With this 

system, one can analyze job requirements, compare them 

with other jobs, and provide a clear path for career 

progression. This includes ver�cal career moves within a 

func�on, horizontal career moves between func�ons, and 

even new career paths for employees who do not want 

architecture. It refers to modifying the overall design of a 

company by adap�ng the structure, roles, and 

responsibili�es to achieve specific goals, such as be�er 

customer service or improved innova�on. A job 

architecture is an important subset of organiza�onal 

design, providing the internal consistency and 

transparency of all jobs needed to align the en�re 

structure with external requirements.

Why Should Companies Have a Job 
Architecture?

Today's global and ever-changing business environment, the 

increasing digitaliza�on of work and the occurrence of 

unpredictable external shocks impose the new requirements 

that HR Management needs to cope with. In response, 

innova�ve HR trends have emerged in recent years. Concepts 

such as New Work, self-management, agile processes, 

remote work, people-first culture, skill-focused training, and 

many others have emerged to increase resilience.

A well-designed job architecture is se�ng the scene for all 

these concepts. It provides a consistent and transparent 

classifica�on, content library, and descrip�on language that 

are essen�al for effec�vely organizing work. A job 

architecture serves as the backbone for many HR and talent 

management processes, including compensa�on and 

managerial responsibili�es. By providing transparent career 

paths, employees are mo�vated with growth opportuni�es, 

which promotes internal mobility.

Learning and Development: Clear and up-to-date job 

requirements aid decision-making regarding learning and 

development ini�a�ves. It is possible to iden�fy skill gaps and 

customize learning content to meet individual needs, which 

simultaneously leads to more efficient use of training 

budgets. Performance management is also improved. A 

well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Engagement: Even though a job architecture may seem like 

an abstract concept, it has direct implica�ons for employee 

engagement. It enables you to create a clear employee value 

proposi�on and provides visibility on what is needed to 

progress. If you link skills to a job, you can align them with the 

interests of an individual and offer more personalized career 

paths.   

Diversity, Equity, Inclusion: A job architecture furthers your 

DE&I ini�a�ves by reducing bias in job descrip�ons and job 

requirements and revealing poten�al dispari�es in salaries.

Performance Management

A well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Rewarding Talent: Compensa�on & Rewards

A fair and compe��ve pay structure is crucial for 

organiza�ons and a job architecture with a corresponding 

leveling is the quickest way to achieve it. Fairness originates 

from consistent job mapping, crea�ng transparency for all 

employees. In prac�ce, companies use pay bands to align 

compensa�on with individuals even be�er, making it 

perceived as fair. Compe��veness emerges from making your 

job architecture comparable with market standards so that 

salary benchmarks provide meaningful results. If you make 

periodic job architecture reviews, then you will keep pace 

with market changes and maintain a compe��ve pay system.

Raise Produc�vity in HR

A well-designed job architecture streamlines many HR 

processes. For example, in recrui�ng, the clarity of job 

descrip�ons and requirements helps HR to iden�fy the right 

candidates for a role and ensures that new hires align with 

the organiza�on's needs.

However, the benefits of HR go far beyond this. You can 

iden�fy previously unno�ced gaps in HR programs such as 

career progression or strategic workforce planning. 

Iden�fying and elimina�ng dispari�es in current prac�ces 

eliminates the need to manage excep�onal cases and saves 

precious �me.

You will also be able to be�er control people costs, find the 

op�mal balance between global standardiza�on and local 

adjustments in your HR programs, and ensure compliance 

through transparency of the qualifica�on and training needs 

for each job. The �me and resources saved through higher 

process efficiency can be spent on tasks with higher value 

crea�on.

Maximize HR So�ware Output

 Effec�ve u�liza�on of HR so�ware depends on high-quality 

data. Good data is essen�al for achieving the full poten�al 

value of cloud-based HCM so�ware such as SAP 

SuccessFactors, Workday, or Oracle, as well as for 

process-specific so�ware solu�ons.

A consistent structure for job organiza�on is a fundamental 

element of any cloud HCM system. It must be uploaded 

during implementa�on and cannot be managed within the 

Cloud HCM so�ware itself. High-quality data about 

employees alone is not enough to realize the full benefits of 

HR so�ware. The data needs to be structurally consistent.

Crea�ng a job architecture before the implementa�on of 

HCM so�ware (or at least outside of it) is highly 

recommended. It will accelerate the implementa�on process 

and improve the so�ware’s func�onali�es, resul�ng in a 

be�er return on investment for your so�ware investment.

Once low-quality data is fed into the HCM so�ware, it is 

difficult to detect the missing value. In essence, you cannot 

see what is not there. It is essen�al to keep emphasizing that 

a well-designed job architecture can save costs by maximizing 

the output of your HR so�ware.

Maintain Control in Times of Structural 
Change  

Any organiza�on deals with change, such as growth, mergers 

or acquisi�ons, carve-outs, the emergence of project-based 

work, or rapid technological developments. A job 

architecture helps you to stay in control.

In �mes of growth, for example, it is easier to add new jobs to 

the exis�ng job families without impac�ng the compensa�on 

structure. During a merger, it allows you to consolidate two 

different structures into a single, consistent framework, 

which creates the desired synergies and minimizes the 

impact on employees. It also helps with ongoing 

technological change by improving Strategic Workforce 

Planning and enabling greater agility.

Facilitate Agility

It may seem counterintui�ve, but the structure of a job 

architecture makes an organiza�on more flexible and quicker 

in reac�ng to changing business needs. During the design 

process, clu�er is eliminated and a lean structure is created. 

Although there are tradi�onal features such as pay grades or 

job �tles, anything that impedes agility is eliminated. Jobs 

that may be required in the future can even be integrated 

into today's structure and pay system. 

Enhance Strategic Workforce Planning

When crea�ng your job architecture, you may find duplicate 

roles and overlapping responsibili�es. You can eliminate 

what is not needed and streamline your structure. However, 
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Figure 2: How is Job Architecture fit to related concepts?

benefits, career planning, learning and development, skills 

and competency management, strategic workforce planning, 

and succession planning. 

This, in turn, provides valuable and up-to-date insights to 

design be�er HR concepts and programs, such as engaging 

career paths, a fair compensa�on system, and improving 

strategic workforce planning. 

But the impact goes beyond HR. By disclosing precisely what 

a company is working with, a job architecture enables be�er 

transforma�on ini�a�ves, greater agility, and more focused 

organiza�onal design. Addi�onally, a job architecture 

provides the data backbone for the effec�ve use of Human 

Capital Management (HCM) so�ware.

In short, a job architecture provides an underlying structure 

with the flexibility needed to accommodate transforma�on 

and growth, which will not be compromised by the external 

pressure of change.

you can also create recurring value by improving your 

Strategic Workforce Planning. By having high visibility of job 

requirements, individual qualifica�ons, and skills, you can 

iden�fy gaps (and overlaps) between employees today and 

the roles of the future. This gives you the �me to iden�fy or 

train the people that you need and adapt your HR programs.

Set up Skill Management

You can manage a job architecture without looking at skills, 

but you cannot apply skills-based prac�ces without a job 

architecture. Whatever the specific goals of a skill project are, 

at one point of the journey the desired skills must be 

matched with employees. One side of the matching occurs on 

a personal level with people, while the other side occurs on 

the organiza�onal level, with a structure that is expressed in 

jobs, roles, or careers. The matching of both will only give a 

realis�c result if both sides are accurate.

An up-to-date job architecture provides one of the two sides: 

it organizes jobs as a collec�on of tasks, responsibili�es, and 

skills. The la�er being the capabili�es, qualifica�ons, and 

knowledge needed to succeed in a job. By tying skills to all 

jobs within your job architecture, you create a common 

ontology, a coherent currency of content, that you can use for 

registering individual skills. Aligning the job architecture with 

a skills taxonomy and both together with the organiza�on's 

objec�ves has a considerable impact on the organiza�on's 

ability to adapt to new demands.
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What Is a Job Architecture?

A job architecture is a system that organizes jobs within an 

organiza�on into groups based on the company's value chain. 

This system goes beyond just lis�ng job �tles and includes 

details about the skills and competencies required for each 

job, the grades and levels associated with them, and how 

they compare to similar jobs in the region or industry. 

Essen�ally, a job architecture helps companies structure their 

jobs in a logical and meaningful way. 

What Are the Key Components of a Job 
Architecture?

A job architecture is made up of several key components, 

including job families, sub-job families, levels, job �tles, job 

Having a well-func�oning job architecture is not a universal 

remedy. It does not fix everything in HR which might need 

improvement. But it has such a tremendous effect on the 

outcomes of HR ac�vi�es that organiza�ons with a job 

architecture do significantly be�er than the ones without. 

Imagine working with a job architecture like maintaining a 

healthy lifestyle. One healthy meal or one day of exercise will 

not make a great difference. It’s the regularity that leads to 

no�ceable effects on your physical health. And if you hold on, 

other aspects, such as sleep, or mental health will also 

improve.

A job architecture is like the habit of a healthy lifestyle. The 

clarity, consistency, and transparency over the organiza�onal 

structure and its elements (roles, responsibili�es) across the 

whole organiza�on (departments, teams, jobs, loca�ons) are 

like the regularity of healthy habits. One single instance 

where a be�er understanding of talent needs, or structure, 

leads to a be�er decision might not make a great difference. 

But all of them together will be mutually reinforced and 

prevent new problems from coming up.  

And just like with the habit of a healthy lifestyle, the posi�ve 

effects are not limited to HR. Transparency radiates 

throughout an en�re organiza�on. Strategy, Transforma�on 

and IT will also benefit. 

The systema�c and consistent method for making decisions 

about everything connected to people is a hidden lever to 

align ac�vi�es even be�er with your business goals and 

become more agile. A�er all, you don’t want to run a 

descrip�ons, and required competencies or skills. These 

elements are crucial for organizing and defining roles within 

an organiza�on. By ensuring that these components are 

aligned with the company's business strategy, values, and 

culture, HR professionals and business leaders can create a 

structure that promotes the organiza�on's goals, supports HR 

programs, and facilitates employees' career growth.

Job Architecture Vs. Related Concepts

Job architecture may be confused with other concepts such 

as job analysis or organiza�onal design. Knowing the 

differences helps us understand what precisely a job 

architecture does for our organiza�ons and how it fits other 

exis�ng prac�ces.
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• Job analysis is the process of examining the different 

components of a role to gain a deeper understanding of 

its requirements and responsibili�es. This helps to 

iden�fy the knowledge, skills, and abili�es required to 

perform a job effec�vely, allowing HR professionals to 

determine the qualifica�ons needed for a job, set 

performance standards, and develop training programs. 

• Job design, on the other hand, refers to organizing and 

structuring tasks, responsibili�es, and du�es within a job. 

The goal of job design is to create jobs that are efficient, 

effec�ve, and fulfilling for employees, balancing the 

needs of the organiza�on with the needs and abili�es of 

the employees. Job design is a sub-step of job 

architecture, as it focuses on the design of individual 

jobs, while job architecture concentrates on all roles 

within an organiza�on.

• Job catalogs are structured lists or databases of job 

descrip�ons, including details such as tasks, 

qualifica�ons, and pay grades. They are used as 

reference tools for organizing and grouping jobs into job 

families and sub-job families, which then feed into the 

overall job architecture. The job catalog provides an 

essen�al founda�on for the job architecture, but it is only 

one part of it.

• Organiza�onal design is a broader concept than job 

21st-century business with 20th-century workplace 

programs. In the following, we give an overview of the most 

important benefits that you can expect, beginning with talent 

management because that’s where the benefits become 

most apparent.

Improve Talent Management

Acquiring Talent: Recrui�ng

A well-defined job architecture contains all the requirements 

of a job with a view to the organiza�on‘s value chain. This 

includes job descrip�ons, skills, qualifica�ons, and 

experiences.  It helps providing clarity to recruiters in 

iden�fying suitable candidates and streamlining their search 

process. Clear communica�on of the scope of work and 

responsibili�es helps candidates understand expecta�ons. 

This limits the risk of job dissa�sfac�on and raises reten�on. 

Recruiters and candidates have the same realis�c 

understanding of what a job is about.

Developing Talent

Career Paths: A comprehensive job architecture is a prac�cal 

tool for crea�ng career paths as it defines all levels and 

func�ons with their respec�ve requirements. With this 

system, one can analyze job requirements, compare them 

with other jobs, and provide a clear path for career 

progression. This includes ver�cal career moves within a 

func�on, horizontal career moves between func�ons, and 

even new career paths for employees who do not want 

architecture. It refers to modifying the overall design of a 

company by adap�ng the structure, roles, and 

responsibili�es to achieve specific goals, such as be�er 

customer service or improved innova�on. A job 

architecture is an important subset of organiza�onal 

design, providing the internal consistency and 

transparency of all jobs needed to align the en�re 

structure with external requirements.

Why Should Companies Have a Job 
Architecture?

Today's global and ever-changing business environment, the 

increasing digitaliza�on of work and the occurrence of 

unpredictable external shocks impose the new requirements 

that HR Management needs to cope with. In response, 

innova�ve HR trends have emerged in recent years. Concepts 

such as New Work, self-management, agile processes, 

remote work, people-first culture, skill-focused training, and 

many others have emerged to increase resilience.

A well-designed job architecture is se�ng the scene for all 

these concepts. It provides a consistent and transparent 

classifica�on, content library, and descrip�on language that 

are essen�al for effec�vely organizing work. A job 

architecture serves as the backbone for many HR and talent 

management processes, including compensa�on and 

managerial responsibili�es. By providing transparent career 

paths, employees are mo�vated with growth opportuni�es, 

which promotes internal mobility.

Learning and Development: Clear and up-to-date job 

requirements aid decision-making regarding learning and 

development ini�a�ves. It is possible to iden�fy skill gaps and 

customize learning content to meet individual needs, which 

simultaneously leads to more efficient use of training 

budgets. Performance management is also improved. A 

well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Engagement: Even though a job architecture may seem like 

an abstract concept, it has direct implica�ons for employee 

engagement. It enables you to create a clear employee value 

proposi�on and provides visibility on what is needed to 

progress. If you link skills to a job, you can align them with the 

interests of an individual and offer more personalized career 

paths.   

Diversity, Equity, Inclusion: A job architecture furthers your 

DE&I ini�a�ves by reducing bias in job descrip�ons and job 

requirements and revealing poten�al dispari�es in salaries.

Performance Management

A well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Rewarding Talent: Compensa�on & Rewards

A fair and compe��ve pay structure is crucial for 

organiza�ons and a job architecture with a corresponding 

leveling is the quickest way to achieve it. Fairness originates 

from consistent job mapping, crea�ng transparency for all 

employees. In prac�ce, companies use pay bands to align 

compensa�on with individuals even be�er, making it 

perceived as fair. Compe��veness emerges from making your 

job architecture comparable with market standards so that 

salary benchmarks provide meaningful results. If you make 

periodic job architecture reviews, then you will keep pace 

with market changes and maintain a compe��ve pay system.

Raise Produc�vity in HR

A well-designed job architecture streamlines many HR 

processes. For example, in recrui�ng, the clarity of job 

descrip�ons and requirements helps HR to iden�fy the right 

candidates for a role and ensures that new hires align with 

the organiza�on's needs.

However, the benefits of HR go far beyond this. You can 

iden�fy previously unno�ced gaps in HR programs such as 

career progression or strategic workforce planning. 

Iden�fying and elimina�ng dispari�es in current prac�ces 

eliminates the need to manage excep�onal cases and saves 

precious �me.

You will also be able to be�er control people costs, find the 

op�mal balance between global standardiza�on and local 

adjustments in your HR programs, and ensure compliance 

through transparency of the qualifica�on and training needs 

for each job. The �me and resources saved through higher 

process efficiency can be spent on tasks with higher value 

crea�on.

Maximize HR So�ware Output

 Effec�ve u�liza�on of HR so�ware depends on high-quality 

data. Good data is essen�al for achieving the full poten�al 

value of cloud-based HCM so�ware such as SAP 

SuccessFactors, Workday, or Oracle, as well as for 

process-specific so�ware solu�ons.

A consistent structure for job organiza�on is a fundamental 

element of any cloud HCM system. It must be uploaded 

during implementa�on and cannot be managed within the 

Cloud HCM so�ware itself. High-quality data about 

employees alone is not enough to realize the full benefits of 

HR so�ware. The data needs to be structurally consistent.

Crea�ng a job architecture before the implementa�on of 

HCM so�ware (or at least outside of it) is highly 

recommended. It will accelerate the implementa�on process 

and improve the so�ware’s func�onali�es, resul�ng in a 

be�er return on investment for your so�ware investment.

Once low-quality data is fed into the HCM so�ware, it is 

difficult to detect the missing value. In essence, you cannot 

see what is not there. It is essen�al to keep emphasizing that 

a well-designed job architecture can save costs by maximizing 

the output of your HR so�ware.

Maintain Control in Times of Structural 
Change  

Any organiza�on deals with change, such as growth, mergers 

or acquisi�ons, carve-outs, the emergence of project-based 

work, or rapid technological developments. A job 

architecture helps you to stay in control.

In �mes of growth, for example, it is easier to add new jobs to 

the exis�ng job families without impac�ng the compensa�on 

structure. During a merger, it allows you to consolidate two 

different structures into a single, consistent framework, 

which creates the desired synergies and minimizes the 

impact on employees. It also helps with ongoing 

technological change by improving Strategic Workforce 

Planning and enabling greater agility.

Facilitate Agility

It may seem counterintui�ve, but the structure of a job 

architecture makes an organiza�on more flexible and quicker 

in reac�ng to changing business needs. During the design 

process, clu�er is eliminated and a lean structure is created. 

Although there are tradi�onal features such as pay grades or 

job �tles, anything that impedes agility is eliminated. Jobs 

that may be required in the future can even be integrated 

into today's structure and pay system. 

Enhance Strategic Workforce Planning

When crea�ng your job architecture, you may find duplicate 

roles and overlapping responsibili�es. You can eliminate 

what is not needed and streamline your structure. However, 

benefits, career planning, learning and development, skills 

and competency management, strategic workforce planning, 

and succession planning. 

This, in turn, provides valuable and up-to-date insights to 

design be�er HR concepts and programs, such as engaging 

career paths, a fair compensa�on system, and improving 

strategic workforce planning. 

But the impact goes beyond HR. By disclosing precisely what 

a company is working with, a job architecture enables be�er 

transforma�on ini�a�ves, greater agility, and more focused 

organiza�onal design. Addi�onally, a job architecture 

provides the data backbone for the effec�ve use of Human 

Capital Management (HCM) so�ware.

In short, a job architecture provides an underlying structure 

with the flexibility needed to accommodate transforma�on 

and growth, which will not be compromised by the external 

pressure of change.

you can also create recurring value by improving your 

Strategic Workforce Planning. By having high visibility of job 

requirements, individual qualifica�ons, and skills, you can 

iden�fy gaps (and overlaps) between employees today and 

the roles of the future. This gives you the �me to iden�fy or 

train the people that you need and adapt your HR programs.

Set up Skill Management

You can manage a job architecture without looking at skills, 

but you cannot apply skills-based prac�ces without a job 

architecture. Whatever the specific goals of a skill project are, 

at one point of the journey the desired skills must be 

matched with employees. One side of the matching occurs on 

a personal level with people, while the other side occurs on 

the organiza�onal level, with a structure that is expressed in 

jobs, roles, or careers. The matching of both will only give a 

realis�c result if both sides are accurate.

An up-to-date job architecture provides one of the two sides: 

it organizes jobs as a collec�on of tasks, responsibili�es, and 

skills. The la�er being the capabili�es, qualifica�ons, and 

knowledge needed to succeed in a job. By tying skills to all 

jobs within your job architecture, you create a common 

ontology, a coherent currency of content, that you can use for 

registering individual skills. Aligning the job architecture with 

a skills taxonomy and both together with the organiza�on's 

objec�ves has a considerable impact on the organiza�on's 

ability to adapt to new demands.
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The Benefits of Working 
With a Job Architecture

Having a well-func�oning job architecture is not a universal 

remedy. It does not fix everything in HR which might need 

improvement. But it has such a tremendous effect on the 

outcomes of HR ac�vi�es that organiza�ons with a job 

architecture do significantly be�er than the ones without. 

Imagine working with a job architecture like maintaining a 

healthy lifestyle. One healthy meal or one day of exercise will 

not make a great difference. It’s the regularity that leads to 

no�ceable effects on your physical health. And if you hold on, 

other aspects, such as sleep, or mental health will also 

improve.

A job architecture is like the habit of a healthy lifestyle. The 

clarity, consistency, and transparency over the organiza�onal 

structure and its elements (roles, responsibili�es) across the 

whole organiza�on (departments, teams, jobs, loca�ons) are 

like the regularity of healthy habits. One single instance 

where a be�er understanding of talent needs, or structure, 

leads to a be�er decision might not make a great difference. 

But all of them together will be mutually reinforced and 

prevent new problems from coming up.  

And just like with the habit of a healthy lifestyle, the posi�ve 

effects are not limited to HR. Transparency radiates 

throughout an en�re organiza�on. Strategy, Transforma�on 

and IT will also benefit. 

The systema�c and consistent method for making decisions 

about everything connected to people is a hidden lever to 

align ac�vi�es even be�er with your business goals and 

become more agile. A�er all, you don’t want to run a 
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21st-century business with 20th-century workplace 

programs. In the following, we give an overview of the most 

important benefits that you can expect, beginning with talent 

management because that’s where the benefits become 

most apparent.

Improve Talent Management

Acquiring Talent: Recrui�ng

A well-defined job architecture contains all the requirements 

of a job with a view to the organiza�on‘s value chain. This 

includes job descrip�ons, skills, qualifica�ons, and 

experiences.  It helps providing clarity to recruiters in 

iden�fying suitable candidates and streamlining their search 

process. Clear communica�on of the scope of work and 

responsibili�es helps candidates understand expecta�ons. 

This limits the risk of job dissa�sfac�on and raises reten�on. 

Recruiters and candidates have the same realis�c 

understanding of what a job is about.

Developing Talent

Career Paths: A comprehensive job architecture is a prac�cal 

tool for crea�ng career paths as it defines all levels and 

func�ons with their respec�ve requirements. With this 

system, one can analyze job requirements, compare them 

with other jobs, and provide a clear path for career 

progression. This includes ver�cal career moves within a 

func�on, horizontal career moves between func�ons, and 

even new career paths for employees who do not want 

managerial responsibili�es. By providing transparent career 

paths, employees are mo�vated with growth opportuni�es, 

which promotes internal mobility.

Learning and Development: Clear and up-to-date job 

requirements aid decision-making regarding learning and 

development ini�a�ves. It is possible to iden�fy skill gaps and 

customize learning content to meet individual needs, which 

simultaneously leads to more efficient use of training 

budgets. Performance management is also improved. A 

well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Engagement: Even though a job architecture may seem like 

an abstract concept, it has direct implica�ons for employee 

engagement. It enables you to create a clear employee value 

proposi�on and provides visibility on what is needed to 

progress. If you link skills to a job, you can align them with the 

interests of an individual and offer more personalized career 

paths.   

Diversity, Equity, Inclusion: A job architecture furthers your 

DE&I ini�a�ves by reducing bias in job descrip�ons and job 

requirements and revealing poten�al dispari�es in salaries.

Performance Management

A well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Rewarding Talent: Compensa�on & Rewards

A fair and compe��ve pay structure is crucial for 

organiza�ons and a job architecture with a corresponding 

leveling is the quickest way to achieve it. Fairness originates 

from consistent job mapping, crea�ng transparency for all 

employees. In prac�ce, companies use pay bands to align 

compensa�on with individuals even be�er, making it 

perceived as fair. Compe��veness emerges from making your 

job architecture comparable with market standards so that 

salary benchmarks provide meaningful results. If you make 

periodic job architecture reviews, then you will keep pace 

with market changes and maintain a compe��ve pay system.

Raise Produc�vity in HR

A well-designed job architecture streamlines many HR 

processes. For example, in recrui�ng, the clarity of job 

descrip�ons and requirements helps HR to iden�fy the right 

candidates for a role and ensures that new hires align with 

the organiza�on's needs.

However, the benefits of HR go far beyond this. You can 

iden�fy previously unno�ced gaps in HR programs such as 

career progression or strategic workforce planning. 

Iden�fying and elimina�ng dispari�es in current prac�ces 

eliminates the need to manage excep�onal cases and saves 

precious �me.

You will also be able to be�er control people costs, find the 

op�mal balance between global standardiza�on and local 

adjustments in your HR programs, and ensure compliance 

through transparency of the qualifica�on and training needs 

for each job. The �me and resources saved through higher 

process efficiency can be spent on tasks with higher value 

crea�on.

Maximize HR So�ware Output

 Effec�ve u�liza�on of HR so�ware depends on high-quality 

data. Good data is essen�al for achieving the full poten�al 

value of cloud-based HCM so�ware such as SAP 

SuccessFactors, Workday, or Oracle, as well as for 

process-specific so�ware solu�ons.

A consistent structure for job organiza�on is a fundamental 

element of any cloud HCM system. It must be uploaded 

during implementa�on and cannot be managed within the 

Cloud HCM so�ware itself. High-quality data about 

employees alone is not enough to realize the full benefits of 

HR so�ware. The data needs to be structurally consistent.

Crea�ng a job architecture before the implementa�on of 

HCM so�ware (or at least outside of it) is highly 

recommended. It will accelerate the implementa�on process 

and improve the so�ware’s func�onali�es, resul�ng in a 

be�er return on investment for your so�ware investment.

Once low-quality data is fed into the HCM so�ware, it is 

difficult to detect the missing value. In essence, you cannot 

see what is not there. It is essen�al to keep emphasizing that 

a well-designed job architecture can save costs by maximizing 

the output of your HR so�ware.

Maintain Control in Times of Structural 
Change  

Any organiza�on deals with change, such as growth, mergers 

or acquisi�ons, carve-outs, the emergence of project-based 

work, or rapid technological developments. A job 

architecture helps you to stay in control.

In �mes of growth, for example, it is easier to add new jobs to 

the exis�ng job families without impac�ng the compensa�on 

structure. During a merger, it allows you to consolidate two 

different structures into a single, consistent framework, 

which creates the desired synergies and minimizes the 

impact on employees. It also helps with ongoing 

technological change by improving Strategic Workforce 

Planning and enabling greater agility.

Facilitate Agility

It may seem counterintui�ve, but the structure of a job 

architecture makes an organiza�on more flexible and quicker 

in reac�ng to changing business needs. During the design 

process, clu�er is eliminated and a lean structure is created. 

Although there are tradi�onal features such as pay grades or 

job �tles, anything that impedes agility is eliminated. Jobs 

that may be required in the future can even be integrated 

into today's structure and pay system. 

Enhance Strategic Workforce Planning

When crea�ng your job architecture, you may find duplicate 

roles and overlapping responsibili�es. You can eliminate 

what is not needed and streamline your structure. However, 

you can also create recurring value by improving your 

Strategic Workforce Planning. By having high visibility of job 

requirements, individual qualifica�ons, and skills, you can 

iden�fy gaps (and overlaps) between employees today and 

the roles of the future. This gives you the �me to iden�fy or 

train the people that you need and adapt your HR programs.

Set up Skill Management

You can manage a job architecture without looking at skills, 

but you cannot apply skills-based prac�ces without a job 

architecture. Whatever the specific goals of a skill project are, 

at one point of the journey the desired skills must be 

matched with employees. One side of the matching occurs on 

a personal level with people, while the other side occurs on 

the organiza�onal level, with a structure that is expressed in 

jobs, roles, or careers. The matching of both will only give a 

realis�c result if both sides are accurate.

An up-to-date job architecture provides one of the two sides: 

it organizes jobs as a collec�on of tasks, responsibili�es, and 

skills. The la�er being the capabili�es, qualifica�ons, and 

knowledge needed to succeed in a job. By tying skills to all 

jobs within your job architecture, you create a common 

ontology, a coherent currency of content, that you can use for 

registering individual skills. Aligning the job architecture with 

a skills taxonomy and both together with the organiza�on's 

objec�ves has a considerable impact on the organiza�on's 

ability to adapt to new demands.
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Having a well-func�oning job architecture is not a universal 

remedy. It does not fix everything in HR which might need 

improvement. But it has such a tremendous effect on the 

outcomes of HR ac�vi�es that organiza�ons with a job 

architecture do significantly be�er than the ones without. 

Imagine working with a job architecture like maintaining a 

healthy lifestyle. One healthy meal or one day of exercise will 

not make a great difference. It’s the regularity that leads to 

no�ceable effects on your physical health. And if you hold on, 

other aspects, such as sleep, or mental health will also 

improve.

A job architecture is like the habit of a healthy lifestyle. The 

clarity, consistency, and transparency over the organiza�onal 

structure and its elements (roles, responsibili�es) across the 

whole organiza�on (departments, teams, jobs, loca�ons) are 

like the regularity of healthy habits. One single instance 

where a be�er understanding of talent needs, or structure, 

leads to a be�er decision might not make a great difference. 

But all of them together will be mutually reinforced and 

prevent new problems from coming up.  

And just like with the habit of a healthy lifestyle, the posi�ve 

effects are not limited to HR. Transparency radiates 

throughout an en�re organiza�on. Strategy, Transforma�on 

and IT will also benefit. 

The systema�c and consistent method for making decisions 

about everything connected to people is a hidden lever to 

align ac�vi�es even be�er with your business goals and 

become more agile. A�er all, you don’t want to run a 
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21st-century business with 20th-century workplace 

programs. In the following, we give an overview of the most 

important benefits that you can expect, beginning with talent 

management because that’s where the benefits become 

most apparent.

Improve Talent Management

Acquiring Talent: Recrui�ng

A well-defined job architecture contains all the requirements 

of a job with a view to the organiza�on‘s value chain. This 

includes job descrip�ons, skills, qualifica�ons, and 

experiences.  It helps providing clarity to recruiters in 

iden�fying suitable candidates and streamlining their search 

process. Clear communica�on of the scope of work and 

responsibili�es helps candidates understand expecta�ons. 

This limits the risk of job dissa�sfac�on and raises reten�on. 

Recruiters and candidates have the same realis�c 

understanding of what a job is about.

Developing Talent

Career Paths: A comprehensive job architecture is a prac�cal 

tool for crea�ng career paths as it defines all levels and 

func�ons with their respec�ve requirements. With this 

system, one can analyze job requirements, compare them 

with other jobs, and provide a clear path for career 

progression. This includes ver�cal career moves within a 

func�on, horizontal career moves between func�ons, and 

even new career paths for employees who do not want 

managerial responsibili�es. By providing transparent career 

paths, employees are mo�vated with growth opportuni�es, 

which promotes internal mobility.

Learning and Development: Clear and up-to-date job 

requirements aid decision-making regarding learning and 

development ini�a�ves. It is possible to iden�fy skill gaps and 

customize learning content to meet individual needs, which 

simultaneously leads to more efficient use of training 

budgets. Performance management is also improved. A 

well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Engagement: Even though a job architecture may seem like 

an abstract concept, it has direct implica�ons for employee 

engagement. It enables you to create a clear employee value 

proposi�on and provides visibility on what is needed to 

progress. If you link skills to a job, you can align them with the 

interests of an individual and offer more personalized career 

paths.   

Diversity, Equity, Inclusion: A job architecture furthers your 

DE&I ini�a�ves by reducing bias in job descrip�ons and job 

requirements and revealing poten�al dispari�es in salaries.

Performance Management

A well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Rewarding Talent: Compensa�on & Rewards

A fair and compe��ve pay structure is crucial for 

organiza�ons and a job architecture with a corresponding 

leveling is the quickest way to achieve it. Fairness originates 

from consistent job mapping, crea�ng transparency for all 

employees. In prac�ce, companies use pay bands to align 

compensa�on with individuals even be�er, making it 

perceived as fair. Compe��veness emerges from making your 

job architecture comparable with market standards so that 

salary benchmarks provide meaningful results. If you make 

periodic job architecture reviews, then you will keep pace 

with market changes and maintain a compe��ve pay system.

Raise Produc�vity in HR

A well-designed job architecture streamlines many HR 

processes. For example, in recrui�ng, the clarity of job 

descrip�ons and requirements helps HR to iden�fy the right 

candidates for a role and ensures that new hires align with 

the organiza�on's needs.

However, the benefits of HR go far beyond this. You can 

iden�fy previously unno�ced gaps in HR programs such as 

career progression or strategic workforce planning. 

Iden�fying and elimina�ng dispari�es in current prac�ces 

eliminates the need to manage excep�onal cases and saves 

precious �me.

You will also be able to be�er control people costs, find the 

op�mal balance between global standardiza�on and local 

adjustments in your HR programs, and ensure compliance 

through transparency of the qualifica�on and training needs 

for each job. The �me and resources saved through higher 

process efficiency can be spent on tasks with higher value 

crea�on.

Maximize HR So�ware Output

 Effec�ve u�liza�on of HR so�ware depends on high-quality 

data. Good data is essen�al for achieving the full poten�al 

value of cloud-based HCM so�ware such as SAP 

SuccessFactors, Workday, or Oracle, as well as for 

process-specific so�ware solu�ons.

A consistent structure for job organiza�on is a fundamental 

element of any cloud HCM system. It must be uploaded 

during implementa�on and cannot be managed within the 

Cloud HCM so�ware itself. High-quality data about 

employees alone is not enough to realize the full benefits of 

HR so�ware. The data needs to be structurally consistent.

Crea�ng a job architecture before the implementa�on of 

HCM so�ware (or at least outside of it) is highly 

recommended. It will accelerate the implementa�on process 

and improve the so�ware’s func�onali�es, resul�ng in a 

be�er return on investment for your so�ware investment.

Once low-quality data is fed into the HCM so�ware, it is 

difficult to detect the missing value. In essence, you cannot 

see what is not there. It is essen�al to keep emphasizing that 

a well-designed job architecture can save costs by maximizing 

the output of your HR so�ware.

Maintain Control in Times of Structural 
Change  

Any organiza�on deals with change, such as growth, mergers 

or acquisi�ons, carve-outs, the emergence of project-based 

work, or rapid technological developments. A job 

architecture helps you to stay in control.

In �mes of growth, for example, it is easier to add new jobs to 

the exis�ng job families without impac�ng the compensa�on 

structure. During a merger, it allows you to consolidate two 

different structures into a single, consistent framework, 

which creates the desired synergies and minimizes the 

impact on employees. It also helps with ongoing 

technological change by improving Strategic Workforce 

Planning and enabling greater agility.

Facilitate Agility

It may seem counterintui�ve, but the structure of a job 

architecture makes an organiza�on more flexible and quicker 

in reac�ng to changing business needs. During the design 

process, clu�er is eliminated and a lean structure is created. 

Although there are tradi�onal features such as pay grades or 

job �tles, anything that impedes agility is eliminated. Jobs 

that may be required in the future can even be integrated 

into today's structure and pay system. 

Enhance Strategic Workforce Planning

When crea�ng your job architecture, you may find duplicate 

roles and overlapping responsibili�es. You can eliminate 

what is not needed and streamline your structure. However, 

you can also create recurring value by improving your 

Strategic Workforce Planning. By having high visibility of job 

requirements, individual qualifica�ons, and skills, you can 

iden�fy gaps (and overlaps) between employees today and 

the roles of the future. This gives you the �me to iden�fy or 

train the people that you need and adapt your HR programs.

Set up Skill Management

You can manage a job architecture without looking at skills, 

but you cannot apply skills-based prac�ces without a job 

architecture. Whatever the specific goals of a skill project are, 

at one point of the journey the desired skills must be 

matched with employees. One side of the matching occurs on 

a personal level with people, while the other side occurs on 

the organiza�onal level, with a structure that is expressed in 

jobs, roles, or careers. The matching of both will only give a 

realis�c result if both sides are accurate.

An up-to-date job architecture provides one of the two sides: 

it organizes jobs as a collec�on of tasks, responsibili�es, and 

skills. The la�er being the capabili�es, qualifica�ons, and 

knowledge needed to succeed in a job. By tying skills to all 

jobs within your job architecture, you create a common 

ontology, a coherent currency of content, that you can use for 

registering individual skills. Aligning the job architecture with 

a skills taxonomy and both together with the organiza�on's 

objec�ves has a considerable impact on the organiza�on's 

ability to adapt to new demands.
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Having a well-func�oning job architecture is not a universal 

remedy. It does not fix everything in HR which might need 

improvement. But it has such a tremendous effect on the 

outcomes of HR ac�vi�es that organiza�ons with a job 

architecture do significantly be�er than the ones without. 

Imagine working with a job architecture like maintaining a 

healthy lifestyle. One healthy meal or one day of exercise will 

not make a great difference. It’s the regularity that leads to 

no�ceable effects on your physical health. And if you hold on, 

other aspects, such as sleep, or mental health will also 

improve.

A job architecture is like the habit of a healthy lifestyle. The 

clarity, consistency, and transparency over the organiza�onal 

structure and its elements (roles, responsibili�es) across the 

whole organiza�on (departments, teams, jobs, loca�ons) are 

like the regularity of healthy habits. One single instance 

where a be�er understanding of talent needs, or structure, 

leads to a be�er decision might not make a great difference. 

But all of them together will be mutually reinforced and 

prevent new problems from coming up.  

And just like with the habit of a healthy lifestyle, the posi�ve 

effects are not limited to HR. Transparency radiates 

throughout an en�re organiza�on. Strategy, Transforma�on 

and IT will also benefit. 

The systema�c and consistent method for making decisions 

about everything connected to people is a hidden lever to 

align ac�vi�es even be�er with your business goals and 

become more agile. A�er all, you don’t want to run a 

The Ultimate Guide to Job Architecture 2023

21st-century business with 20th-century workplace 

programs. In the following, we give an overview of the most 

important benefits that you can expect, beginning with talent 

management because that’s where the benefits become 

most apparent.

Improve Talent Management

Acquiring Talent: Recrui�ng

A well-defined job architecture contains all the requirements 

of a job with a view to the organiza�on‘s value chain. This 

includes job descrip�ons, skills, qualifica�ons, and 

experiences.  It helps providing clarity to recruiters in 

iden�fying suitable candidates and streamlining their search 

process. Clear communica�on of the scope of work and 

responsibili�es helps candidates understand expecta�ons. 

This limits the risk of job dissa�sfac�on and raises reten�on. 

Recruiters and candidates have the same realis�c 

understanding of what a job is about.

Developing Talent

Career Paths: A comprehensive job architecture is a prac�cal 

tool for crea�ng career paths as it defines all levels and 

func�ons with their respec�ve requirements. With this 

system, one can analyze job requirements, compare them 

with other jobs, and provide a clear path for career 

progression. This includes ver�cal career moves within a 

func�on, horizontal career moves between func�ons, and 

even new career paths for employees who do not want 

managerial responsibili�es. By providing transparent career 

paths, employees are mo�vated with growth opportuni�es, 

which promotes internal mobility.

Learning and Development: Clear and up-to-date job 

requirements aid decision-making regarding learning and 

development ini�a�ves. It is possible to iden�fy skill gaps and 

customize learning content to meet individual needs, which 

simultaneously leads to more efficient use of training 

budgets. Performance management is also improved. A 

well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Engagement: Even though a job architecture may seem like 

an abstract concept, it has direct implica�ons for employee 

engagement. It enables you to create a clear employee value 

proposi�on and provides visibility on what is needed to 

progress. If you link skills to a job, you can align them with the 

interests of an individual and offer more personalized career 

paths.   

Diversity, Equity, Inclusion: A job architecture furthers your 

DE&I ini�a�ves by reducing bias in job descrip�ons and job 

requirements and revealing poten�al dispari�es in salaries.

Performance Management

A well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Rewarding Talent: Compensa�on & Rewards

A fair and compe��ve pay structure is crucial for 

organiza�ons and a job architecture with a corresponding 

leveling is the quickest way to achieve it. Fairness originates 

from consistent job mapping, crea�ng transparency for all 

employees. In prac�ce, companies use pay bands to align 

compensa�on with individuals even be�er, making it 

perceived as fair. Compe��veness emerges from making your 

job architecture comparable with market standards so that 

salary benchmarks provide meaningful results. If you make 

periodic job architecture reviews, then you will keep pace 

with market changes and maintain a compe��ve pay system.

Raise Produc�vity in HR

A well-designed job architecture streamlines many HR 

processes. For example, in recrui�ng, the clarity of job 

descrip�ons and requirements helps HR to iden�fy the right 

candidates for a role and ensures that new hires align with 

the organiza�on's needs.

However, the benefits of HR go far beyond this. You can 

iden�fy previously unno�ced gaps in HR programs such as 

career progression or strategic workforce planning. 

Iden�fying and elimina�ng dispari�es in current prac�ces 

eliminates the need to manage excep�onal cases and saves 

precious �me.

You will also be able to be�er control people costs, find the 

op�mal balance between global standardiza�on and local 

adjustments in your HR programs, and ensure compliance 

through transparency of the qualifica�on and training needs 

for each job. The �me and resources saved through higher 

process efficiency can be spent on tasks with higher value 

crea�on.

Maximize HR So�ware Output

 Effec�ve u�liza�on of HR so�ware depends on high-quality 

data. Good data is essen�al for achieving the full poten�al 

value of cloud-based HCM so�ware such as SAP 

SuccessFactors, Workday, or Oracle, as well as for 

process-specific so�ware solu�ons.

A consistent structure for job organiza�on is a fundamental 

element of any cloud HCM system. It must be uploaded 

during implementa�on and cannot be managed within the 

Cloud HCM so�ware itself. High-quality data about 

employees alone is not enough to realize the full benefits of 

HR so�ware. The data needs to be structurally consistent.

Crea�ng a job architecture before the implementa�on of 

HCM so�ware (or at least outside of it) is highly 

recommended. It will accelerate the implementa�on process 

and improve the so�ware’s func�onali�es, resul�ng in a 

be�er return on investment for your so�ware investment.

Once low-quality data is fed into the HCM so�ware, it is 

difficult to detect the missing value. In essence, you cannot 

see what is not there. It is essen�al to keep emphasizing that 

a well-designed job architecture can save costs by maximizing 

the output of your HR so�ware.

Maintain Control in Times of Structural 
Change  

Any organiza�on deals with change, such as growth, mergers 

or acquisi�ons, carve-outs, the emergence of project-based 

work, or rapid technological developments. A job 

architecture helps you to stay in control.

In �mes of growth, for example, it is easier to add new jobs to 

the exis�ng job families without impac�ng the compensa�on 

structure. During a merger, it allows you to consolidate two 

different structures into a single, consistent framework, 

which creates the desired synergies and minimizes the 

impact on employees. It also helps with ongoing 

technological change by improving Strategic Workforce 

Planning and enabling greater agility.

Facilitate Agility

It may seem counterintui�ve, but the structure of a job 

architecture makes an organiza�on more flexible and quicker 

in reac�ng to changing business needs. During the design 

process, clu�er is eliminated and a lean structure is created. 

Although there are tradi�onal features such as pay grades or 

job �tles, anything that impedes agility is eliminated. Jobs 

that may be required in the future can even be integrated 

into today's structure and pay system. 

Enhance Strategic Workforce Planning

When crea�ng your job architecture, you may find duplicate 

roles and overlapping responsibili�es. You can eliminate 

what is not needed and streamline your structure. However, 

you can also create recurring value by improving your 

Strategic Workforce Planning. By having high visibility of job 

requirements, individual qualifica�ons, and skills, you can 

iden�fy gaps (and overlaps) between employees today and 

the roles of the future. This gives you the �me to iden�fy or 

train the people that you need and adapt your HR programs.

Set up Skill Management

You can manage a job architecture without looking at skills, 

but you cannot apply skills-based prac�ces without a job 

architecture. Whatever the specific goals of a skill project are, 

at one point of the journey the desired skills must be 

matched with employees. One side of the matching occurs on 

a personal level with people, while the other side occurs on 

the organiza�onal level, with a structure that is expressed in 

jobs, roles, or careers. The matching of both will only give a 

realis�c result if both sides are accurate.

An up-to-date job architecture provides one of the two sides: 

it organizes jobs as a collec�on of tasks, responsibili�es, and 

skills. The la�er being the capabili�es, qualifica�ons, and 

knowledge needed to succeed in a job. By tying skills to all 

jobs within your job architecture, you create a common 

ontology, a coherent currency of content, that you can use for 

registering individual skills. Aligning the job architecture with 

a skills taxonomy and both together with the organiza�on's 

objec�ves has a considerable impact on the organiza�on's 

ability to adapt to new demands.

Figure 3: The Relation between Job Architecture and Skill Management.

SkillsCapabilitiesRoleJob

Organizational classification 

as registered in the HCM with 

job title, job family, pay etc.

Work responsibilities to fulfill 

the business strategy, such 

as goals, activities, projects, 

team participation, or 

output.

Behavior, tools, knowledge, 

and skills applied with the 

specific purpose to be 

successful in a role.

Unspecific talent expertise, 

and knowledge. When 

various are applied together 

with an objective, they 

become a capability.
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Having a well-func�oning job architecture is not a universal 

remedy. It does not fix everything in HR which might need 

improvement. But it has such a tremendous effect on the 

outcomes of HR ac�vi�es that organiza�ons with a job 

architecture do significantly be�er than the ones without. 

Imagine working with a job architecture like maintaining a 

healthy lifestyle. One healthy meal or one day of exercise will 

not make a great difference. It’s the regularity that leads to 

no�ceable effects on your physical health. And if you hold on, 

other aspects, such as sleep, or mental health will also 

improve.

A job architecture is like the habit of a healthy lifestyle. The 

clarity, consistency, and transparency over the organiza�onal 

structure and its elements (roles, responsibili�es) across the 

whole organiza�on (departments, teams, jobs, loca�ons) are 

like the regularity of healthy habits. One single instance 

where a be�er understanding of talent needs, or structure, 

leads to a be�er decision might not make a great difference. 

But all of them together will be mutually reinforced and 

prevent new problems from coming up.  

And just like with the habit of a healthy lifestyle, the posi�ve 

effects are not limited to HR. Transparency radiates 

throughout an en�re organiza�on. Strategy, Transforma�on 

and IT will also benefit. 

The systema�c and consistent method for making decisions 

about everything connected to people is a hidden lever to 

align ac�vi�es even be�er with your business goals and 

become more agile. A�er all, you don’t want to run a 
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21st-century business with 20th-century workplace 

programs. In the following, we give an overview of the most 

important benefits that you can expect, beginning with talent 

management because that’s where the benefits become 

most apparent.

Improve Talent Management

Acquiring Talent: Recrui�ng

A well-defined job architecture contains all the requirements 

of a job with a view to the organiza�on‘s value chain. This 

includes job descrip�ons, skills, qualifica�ons, and 

experiences.  It helps providing clarity to recruiters in 

iden�fying suitable candidates and streamlining their search 

process. Clear communica�on of the scope of work and 

responsibili�es helps candidates understand expecta�ons. 

This limits the risk of job dissa�sfac�on and raises reten�on. 

Recruiters and candidates have the same realis�c 

understanding of what a job is about.

Developing Talent

Career Paths: A comprehensive job architecture is a prac�cal 

tool for crea�ng career paths as it defines all levels and 

func�ons with their respec�ve requirements. With this 

system, one can analyze job requirements, compare them 

with other jobs, and provide a clear path for career 

progression. This includes ver�cal career moves within a 

func�on, horizontal career moves between func�ons, and 

even new career paths for employees who do not want 

managerial responsibili�es. By providing transparent career 

paths, employees are mo�vated with growth opportuni�es, 

which promotes internal mobility.

Learning and Development: Clear and up-to-date job 

requirements aid decision-making regarding learning and 

development ini�a�ves. It is possible to iden�fy skill gaps and 

customize learning content to meet individual needs, which 

simultaneously leads to more efficient use of training 

budgets. Performance management is also improved. A 

well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Engagement: Even though a job architecture may seem like 

an abstract concept, it has direct implica�ons for employee 

engagement. It enables you to create a clear employee value 

proposi�on and provides visibility on what is needed to 

progress. If you link skills to a job, you can align them with the 

interests of an individual and offer more personalized career 

paths.   

Diversity, Equity, Inclusion: A job architecture furthers your 

DE&I ini�a�ves by reducing bias in job descrip�ons and job 

requirements and revealing poten�al dispari�es in salaries.

Performance Management

A well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Rewarding Talent: Compensa�on & Rewards

A fair and compe��ve pay structure is crucial for 

organiza�ons and a job architecture with a corresponding 

leveling is the quickest way to achieve it. Fairness originates 

from consistent job mapping, crea�ng transparency for all 

employees. In prac�ce, companies use pay bands to align 

compensa�on with individuals even be�er, making it 

perceived as fair. Compe��veness emerges from making your 

job architecture comparable with market standards so that 

salary benchmarks provide meaningful results. If you make 

periodic job architecture reviews, then you will keep pace 

with market changes and maintain a compe��ve pay system.

Raise Produc�vity in HR

A well-designed job architecture streamlines many HR 

processes. For example, in recrui�ng, the clarity of job 

descrip�ons and requirements helps HR to iden�fy the right 

candidates for a role and ensures that new hires align with 

the organiza�on's needs.

However, the benefits of HR go far beyond this. You can 

iden�fy previously unno�ced gaps in HR programs such as 

career progression or strategic workforce planning. 

Iden�fying and elimina�ng dispari�es in current prac�ces 

eliminates the need to manage excep�onal cases and saves 

precious �me.

You will also be able to be�er control people costs, find the 

op�mal balance between global standardiza�on and local 

adjustments in your HR programs, and ensure compliance 

through transparency of the qualifica�on and training needs 

for each job. The �me and resources saved through higher 

process efficiency can be spent on tasks with higher value 

crea�on.

Maximize HR So�ware Output

 Effec�ve u�liza�on of HR so�ware depends on high-quality 

data. Good data is essen�al for achieving the full poten�al 

value of cloud-based HCM so�ware such as SAP 

SuccessFactors, Workday, or Oracle, as well as for 

process-specific so�ware solu�ons.

A consistent structure for job organiza�on is a fundamental 

element of any cloud HCM system. It must be uploaded 

during implementa�on and cannot be managed within the 

Cloud HCM so�ware itself. High-quality data about 

employees alone is not enough to realize the full benefits of 

HR so�ware. The data needs to be structurally consistent.

Crea�ng a job architecture before the implementa�on of 

HCM so�ware (or at least outside of it) is highly 

recommended. It will accelerate the implementa�on process 

and improve the so�ware’s func�onali�es, resul�ng in a 

be�er return on investment for your so�ware investment.

Once low-quality data is fed into the HCM so�ware, it is 

difficult to detect the missing value. In essence, you cannot 

see what is not there. It is essen�al to keep emphasizing that 

a well-designed job architecture can save costs by maximizing 

the output of your HR so�ware.

Maintain Control in Times of Structural 
Change  

Any organiza�on deals with change, such as growth, mergers 

or acquisi�ons, carve-outs, the emergence of project-based 

work, or rapid technological developments. A job 

architecture helps you to stay in control.

In �mes of growth, for example, it is easier to add new jobs to 

the exis�ng job families without impac�ng the compensa�on 

structure. During a merger, it allows you to consolidate two 

different structures into a single, consistent framework, 

which creates the desired synergies and minimizes the 

impact on employees. It also helps with ongoing 

technological change by improving Strategic Workforce 

Planning and enabling greater agility.

Facilitate Agility

It may seem counterintui�ve, but the structure of a job 

architecture makes an organiza�on more flexible and quicker 

in reac�ng to changing business needs. During the design 

process, clu�er is eliminated and a lean structure is created. 

Although there are tradi�onal features such as pay grades or 

job �tles, anything that impedes agility is eliminated. Jobs 

that may be required in the future can even be integrated 

into today's structure and pay system. 

Enhance Strategic Workforce Planning

When crea�ng your job architecture, you may find duplicate 

roles and overlapping responsibili�es. You can eliminate 

what is not needed and streamline your structure. However, 

Building a job architecture is achievable for any organiza�on. 

However, in prac�ce, it ini�ally looks like a complex 

undertaking as it involves iden�fying exis�ng structural 

inefficiencies and designing a more efficient and modern 

structure. Don't let this discourage you, though! Thankfully, 

there are tools available that simplify this task for you. These 

tools assist with the design and implementa�on of the job 

architecture. To help you focus on the relevant issues of 

internal organiza�on and select the best tools for your needs, 

here is an overview of what to look out for.

Organiza�onal challenges

Crea�ng alignment with organiza�onal goals: Align the job 

architecture with the organiza�on's overall goals and 

objec�ves. Involve all relevant stakeholders in the process to 

create alignment from the beginning.

Purpose and Func�on: Develop a clear understanding of the 

job architecture's purpose and how it fits into the 

organiza�on's overall structure. Communicate transparently 

throughout the process and provide ample training and 

resources to aid understanding and adop�on.

Technical challenges

Limited quality of exis�ng data: Address the issue by 

establishing clear rules for collec�ng the job data. Watch out 

specifically for the following:

• Poor job data transparency: Job descrip�ons may not 

exist, be unstructured or inconsistent, or be stored in 

inaccessible loca�ons. This impedes a common 

understanding and language to talk about jobs and skills.

• Outdated job catalogs: Out-of-date job descrip�ons 

(especially tasks and skills) will not reflect the 

competencies needed to succeed and neither your 

development framework. It reduces career flexibility, 

talent mobility, and the results of learning ac�vi�es.

• Heterogeneous job grading: Exis�ng job grading 

structures may vary across regions or legal en��es. The 

criteria used for job grading may not reflect the 

expecta�ons of a modern workforce. This can cause 

significant effort for re-grading and impedes flexibility. 

Customiza�on: Determine the appropriate job families, 

levels, and skills for your organiza�on's unique needs. All 

people involved need to agree on a meaningful way to cluster 

jobs (into job families, sub-job families, or otherwise), how to 

write job descrip�ons, and how to level the jobs.

Consistency: If you're looking to create a fair and consistent 

job evalua�on process for your company, then u�lize 

high-quality data and grading criteria across all departments 

and loca�ons. 

Agility and scalability: Any company is working towards 

organiza�onal growth and should be prepared for future 

changes. Be consistent, complete, and correct in your job 

descrip�ons and defini�ons. But don’t get too detailed 

because it limits your capacity for quick reac�ons. 

Compliance: External rules may relate to specific 

qualifica�ons required for a job, salary regula�ons, or similar. 

Internal standards could refer to approval processes, DE&I 

policies, or employee branding standards. To consider all 

necessary policies, communicate with all people involved. 

Data security: Protec�ng employee data is crucial, and it's 

essen�al to determine who has access to what informa�on 

and what level of rights they hold during the design process 

(e.g., view, edit, approve). This should be reflected in the job 

architecture tool you choose, whether it's specialized 

so�ware or Excel. While you want to limit who can download 

the data, you s�ll need to provide access to accurate data 

when it's necessary for making opera�onal or strategic 

decisions. Balancing data security with access ensures that 

the right people have the informa�on they need to propel 

the organiza�on forward.

Time and resources: Once the data is prepared and the job 

catalog finalized, the next step is to assign employees to their 

respec�ve roles. This process can be �me-consuming, prone 

to errors, and filled with repe��ve tasks, making it essen�al 

to get it right. To make this process efficient and reduce the 

risk of inaccuracies, choose a tool that is user-friendly and 

allows for bulk assignments while also providing in-depth 

analysis for more nuanced decision-making.

Integra�on into your HR-so�ware landscape: A job 

architecture serves as the infrastructure backbone for many 

HR processes, making it necessary to ensure that the data is 

integrated seamlessly into all your HR systems. It enables 

consistent decision-making and allows you to leverage all 

benefits of your job architecture. Discuss the integra�on as a 

prerequisite for the successful implementa�on before you 

compile the final data sets.

Periodic reviews: Regular reviews help maintain the 

effec�veness of your job architecture. An outdated job 

architecture may hinder transforma�on ini�a�ves and lead 

to poor quality HR decisions (i.e., inefficient compensa�on 

strategy or una�rac�ve career paths). Store your job 

architecture in a place that allows easy access, updates, and 

integra�on with your HR backbone. It ensures that you can 

make necessary changes and keep your job architecture up 

to date, enabling you to fully leverage its benefits.

Cultural challenges

Change Management: Managing employee expecta�ons and 

poten�al resistance to change is crucial. For example, 

replacing legacy prac�ces that employees may be used to, 

but hinder your organiza�on's ability to adapt to changing 

business environments and new ways of working, such as 

project-based roles or increased internal talent mobility. You 

can overcome this challenge with effec�ve communica�on 

and the support of management. By explaining the need for 

change and its poten�al posi�ve impacts, employees can be 

encouraged to embrace the change, fostering an atmosphere 

of understanding and coopera�on.

Training and Resources: All staff members must understand 

what the new job architecture brings to the organiza�on and 

how it will impact their role. Provide adequate training and 

resources to managers and employees on the new job 

architecture and its implica�ons.

Pay Equity: Address poten�al pay equity concerns resul�ng 

from job restructuring. Crea�ng a leaner structure means 

ge�ng rid of excep�ons as much as possible, both posi�ve 

and nega�ve. Minimize issues by crea�ng a consistent and 

comprehensible grading structure. During the grading 

process, compare current and future grades. Ensure that any 

poten�al pay equity concern will be addressed fairly and 

promptly. 

While the challenges of building a job architecture may seem 

daun�ng, they are all part of HR's daily business already and 

should not discourage you. In the next chapter, we will 

explore job architecture design and provide you with the 

knowledge you need to effec�vely address these challenges 

in the process and ensure that your organiza�on reaps all the 

benefits from a job architecture.

 

you can also create recurring value by improving your 

Strategic Workforce Planning. By having high visibility of job 

requirements, individual qualifica�ons, and skills, you can 

iden�fy gaps (and overlaps) between employees today and 

the roles of the future. This gives you the �me to iden�fy or 

train the people that you need and adapt your HR programs.

Set up Skill Management

You can manage a job architecture without looking at skills, 

but you cannot apply skills-based prac�ces without a job 

architecture. Whatever the specific goals of a skill project are, 

at one point of the journey the desired skills must be 

matched with employees. One side of the matching occurs on 

a personal level with people, while the other side occurs on 

the organiza�onal level, with a structure that is expressed in 

jobs, roles, or careers. The matching of both will only give a 

realis�c result if both sides are accurate.

An up-to-date job architecture provides one of the two sides: 

it organizes jobs as a collec�on of tasks, responsibili�es, and 

skills. The la�er being the capabili�es, qualifica�ons, and 

knowledge needed to succeed in a job. By tying skills to all 

jobs within your job architecture, you create a common 

ontology, a coherent currency of content, that you can use for 

registering individual skills. Aligning the job architecture with 

a skills taxonomy and both together with the organiza�on's 

objec�ves has a considerable impact on the organiza�on's 

ability to adapt to new demands.
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Having a well-func�oning job architecture is not a universal 

remedy. It does not fix everything in HR which might need 

improvement. But it has such a tremendous effect on the 

outcomes of HR ac�vi�es that organiza�ons with a job 

architecture do significantly be�er than the ones without. 

Imagine working with a job architecture like maintaining a 

healthy lifestyle. One healthy meal or one day of exercise will 

not make a great difference. It’s the regularity that leads to 

no�ceable effects on your physical health. And if you hold on, 

other aspects, such as sleep, or mental health will also 

improve.

A job architecture is like the habit of a healthy lifestyle. The 

clarity, consistency, and transparency over the organiza�onal 

structure and its elements (roles, responsibili�es) across the 

whole organiza�on (departments, teams, jobs, loca�ons) are 

like the regularity of healthy habits. One single instance 

where a be�er understanding of talent needs, or structure, 

leads to a be�er decision might not make a great difference. 

But all of them together will be mutually reinforced and 

prevent new problems from coming up.  

And just like with the habit of a healthy lifestyle, the posi�ve 

effects are not limited to HR. Transparency radiates 

throughout an en�re organiza�on. Strategy, Transforma�on 

and IT will also benefit. 

The systema�c and consistent method for making decisions 

about everything connected to people is a hidden lever to 

align ac�vi�es even be�er with your business goals and 

become more agile. A�er all, you don’t want to run a 
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21st-century business with 20th-century workplace 

programs. In the following, we give an overview of the most 

important benefits that you can expect, beginning with talent 

management because that’s where the benefits become 

most apparent.

Improve Talent Management

Acquiring Talent: Recrui�ng

A well-defined job architecture contains all the requirements 

of a job with a view to the organiza�on‘s value chain. This 

includes job descrip�ons, skills, qualifica�ons, and 

experiences.  It helps providing clarity to recruiters in 

iden�fying suitable candidates and streamlining their search 

process. Clear communica�on of the scope of work and 

responsibili�es helps candidates understand expecta�ons. 

This limits the risk of job dissa�sfac�on and raises reten�on. 

Recruiters and candidates have the same realis�c 

understanding of what a job is about.

Developing Talent

Career Paths: A comprehensive job architecture is a prac�cal 

tool for crea�ng career paths as it defines all levels and 

func�ons with their respec�ve requirements. With this 

system, one can analyze job requirements, compare them 

with other jobs, and provide a clear path for career 

progression. This includes ver�cal career moves within a 

func�on, horizontal career moves between func�ons, and 

even new career paths for employees who do not want 

managerial responsibili�es. By providing transparent career 

paths, employees are mo�vated with growth opportuni�es, 

which promotes internal mobility.

Learning and Development: Clear and up-to-date job 

requirements aid decision-making regarding learning and 

development ini�a�ves. It is possible to iden�fy skill gaps and 

customize learning content to meet individual needs, which 

simultaneously leads to more efficient use of training 

budgets. Performance management is also improved. A 

well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Engagement: Even though a job architecture may seem like 

an abstract concept, it has direct implica�ons for employee 

engagement. It enables you to create a clear employee value 

proposi�on and provides visibility on what is needed to 

progress. If you link skills to a job, you can align them with the 

interests of an individual and offer more personalized career 

paths.   

Diversity, Equity, Inclusion: A job architecture furthers your 

DE&I ini�a�ves by reducing bias in job descrip�ons and job 

requirements and revealing poten�al dispari�es in salaries.

Performance Management

A well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Rewarding Talent: Compensa�on & Rewards

A fair and compe��ve pay structure is crucial for 

organiza�ons and a job architecture with a corresponding 

leveling is the quickest way to achieve it. Fairness originates 

from consistent job mapping, crea�ng transparency for all 

employees. In prac�ce, companies use pay bands to align 

compensa�on with individuals even be�er, making it 

perceived as fair. Compe��veness emerges from making your 

job architecture comparable with market standards so that 

salary benchmarks provide meaningful results. If you make 

periodic job architecture reviews, then you will keep pace 

with market changes and maintain a compe��ve pay system.

Raise Produc�vity in HR

A well-designed job architecture streamlines many HR 

processes. For example, in recrui�ng, the clarity of job 

descrip�ons and requirements helps HR to iden�fy the right 

candidates for a role and ensures that new hires align with 

the organiza�on's needs.

However, the benefits of HR go far beyond this. You can 

iden�fy previously unno�ced gaps in HR programs such as 

career progression or strategic workforce planning. 

Iden�fying and elimina�ng dispari�es in current prac�ces 

eliminates the need to manage excep�onal cases and saves 

precious �me.

You will also be able to be�er control people costs, find the 

op�mal balance between global standardiza�on and local 

adjustments in your HR programs, and ensure compliance 

through transparency of the qualifica�on and training needs 

for each job. The �me and resources saved through higher 

process efficiency can be spent on tasks with higher value 

crea�on.

Maximize HR So�ware Output

 Effec�ve u�liza�on of HR so�ware depends on high-quality 

data. Good data is essen�al for achieving the full poten�al 

value of cloud-based HCM so�ware such as SAP 

SuccessFactors, Workday, or Oracle, as well as for 

process-specific so�ware solu�ons.

A consistent structure for job organiza�on is a fundamental 

element of any cloud HCM system. It must be uploaded 

during implementa�on and cannot be managed within the 

Cloud HCM so�ware itself. High-quality data about 

employees alone is not enough to realize the full benefits of 

HR so�ware. The data needs to be structurally consistent.

Crea�ng a job architecture before the implementa�on of 

HCM so�ware (or at least outside of it) is highly 

recommended. It will accelerate the implementa�on process 

and improve the so�ware’s func�onali�es, resul�ng in a 

be�er return on investment for your so�ware investment.

Once low-quality data is fed into the HCM so�ware, it is 

difficult to detect the missing value. In essence, you cannot 

see what is not there. It is essen�al to keep emphasizing that 

a well-designed job architecture can save costs by maximizing 

the output of your HR so�ware.

Maintain Control in Times of Structural 
Change  

Any organiza�on deals with change, such as growth, mergers 

or acquisi�ons, carve-outs, the emergence of project-based 

work, or rapid technological developments. A job 

architecture helps you to stay in control.

In �mes of growth, for example, it is easier to add new jobs to 

the exis�ng job families without impac�ng the compensa�on 

structure. During a merger, it allows you to consolidate two 

different structures into a single, consistent framework, 

which creates the desired synergies and minimizes the 

impact on employees. It also helps with ongoing 

technological change by improving Strategic Workforce 

Planning and enabling greater agility.

Facilitate Agility

It may seem counterintui�ve, but the structure of a job 

architecture makes an organiza�on more flexible and quicker 

in reac�ng to changing business needs. During the design 

process, clu�er is eliminated and a lean structure is created. 

Although there are tradi�onal features such as pay grades or 

job �tles, anything that impedes agility is eliminated. Jobs 

that may be required in the future can even be integrated 

into today's structure and pay system. 

Enhance Strategic Workforce Planning

When crea�ng your job architecture, you may find duplicate 

roles and overlapping responsibili�es. You can eliminate 

what is not needed and streamline your structure. However, 

Building a job architecture is achievable for any organiza�on. 

However, in prac�ce, it ini�ally looks like a complex 

undertaking as it involves iden�fying exis�ng structural 

inefficiencies and designing a more efficient and modern 

structure. Don't let this discourage you, though! Thankfully, 

there are tools available that simplify this task for you. These 

tools assist with the design and implementa�on of the job 

architecture. To help you focus on the relevant issues of 

internal organiza�on and select the best tools for your needs, 

here is an overview of what to look out for.

Organiza�onal challenges

Crea�ng alignment with organiza�onal goals: Align the job 

architecture with the organiza�on's overall goals and 

objec�ves. Involve all relevant stakeholders in the process to 

create alignment from the beginning.

Purpose and Func�on: Develop a clear understanding of the 

job architecture's purpose and how it fits into the 

organiza�on's overall structure. Communicate transparently 

throughout the process and provide ample training and 

resources to aid understanding and adop�on.

Technical challenges

Limited quality of exis�ng data: Address the issue by 

establishing clear rules for collec�ng the job data. Watch out 

specifically for the following:

• Poor job data transparency: Job descrip�ons may not 

exist, be unstructured or inconsistent, or be stored in 

inaccessible loca�ons. This impedes a common 

understanding and language to talk about jobs and skills.

• Outdated job catalogs: Out-of-date job descrip�ons 

(especially tasks and skills) will not reflect the 

competencies needed to succeed and neither your 

development framework. It reduces career flexibility, 

talent mobility, and the results of learning ac�vi�es.

• Heterogeneous job grading: Exis�ng job grading 

structures may vary across regions or legal en��es. The 

criteria used for job grading may not reflect the 

expecta�ons of a modern workforce. This can cause 

significant effort for re-grading and impedes flexibility. 

Customiza�on: Determine the appropriate job families, 

levels, and skills for your organiza�on's unique needs. All 

people involved need to agree on a meaningful way to cluster 

jobs (into job families, sub-job families, or otherwise), how to 

write job descrip�ons, and how to level the jobs.

Consistency: If you're looking to create a fair and consistent 

job evalua�on process for your company, then u�lize 

high-quality data and grading criteria across all departments 

and loca�ons. 

Agility and scalability: Any company is working towards 

organiza�onal growth and should be prepared for future 

changes. Be consistent, complete, and correct in your job 

descrip�ons and defini�ons. But don’t get too detailed 

because it limits your capacity for quick reac�ons. 

Compliance: External rules may relate to specific 

qualifica�ons required for a job, salary regula�ons, or similar. 

Internal standards could refer to approval processes, DE&I 

policies, or employee branding standards. To consider all 

necessary policies, communicate with all people involved. 

Data security: Protec�ng employee data is crucial, and it's 

essen�al to determine who has access to what informa�on 

and what level of rights they hold during the design process 

(e.g., view, edit, approve). This should be reflected in the job 

architecture tool you choose, whether it's specialized 

so�ware or Excel. While you want to limit who can download 

the data, you s�ll need to provide access to accurate data 

when it's necessary for making opera�onal or strategic 

decisions. Balancing data security with access ensures that 

the right people have the informa�on they need to propel 

the organiza�on forward.

Time and resources: Once the data is prepared and the job 

catalog finalized, the next step is to assign employees to their 

respec�ve roles. This process can be �me-consuming, prone 

to errors, and filled with repe��ve tasks, making it essen�al 

to get it right. To make this process efficient and reduce the 

risk of inaccuracies, choose a tool that is user-friendly and 

allows for bulk assignments while also providing in-depth 

analysis for more nuanced decision-making.

Integra�on into your HR-so�ware landscape: A job 

architecture serves as the infrastructure backbone for many 

HR processes, making it necessary to ensure that the data is 

integrated seamlessly into all your HR systems. It enables 

consistent decision-making and allows you to leverage all 

benefits of your job architecture. Discuss the integra�on as a 

prerequisite for the successful implementa�on before you 

compile the final data sets.

Periodic reviews: Regular reviews help maintain the 

effec�veness of your job architecture. An outdated job 

architecture may hinder transforma�on ini�a�ves and lead 

to poor quality HR decisions (i.e., inefficient compensa�on 

strategy or una�rac�ve career paths). Store your job 

architecture in a place that allows easy access, updates, and 

integra�on with your HR backbone. It ensures that you can 

make necessary changes and keep your job architecture up 

to date, enabling you to fully leverage its benefits.

Cultural challenges

Change Management: Managing employee expecta�ons and 

poten�al resistance to change is crucial. For example, 

replacing legacy prac�ces that employees may be used to, 

but hinder your organiza�on's ability to adapt to changing 

business environments and new ways of working, such as 

project-based roles or increased internal talent mobility. You 

can overcome this challenge with effec�ve communica�on 

and the support of management. By explaining the need for 

change and its poten�al posi�ve impacts, employees can be 

encouraged to embrace the change, fostering an atmosphere 

of understanding and coopera�on.

Training and Resources: All staff members must understand 

what the new job architecture brings to the organiza�on and 

how it will impact their role. Provide adequate training and 

resources to managers and employees on the new job 

architecture and its implica�ons.

Pay Equity: Address poten�al pay equity concerns resul�ng 

from job restructuring. Crea�ng a leaner structure means 

ge�ng rid of excep�ons as much as possible, both posi�ve 

and nega�ve. Minimize issues by crea�ng a consistent and 

comprehensible grading structure. During the grading 

process, compare current and future grades. Ensure that any 

poten�al pay equity concern will be addressed fairly and 

promptly. 

While the challenges of building a job architecture may seem 

daun�ng, they are all part of HR's daily business already and 

should not discourage you. In the next chapter, we will 

explore job architecture design and provide you with the 

knowledge you need to effec�vely address these challenges 

in the process and ensure that your organiza�on reaps all the 

benefits from a job architecture.

 

you can also create recurring value by improving your 

Strategic Workforce Planning. By having high visibility of job 

requirements, individual qualifica�ons, and skills, you can 

iden�fy gaps (and overlaps) between employees today and 

the roles of the future. This gives you the �me to iden�fy or 

train the people that you need and adapt your HR programs.

Set up Skill Management

You can manage a job architecture without looking at skills, 

but you cannot apply skills-based prac�ces without a job 

architecture. Whatever the specific goals of a skill project are, 

at one point of the journey the desired skills must be 

matched with employees. One side of the matching occurs on 

a personal level with people, while the other side occurs on 

the organiza�onal level, with a structure that is expressed in 

jobs, roles, or careers. The matching of both will only give a 

realis�c result if both sides are accurate.

An up-to-date job architecture provides one of the two sides: 

it organizes jobs as a collec�on of tasks, responsibili�es, and 

skills. The la�er being the capabili�es, qualifica�ons, and 

knowledge needed to succeed in a job. By tying skills to all 

jobs within your job architecture, you create a common 

ontology, a coherent currency of content, that you can use for 

registering individual skills. Aligning the job architecture with 

a skills taxonomy and both together with the organiza�on's 

objec�ves has a considerable impact on the organiza�on's 

ability to adapt to new demands.

When organiza�ons want to improve their HR processes, they o�en turn to Human Capital Management So�ware 

(HCM) or HR Informa�on Systems (HRIS) like SAP SuccessFactors, Workday, or Oracle. These systems require job 

architecture data to func�on properly, and that's where things can get tricky. The so�ware supplier will ask you to 

upload your job architecture, which means you need to have it ready in a short amount of �me.

If the job architecture data isn't accurate and up-to-date, it can cause serious delays during implementa�on and 

lead to poor HR decisions. In fact, if the data is bad, you may not even realize it un�l you've already implemented 

the so�ware. That's why it's so important to have a well-designed job architecture in place before you start the 

implementa�on process or at least during the implementa�on process.

With a clean and organized job architecture, you can take full advantage of what your HR so�ware offers. This 

means that you'll be able to make be�er HR decisions, streamline your processes, and get the most out of your 

investment. Ideally, the job architecture should be consolidated and mapped to the so�ware before 

implementa�on. This will help ensure that everything matches up and that you can start using the system to its full 

poten�al right away.

How to Maximize the Output of Your HCM So�ware

Make sure that the job data model is 

aligned with the structure and data 

fields of your HR so�ware. This 

includes conver�ng naming 

conven�ons and structures such as 

job families and sub-job families to 

match those used in the so�ware. 

Keep in mind that this can be a 

�me-consuming process.

Ensure that your job profiles are 

accurate, up-to-date, and consolidated. 

They should accurately represent the 

value chain of your organiza�on.

Define your grades well, consolidate 

them, and map them to all posi�ons. 

This will ensure that your evalua�on 

scheme is globally rolled out, 

regardless of the chosen standard.

How to get the most out of your HCM investment?

Job

H
C

M Grades
Positions
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Having a well-func�oning job architecture is not a universal 

remedy. It does not fix everything in HR which might need 

improvement. But it has such a tremendous effect on the 

outcomes of HR ac�vi�es that organiza�ons with a job 

architecture do significantly be�er than the ones without. 

Imagine working with a job architecture like maintaining a 

healthy lifestyle. One healthy meal or one day of exercise will 

not make a great difference. It’s the regularity that leads to 

no�ceable effects on your physical health. And if you hold on, 

other aspects, such as sleep, or mental health will also 

improve.

A job architecture is like the habit of a healthy lifestyle. The 

clarity, consistency, and transparency over the organiza�onal 

structure and its elements (roles, responsibili�es) across the 

whole organiza�on (departments, teams, jobs, loca�ons) are 

like the regularity of healthy habits. One single instance 

where a be�er understanding of talent needs, or structure, 

leads to a be�er decision might not make a great difference. 

But all of them together will be mutually reinforced and 

prevent new problems from coming up.  

And just like with the habit of a healthy lifestyle, the posi�ve 

effects are not limited to HR. Transparency radiates 

throughout an en�re organiza�on. Strategy, Transforma�on 

and IT will also benefit. 

The systema�c and consistent method for making decisions 

about everything connected to people is a hidden lever to 

align ac�vi�es even be�er with your business goals and 

become more agile. A�er all, you don’t want to run a 

Challenges in Job 
Architecture Design

The Ultimate Guide to Job Architecture 2023

21st-century business with 20th-century workplace 

programs. In the following, we give an overview of the most 

important benefits that you can expect, beginning with talent 

management because that’s where the benefits become 

most apparent.

Improve Talent Management

Acquiring Talent: Recrui�ng

A well-defined job architecture contains all the requirements 

of a job with a view to the organiza�on‘s value chain. This 

includes job descrip�ons, skills, qualifica�ons, and 

experiences.  It helps providing clarity to recruiters in 

iden�fying suitable candidates and streamlining their search 

process. Clear communica�on of the scope of work and 

responsibili�es helps candidates understand expecta�ons. 

This limits the risk of job dissa�sfac�on and raises reten�on. 

Recruiters and candidates have the same realis�c 

understanding of what a job is about.

Developing Talent

Career Paths: A comprehensive job architecture is a prac�cal 

tool for crea�ng career paths as it defines all levels and 

func�ons with their respec�ve requirements. With this 

system, one can analyze job requirements, compare them 

with other jobs, and provide a clear path for career 

progression. This includes ver�cal career moves within a 

func�on, horizontal career moves between func�ons, and 

even new career paths for employees who do not want 

managerial responsibili�es. By providing transparent career 

paths, employees are mo�vated with growth opportuni�es, 

which promotes internal mobility.

Learning and Development: Clear and up-to-date job 

requirements aid decision-making regarding learning and 

development ini�a�ves. It is possible to iden�fy skill gaps and 

customize learning content to meet individual needs, which 

simultaneously leads to more efficient use of training 

budgets. Performance management is also improved. A 

well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Engagement: Even though a job architecture may seem like 

an abstract concept, it has direct implica�ons for employee 

engagement. It enables you to create a clear employee value 

proposi�on and provides visibility on what is needed to 

progress. If you link skills to a job, you can align them with the 

interests of an individual and offer more personalized career 

paths.   

Diversity, Equity, Inclusion: A job architecture furthers your 

DE&I ini�a�ves by reducing bias in job descrip�ons and job 

requirements and revealing poten�al dispari�es in salaries.

Performance Management

A well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Rewarding Talent: Compensa�on & Rewards

A fair and compe��ve pay structure is crucial for 

organiza�ons and a job architecture with a corresponding 

leveling is the quickest way to achieve it. Fairness originates 

from consistent job mapping, crea�ng transparency for all 

employees. In prac�ce, companies use pay bands to align 

compensa�on with individuals even be�er, making it 

perceived as fair. Compe��veness emerges from making your 

job architecture comparable with market standards so that 

salary benchmarks provide meaningful results. If you make 

periodic job architecture reviews, then you will keep pace 

with market changes and maintain a compe��ve pay system.

Raise Produc�vity in HR

A well-designed job architecture streamlines many HR 

processes. For example, in recrui�ng, the clarity of job 

descrip�ons and requirements helps HR to iden�fy the right 

candidates for a role and ensures that new hires align with 

the organiza�on's needs.

However, the benefits of HR go far beyond this. You can 

iden�fy previously unno�ced gaps in HR programs such as 

career progression or strategic workforce planning. 

Iden�fying and elimina�ng dispari�es in current prac�ces 

eliminates the need to manage excep�onal cases and saves 

precious �me.

You will also be able to be�er control people costs, find the 

op�mal balance between global standardiza�on and local 

adjustments in your HR programs, and ensure compliance 

through transparency of the qualifica�on and training needs 

for each job. The �me and resources saved through higher 

process efficiency can be spent on tasks with higher value 

crea�on.

Maximize HR So�ware Output

 Effec�ve u�liza�on of HR so�ware depends on high-quality 

data. Good data is essen�al for achieving the full poten�al 

value of cloud-based HCM so�ware such as SAP 

SuccessFactors, Workday, or Oracle, as well as for 

process-specific so�ware solu�ons.

A consistent structure for job organiza�on is a fundamental 

element of any cloud HCM system. It must be uploaded 

during implementa�on and cannot be managed within the 

Cloud HCM so�ware itself. High-quality data about 

employees alone is not enough to realize the full benefits of 

HR so�ware. The data needs to be structurally consistent.

Crea�ng a job architecture before the implementa�on of 

HCM so�ware (or at least outside of it) is highly 

recommended. It will accelerate the implementa�on process 

and improve the so�ware’s func�onali�es, resul�ng in a 

be�er return on investment for your so�ware investment.

Once low-quality data is fed into the HCM so�ware, it is 

difficult to detect the missing value. In essence, you cannot 

see what is not there. It is essen�al to keep emphasizing that 

a well-designed job architecture can save costs by maximizing 

the output of your HR so�ware.

Maintain Control in Times of Structural 
Change  

Any organiza�on deals with change, such as growth, mergers 

or acquisi�ons, carve-outs, the emergence of project-based 

work, or rapid technological developments. A job 

architecture helps you to stay in control.

In �mes of growth, for example, it is easier to add new jobs to 

the exis�ng job families without impac�ng the compensa�on 

structure. During a merger, it allows you to consolidate two 

different structures into a single, consistent framework, 

which creates the desired synergies and minimizes the 

impact on employees. It also helps with ongoing 

technological change by improving Strategic Workforce 

Planning and enabling greater agility.

Facilitate Agility

It may seem counterintui�ve, but the structure of a job 

architecture makes an organiza�on more flexible and quicker 

in reac�ng to changing business needs. During the design 

process, clu�er is eliminated and a lean structure is created. 

Although there are tradi�onal features such as pay grades or 

job �tles, anything that impedes agility is eliminated. Jobs 

that may be required in the future can even be integrated 

into today's structure and pay system. 

Enhance Strategic Workforce Planning

When crea�ng your job architecture, you may find duplicate 

roles and overlapping responsibili�es. You can eliminate 

what is not needed and streamline your structure. However, 

Building a job architecture is achievable for any organiza�on. 

However, in prac�ce, it ini�ally looks like a complex 

undertaking as it involves iden�fying exis�ng structural 

inefficiencies and designing a more efficient and modern 

structure. Don't let this discourage you, though! Thankfully, 

there are tools available that simplify this task for you. These 

tools assist with the design and implementa�on of the job 

architecture. To help you focus on the relevant issues of 

internal organiza�on and select the best tools for your needs, 

here is an overview of what to look out for.

Organiza�onal challenges

Crea�ng alignment with organiza�onal goals: Align the job 

architecture with the organiza�on's overall goals and 

objec�ves. Involve all relevant stakeholders in the process to 

create alignment from the beginning.

Purpose and Func�on: Develop a clear understanding of the 

job architecture's purpose and how it fits into the 

organiza�on's overall structure. Communicate transparently 

throughout the process and provide ample training and 

resources to aid understanding and adop�on.

Technical challenges

Limited quality of exis�ng data: Address the issue by 

establishing clear rules for collec�ng the job data. Watch out 

specifically for the following:

• Poor job data transparency: Job descrip�ons may not 

exist, be unstructured or inconsistent, or be stored in 

inaccessible loca�ons. This impedes a common 

understanding and language to talk about jobs and skills.

• Outdated job catalogs: Out-of-date job descrip�ons 

(especially tasks and skills) will not reflect the 

competencies needed to succeed and neither your 

development framework. It reduces career flexibility, 

talent mobility, and the results of learning ac�vi�es.

• Heterogeneous job grading: Exis�ng job grading 

structures may vary across regions or legal en��es. The 

criteria used for job grading may not reflect the 

expecta�ons of a modern workforce. This can cause 

significant effort for re-grading and impedes flexibility. 

Customiza�on: Determine the appropriate job families, 

levels, and skills for your organiza�on's unique needs. All 

people involved need to agree on a meaningful way to cluster 

jobs (into job families, sub-job families, or otherwise), how to 

write job descrip�ons, and how to level the jobs.

Consistency: If you're looking to create a fair and consistent 

job evalua�on process for your company, then u�lize 

high-quality data and grading criteria across all departments 

and loca�ons. 

Agility and scalability: Any company is working towards 

organiza�onal growth and should be prepared for future 

changes. Be consistent, complete, and correct in your job 

descrip�ons and defini�ons. But don’t get too detailed 

because it limits your capacity for quick reac�ons. 

Compliance: External rules may relate to specific 

qualifica�ons required for a job, salary regula�ons, or similar. 

Internal standards could refer to approval processes, DE&I 

policies, or employee branding standards. To consider all 

necessary policies, communicate with all people involved. 

Data security: Protec�ng employee data is crucial, and it's 

essen�al to determine who has access to what informa�on 

and what level of rights they hold during the design process 

(e.g., view, edit, approve). This should be reflected in the job 

architecture tool you choose, whether it's specialized 

so�ware or Excel. While you want to limit who can download 

the data, you s�ll need to provide access to accurate data 

when it's necessary for making opera�onal or strategic 

decisions. Balancing data security with access ensures that 

the right people have the informa�on they need to propel 

the organiza�on forward.

Time and resources: Once the data is prepared and the job 

catalog finalized, the next step is to assign employees to their 

respec�ve roles. This process can be �me-consuming, prone 

to errors, and filled with repe��ve tasks, making it essen�al 

to get it right. To make this process efficient and reduce the 

risk of inaccuracies, choose a tool that is user-friendly and 

allows for bulk assignments while also providing in-depth 

analysis for more nuanced decision-making.

Integra�on into your HR-so�ware landscape: A job 

architecture serves as the infrastructure backbone for many 

HR processes, making it necessary to ensure that the data is 

integrated seamlessly into all your HR systems. It enables 

consistent decision-making and allows you to leverage all 

benefits of your job architecture. Discuss the integra�on as a 

prerequisite for the successful implementa�on before you 

compile the final data sets.

Periodic reviews: Regular reviews help maintain the 

effec�veness of your job architecture. An outdated job 

architecture may hinder transforma�on ini�a�ves and lead 

to poor quality HR decisions (i.e., inefficient compensa�on 

strategy or una�rac�ve career paths). Store your job 

architecture in a place that allows easy access, updates, and 

integra�on with your HR backbone. It ensures that you can 

make necessary changes and keep your job architecture up 

to date, enabling you to fully leverage its benefits.

Cultural challenges

Change Management: Managing employee expecta�ons and 

poten�al resistance to change is crucial. For example, 

replacing legacy prac�ces that employees may be used to, 

but hinder your organiza�on's ability to adapt to changing 

business environments and new ways of working, such as 

project-based roles or increased internal talent mobility. You 

can overcome this challenge with effec�ve communica�on 

and the support of management. By explaining the need for 

change and its poten�al posi�ve impacts, employees can be 

encouraged to embrace the change, fostering an atmosphere 

of understanding and coopera�on.

Training and Resources: All staff members must understand 

what the new job architecture brings to the organiza�on and 

how it will impact their role. Provide adequate training and 

resources to managers and employees on the new job 

architecture and its implica�ons.

Pay Equity: Address poten�al pay equity concerns resul�ng 

from job restructuring. Crea�ng a leaner structure means 

ge�ng rid of excep�ons as much as possible, both posi�ve 

and nega�ve. Minimize issues by crea�ng a consistent and 

comprehensible grading structure. During the grading 

process, compare current and future grades. Ensure that any 

poten�al pay equity concern will be addressed fairly and 

promptly. 

While the challenges of building a job architecture may seem 

daun�ng, they are all part of HR's daily business already and 

should not discourage you. In the next chapter, we will 

explore job architecture design and provide you with the 

knowledge you need to effec�vely address these challenges 

in the process and ensure that your organiza�on reaps all the 

benefits from a job architecture.

 

you can also create recurring value by improving your 

Strategic Workforce Planning. By having high visibility of job 

requirements, individual qualifica�ons, and skills, you can 

iden�fy gaps (and overlaps) between employees today and 

the roles of the future. This gives you the �me to iden�fy or 

train the people that you need and adapt your HR programs.

Set up Skill Management

You can manage a job architecture without looking at skills, 

but you cannot apply skills-based prac�ces without a job 

architecture. Whatever the specific goals of a skill project are, 

at one point of the journey the desired skills must be 

matched with employees. One side of the matching occurs on 

a personal level with people, while the other side occurs on 

the organiza�onal level, with a structure that is expressed in 

jobs, roles, or careers. The matching of both will only give a 

realis�c result if both sides are accurate.

An up-to-date job architecture provides one of the two sides: 

it organizes jobs as a collec�on of tasks, responsibili�es, and 

skills. The la�er being the capabili�es, qualifica�ons, and 

knowledge needed to succeed in a job. By tying skills to all 

jobs within your job architecture, you create a common 

ontology, a coherent currency of content, that you can use for 

registering individual skills. Aligning the job architecture with 

a skills taxonomy and both together with the organiza�on's 

objec�ves has a considerable impact on the organiza�on's 

ability to adapt to new demands.
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Having a well-func�oning job architecture is not a universal 

remedy. It does not fix everything in HR which might need 

improvement. But it has such a tremendous effect on the 

outcomes of HR ac�vi�es that organiza�ons with a job 

architecture do significantly be�er than the ones without. 

Imagine working with a job architecture like maintaining a 

healthy lifestyle. One healthy meal or one day of exercise will 

not make a great difference. It’s the regularity that leads to 

no�ceable effects on your physical health. And if you hold on, 

other aspects, such as sleep, or mental health will also 

improve.

A job architecture is like the habit of a healthy lifestyle. The 

clarity, consistency, and transparency over the organiza�onal 

structure and its elements (roles, responsibili�es) across the 

whole organiza�on (departments, teams, jobs, loca�ons) are 

like the regularity of healthy habits. One single instance 

where a be�er understanding of talent needs, or structure, 

leads to a be�er decision might not make a great difference. 

But all of them together will be mutually reinforced and 

prevent new problems from coming up.  

And just like with the habit of a healthy lifestyle, the posi�ve 

effects are not limited to HR. Transparency radiates 

throughout an en�re organiza�on. Strategy, Transforma�on 

and IT will also benefit. 

The systema�c and consistent method for making decisions 

about everything connected to people is a hidden lever to 

align ac�vi�es even be�er with your business goals and 

become more agile. A�er all, you don’t want to run a 
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21st-century business with 20th-century workplace 

programs. In the following, we give an overview of the most 

important benefits that you can expect, beginning with talent 

management because that’s where the benefits become 

most apparent.

Improve Talent Management

Acquiring Talent: Recrui�ng

A well-defined job architecture contains all the requirements 

of a job with a view to the organiza�on‘s value chain. This 

includes job descrip�ons, skills, qualifica�ons, and 

experiences.  It helps providing clarity to recruiters in 

iden�fying suitable candidates and streamlining their search 

process. Clear communica�on of the scope of work and 

responsibili�es helps candidates understand expecta�ons. 

This limits the risk of job dissa�sfac�on and raises reten�on. 

Recruiters and candidates have the same realis�c 

understanding of what a job is about.

Developing Talent

Career Paths: A comprehensive job architecture is a prac�cal 

tool for crea�ng career paths as it defines all levels and 

func�ons with their respec�ve requirements. With this 

system, one can analyze job requirements, compare them 

with other jobs, and provide a clear path for career 

progression. This includes ver�cal career moves within a 

func�on, horizontal career moves between func�ons, and 

even new career paths for employees who do not want 

managerial responsibili�es. By providing transparent career 

paths, employees are mo�vated with growth opportuni�es, 

which promotes internal mobility.

Learning and Development: Clear and up-to-date job 

requirements aid decision-making regarding learning and 

development ini�a�ves. It is possible to iden�fy skill gaps and 

customize learning content to meet individual needs, which 

simultaneously leads to more efficient use of training 

budgets. Performance management is also improved. A 

well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Engagement: Even though a job architecture may seem like 

an abstract concept, it has direct implica�ons for employee 

engagement. It enables you to create a clear employee value 

proposi�on and provides visibility on what is needed to 

progress. If you link skills to a job, you can align them with the 

interests of an individual and offer more personalized career 

paths.   

Diversity, Equity, Inclusion: A job architecture furthers your 

DE&I ini�a�ves by reducing bias in job descrip�ons and job 

requirements and revealing poten�al dispari�es in salaries.

Performance Management

A well-defined job architecture allows organiza�ons to set 

realis�c and trackable performance goals based on the actual 

responsibili�es and levels associated with a posi�on. This 

provides managers and employees with a common 

understanding and framework to iden�fy and evaluate 

individual performance.

Rewarding Talent: Compensa�on & Rewards

A fair and compe��ve pay structure is crucial for 

organiza�ons and a job architecture with a corresponding 

leveling is the quickest way to achieve it. Fairness originates 

from consistent job mapping, crea�ng transparency for all 

employees. In prac�ce, companies use pay bands to align 

compensa�on with individuals even be�er, making it 

perceived as fair. Compe��veness emerges from making your 

job architecture comparable with market standards so that 

salary benchmarks provide meaningful results. If you make 

periodic job architecture reviews, then you will keep pace 

with market changes and maintain a compe��ve pay system.

Raise Produc�vity in HR

A well-designed job architecture streamlines many HR 

processes. For example, in recrui�ng, the clarity of job 

descrip�ons and requirements helps HR to iden�fy the right 

candidates for a role and ensures that new hires align with 

the organiza�on's needs.

However, the benefits of HR go far beyond this. You can 

iden�fy previously unno�ced gaps in HR programs such as 

career progression or strategic workforce planning. 

Iden�fying and elimina�ng dispari�es in current prac�ces 

eliminates the need to manage excep�onal cases and saves 

precious �me.

You will also be able to be�er control people costs, find the 

op�mal balance between global standardiza�on and local 

adjustments in your HR programs, and ensure compliance 

through transparency of the qualifica�on and training needs 

for each job. The �me and resources saved through higher 

process efficiency can be spent on tasks with higher value 

crea�on.

Maximize HR So�ware Output

 Effec�ve u�liza�on of HR so�ware depends on high-quality 

data. Good data is essen�al for achieving the full poten�al 

value of cloud-based HCM so�ware such as SAP 

SuccessFactors, Workday, or Oracle, as well as for 

process-specific so�ware solu�ons.

A consistent structure for job organiza�on is a fundamental 

element of any cloud HCM system. It must be uploaded 

during implementa�on and cannot be managed within the 

Cloud HCM so�ware itself. High-quality data about 

employees alone is not enough to realize the full benefits of 

HR so�ware. The data needs to be structurally consistent.

Crea�ng a job architecture before the implementa�on of 

HCM so�ware (or at least outside of it) is highly 

recommended. It will accelerate the implementa�on process 

and improve the so�ware’s func�onali�es, resul�ng in a 

be�er return on investment for your so�ware investment.

Once low-quality data is fed into the HCM so�ware, it is 

difficult to detect the missing value. In essence, you cannot 

see what is not there. It is essen�al to keep emphasizing that 

a well-designed job architecture can save costs by maximizing 

the output of your HR so�ware.

Maintain Control in Times of Structural 
Change  

Any organiza�on deals with change, such as growth, mergers 

or acquisi�ons, carve-outs, the emergence of project-based 

work, or rapid technological developments. A job 

architecture helps you to stay in control.

In �mes of growth, for example, it is easier to add new jobs to 

the exis�ng job families without impac�ng the compensa�on 

structure. During a merger, it allows you to consolidate two 

different structures into a single, consistent framework, 

which creates the desired synergies and minimizes the 

impact on employees. It also helps with ongoing 

technological change by improving Strategic Workforce 

Planning and enabling greater agility.

Facilitate Agility

It may seem counterintui�ve, but the structure of a job 

architecture makes an organiza�on more flexible and quicker 

in reac�ng to changing business needs. During the design 

process, clu�er is eliminated and a lean structure is created. 

Although there are tradi�onal features such as pay grades or 

job �tles, anything that impedes agility is eliminated. Jobs 

that may be required in the future can even be integrated 

into today's structure and pay system. 

Enhance Strategic Workforce Planning

When crea�ng your job architecture, you may find duplicate 

roles and overlapping responsibili�es. You can eliminate 

what is not needed and streamline your structure. However, 

Building a job architecture is achievable for any organiza�on. 

However, in prac�ce, it ini�ally looks like a complex 

undertaking as it involves iden�fying exis�ng structural 

inefficiencies and designing a more efficient and modern 

structure. Don't let this discourage you, though! Thankfully, 

there are tools available that simplify this task for you. These 

tools assist with the design and implementa�on of the job 

architecture. To help you focus on the relevant issues of 

internal organiza�on and select the best tools for your needs, 

here is an overview of what to look out for.

Organiza�onal challenges

Crea�ng alignment with organiza�onal goals: Align the job 

architecture with the organiza�on's overall goals and 

objec�ves. Involve all relevant stakeholders in the process to 

create alignment from the beginning.

Purpose and Func�on: Develop a clear understanding of the 

job architecture's purpose and how it fits into the 

organiza�on's overall structure. Communicate transparently 

throughout the process and provide ample training and 

resources to aid understanding and adop�on.

Technical challenges

Limited quality of exis�ng data: Address the issue by 

establishing clear rules for collec�ng the job data. Watch out 

specifically for the following:

• Poor job data transparency: Job descrip�ons may not 

exist, be unstructured or inconsistent, or be stored in 

inaccessible loca�ons. This impedes a common 

understanding and language to talk about jobs and skills.

• Outdated job catalogs: Out-of-date job descrip�ons 

(especially tasks and skills) will not reflect the 

competencies needed to succeed and neither your 

development framework. It reduces career flexibility, 

talent mobility, and the results of learning ac�vi�es.

• Heterogeneous job grading: Exis�ng job grading 

structures may vary across regions or legal en��es. The 

criteria used for job grading may not reflect the 

expecta�ons of a modern workforce. This can cause 

significant effort for re-grading and impedes flexibility. 

Customiza�on: Determine the appropriate job families, 

levels, and skills for your organiza�on's unique needs. All 

people involved need to agree on a meaningful way to cluster 

jobs (into job families, sub-job families, or otherwise), how to 

write job descrip�ons, and how to level the jobs.

Consistency: If you're looking to create a fair and consistent 

job evalua�on process for your company, then u�lize 

high-quality data and grading criteria across all departments 

and loca�ons. 

Agility and scalability: Any company is working towards 

organiza�onal growth and should be prepared for future 

changes. Be consistent, complete, and correct in your job 

descrip�ons and defini�ons. But don’t get too detailed 

because it limits your capacity for quick reac�ons. 

Compliance: External rules may relate to specific 

qualifica�ons required for a job, salary regula�ons, or similar. 

Internal standards could refer to approval processes, DE&I 

policies, or employee branding standards. To consider all 

necessary policies, communicate with all people involved. 

Data security: Protec�ng employee data is crucial, and it's 

essen�al to determine who has access to what informa�on 

and what level of rights they hold during the design process 

(e.g., view, edit, approve). This should be reflected in the job 

architecture tool you choose, whether it's specialized 

so�ware or Excel. While you want to limit who can download 

the data, you s�ll need to provide access to accurate data 

when it's necessary for making opera�onal or strategic 

decisions. Balancing data security with access ensures that 

the right people have the informa�on they need to propel 

the organiza�on forward.

Time and resources: Once the data is prepared and the job 

catalog finalized, the next step is to assign employees to their 

respec�ve roles. This process can be �me-consuming, prone 

to errors, and filled with repe��ve tasks, making it essen�al 

to get it right. To make this process efficient and reduce the 

risk of inaccuracies, choose a tool that is user-friendly and 

allows for bulk assignments while also providing in-depth 

analysis for more nuanced decision-making.

Integra�on into your HR-so�ware landscape: A job 

architecture serves as the infrastructure backbone for many 

HR processes, making it necessary to ensure that the data is 

integrated seamlessly into all your HR systems. It enables 

consistent decision-making and allows you to leverage all 

benefits of your job architecture. Discuss the integra�on as a 

prerequisite for the successful implementa�on before you 

compile the final data sets.

Periodic reviews: Regular reviews help maintain the 

effec�veness of your job architecture. An outdated job 

architecture may hinder transforma�on ini�a�ves and lead 

to poor quality HR decisions (i.e., inefficient compensa�on 

strategy or una�rac�ve career paths). Store your job 

architecture in a place that allows easy access, updates, and 

integra�on with your HR backbone. It ensures that you can 

make necessary changes and keep your job architecture up 

to date, enabling you to fully leverage its benefits.

Cultural challenges

Change Management: Managing employee expecta�ons and 

poten�al resistance to change is crucial. For example, 

replacing legacy prac�ces that employees may be used to, 

but hinder your organiza�on's ability to adapt to changing 

business environments and new ways of working, such as 

project-based roles or increased internal talent mobility. You 

can overcome this challenge with effec�ve communica�on 

and the support of management. By explaining the need for 

change and its poten�al posi�ve impacts, employees can be 

encouraged to embrace the change, fostering an atmosphere 

of understanding and coopera�on.

Training and Resources: All staff members must understand 

what the new job architecture brings to the organiza�on and 

how it will impact their role. Provide adequate training and 

resources to managers and employees on the new job 

architecture and its implica�ons.

Pay Equity: Address poten�al pay equity concerns resul�ng 

from job restructuring. Crea�ng a leaner structure means 

ge�ng rid of excep�ons as much as possible, both posi�ve 

and nega�ve. Minimize issues by crea�ng a consistent and 

comprehensible grading structure. During the grading 

process, compare current and future grades. Ensure that any 

poten�al pay equity concern will be addressed fairly and 

promptly. 

While the challenges of building a job architecture may seem 

daun�ng, they are all part of HR's daily business already and 

should not discourage you. In the next chapter, we will 

explore job architecture design and provide you with the 

knowledge you need to effec�vely address these challenges 

in the process and ensure that your organiza�on reaps all the 

benefits from a job architecture.

 

you can also create recurring value by improving your 

Strategic Workforce Planning. By having high visibility of job 

requirements, individual qualifica�ons, and skills, you can 

iden�fy gaps (and overlaps) between employees today and 

the roles of the future. This gives you the �me to iden�fy or 

train the people that you need and adapt your HR programs.

Set up Skill Management

You can manage a job architecture without looking at skills, 

but you cannot apply skills-based prac�ces without a job 

architecture. Whatever the specific goals of a skill project are, 

at one point of the journey the desired skills must be 

matched with employees. One side of the matching occurs on 

a personal level with people, while the other side occurs on 

the organiza�onal level, with a structure that is expressed in 

jobs, roles, or careers. The matching of both will only give a 

realis�c result if both sides are accurate.

An up-to-date job architecture provides one of the two sides: 

it organizes jobs as a collec�on of tasks, responsibili�es, and 

skills. The la�er being the capabili�es, qualifica�ons, and 

knowledge needed to succeed in a job. By tying skills to all 

jobs within your job architecture, you create a common 

ontology, a coherent currency of content, that you can use for 

registering individual skills. Aligning the job architecture with 

a skills taxonomy and both together with the organiza�on's 

objec�ves has a considerable impact on the organiza�on's 

ability to adapt to new demands.
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Design: How to Create a Job 
Architecture
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Building a job architecture is achievable for any organiza�on. 

However, in prac�ce, it ini�ally looks like a complex 

undertaking as it involves iden�fying exis�ng structural 

inefficiencies and designing a more efficient and modern 

structure. Don't let this discourage you, though! Thankfully, 

there are tools available that simplify this task for you. These 

tools assist with the design and implementa�on of the job 

architecture. To help you focus on the relevant issues of 

internal organiza�on and select the best tools for your needs, 

here is an overview of what to look out for.

Organiza�onal challenges

Crea�ng alignment with organiza�onal goals: Align the job 

architecture with the organiza�on's overall goals and 

objec�ves. Involve all relevant stakeholders in the process to 

create alignment from the beginning.

Purpose and Func�on: Develop a clear understanding of the 

job architecture's purpose and how it fits into the 

organiza�on's overall structure. Communicate transparently 

throughout the process and provide ample training and 

resources to aid understanding and adop�on.

Technical challenges

Limited quality of exis�ng data: Address the issue by 

establishing clear rules for collec�ng the job data. Watch out 

specifically for the following:

• Poor job data transparency: Job descrip�ons may not 

Job Architecture Design – Project 
Prepara�on

To illustrate the importance of flawless prepara�on, we 

return to the parable of a healthy lifestyle. Just as a healthy 

lifestyle requires reflec�on and a bit of planning to iden�fy 

the bits and pieces that work for you individually, so too does 

a successful job architecture project. 

You will need to decide what your actual goal is (general 

well-being?), see if there is something you can build upon 

(any par�cular sport or food that you enjoy?), get support 

(does your partner go along?), and you need to decide on a 

personal path forward (what will I change?).    

These are the same things you should think about to set up 

your job architecture design project for success. For your 

organiza�on, you would think about your company’s goals, 

the exis�ng structure and data you can build upon, your 

colleagues from other departments, and an ac�on plan for 

the team.

Define Your Objec�ves

The first step is to define what you want to achieve with a job 

architecture, your goals, and your objec�ves. Clarify the 

specific business needs that the job architecture is supposed 

to address. For example, improving organiza�onal efficiency, 

enhancing employee engagement, or ensuring compliance 

with regulatory requirements. The objec�ves are individual 

to each organiza�on. Here are some guiding ques�ons that 

will help you to define your goals. Answering these ques�ons 

exist, be unstructured or inconsistent, or be stored in 

inaccessible loca�ons. This impedes a common 

understanding and language to talk about jobs and skills.

• Outdated job catalogs: Out-of-date job descrip�ons 

(especially tasks and skills) will not reflect the 

competencies needed to succeed and neither your 

development framework. It reduces career flexibility, 

talent mobility, and the results of learning ac�vi�es.

• Heterogeneous job grading: Exis�ng job grading 

structures may vary across regions or legal en��es. The 

criteria used for job grading may not reflect the 

expecta�ons of a modern workforce. This can cause 

significant effort for re-grading and impedes flexibility. 

Customiza�on: Determine the appropriate job families, 

levels, and skills for your organiza�on's unique needs. All 

people involved need to agree on a meaningful way to cluster 

jobs (into job families, sub-job families, or otherwise), how to 

write job descrip�ons, and how to level the jobs.

Consistency: If you're looking to create a fair and consistent 

job evalua�on process for your company, then u�lize 

high-quality data and grading criteria across all departments 

and loca�ons. 

Agility and scalability: Any company is working towards 

organiza�onal growth and should be prepared for future 

changes. Be consistent, complete, and correct in your job 

descrip�ons and defini�ons. But don’t get too detailed 

because it limits your capacity for quick reac�ons. 

Compliance: External rules may relate to specific 

qualifica�ons required for a job, salary regula�ons, or similar. 

Internal standards could refer to approval processes, DE&I 

policies, or employee branding standards. To consider all 

necessary policies, communicate with all people involved. 

Data security: Protec�ng employee data is crucial, and it's 

essen�al to determine who has access to what informa�on 

and what level of rights they hold during the design process 

(e.g., view, edit, approve). This should be reflected in the job 

architecture tool you choose, whether it's specialized 

so�ware or Excel. While you want to limit who can download 

the data, you s�ll need to provide access to accurate data 

when it's necessary for making opera�onal or strategic 

decisions. Balancing data security with access ensures that 

the right people have the informa�on they need to propel 

the organiza�on forward.

Time and resources: Once the data is prepared and the job 

catalog finalized, the next step is to assign employees to their 

respec�ve roles. This process can be �me-consuming, prone 

to errors, and filled with repe��ve tasks, making it essen�al 

to get it right. To make this process efficient and reduce the 

risk of inaccuracies, choose a tool that is user-friendly and 

allows for bulk assignments while also providing in-depth 

analysis for more nuanced decision-making.

Integra�on into your HR-so�ware landscape: A job 

architecture serves as the infrastructure backbone for many 

HR processes, making it necessary to ensure that the data is 

integrated seamlessly into all your HR systems. It enables 

consistent decision-making and allows you to leverage all 

benefits of your job architecture. Discuss the integra�on as a 

prerequisite for the successful implementa�on before you 

compile the final data sets.

Periodic reviews: Regular reviews help maintain the 

effec�veness of your job architecture. An outdated job 

architecture may hinder transforma�on ini�a�ves and lead 

to poor quality HR decisions (i.e., inefficient compensa�on 

strategy or una�rac�ve career paths). Store your job 

architecture in a place that allows easy access, updates, and 

integra�on with your HR backbone. It ensures that you can 

make necessary changes and keep your job architecture up 

to date, enabling you to fully leverage its benefits.

Cultural challenges

Change Management: Managing employee expecta�ons and 

poten�al resistance to change is crucial. For example, 

replacing legacy prac�ces that employees may be used to, 

but hinder your organiza�on's ability to adapt to changing 

business environments and new ways of working, such as 

project-based roles or increased internal talent mobility. You 

can overcome this challenge with effec�ve communica�on 

and the support of management. By explaining the need for 

change and its poten�al posi�ve impacts, employees can be 

encouraged to embrace the change, fostering an atmosphere 

of understanding and coopera�on.

Training and Resources: All staff members must understand 

what the new job architecture brings to the organiza�on and 

how it will impact their role. Provide adequate training and 

resources to managers and employees on the new job 

architecture and its implica�ons.

Pay Equity: Address poten�al pay equity concerns resul�ng 

from job restructuring. Crea�ng a leaner structure means 

ge�ng rid of excep�ons as much as possible, both posi�ve 

and nega�ve. Minimize issues by crea�ng a consistent and 

comprehensible grading structure. During the grading 

process, compare current and future grades. Ensure that any 

poten�al pay equity concern will be addressed fairly and 

promptly. 

While the challenges of building a job architecture may seem 

daun�ng, they are all part of HR's daily business already and 

should not discourage you. In the next chapter, we will 

explore job architecture design and provide you with the 

knowledge you need to effec�vely address these challenges 

in the process and ensure that your organiza�on reaps all the 

benefits from a job architecture.

 

Define The Scope

Once you have established the goals and objec�ves, you should determine the project scope and if there is anything you can work 

with. It includes iden�fying the exis�ng job families and levels of the job architecture and the data sources used to inform your job 

architecture. This may include job descrip�ons, performance evalua�ons, compensa�on data, and other relevant informa�on. The 

following ques�ons will help you determine the scope and resources available:

Involve The Right People

Making job architecture work for everyone involves 

collabora�on. Involve key stakeholders from different levels 

and func�ons within the organiza�on - such as senior 

execu�ves, HR, and job experts - from the very beginning to 

ensure that their needs and concerns are taken into account. 

This will help create a job architecture that reflects the needs 

of the en�re organiza�on and works for everyone.

• Steering Commi�ee: Consider crea�ng a steering group 

to obtain commitment and buy-in from all levels. This 

will ensure that the project has clear goals and can be 

delivered within budget, that the necessary changes can 

really be implemented, and that you have a top-down 

endorsement for internal communica�on.   

• HR - Talent Management: They are one of your main 

partners because a job architecture develops immediate 

impact on nearly all talent management ini�a�ves, such 

as defining meaningful career paths that are mo�va�ng 

for employees and in line with the organiza�on’s goals. 

They would also link the job architecture with the 

recrui�ng strategy (hiring needs, the system used, job 

pos�ngs to be derived…).   

• HR - Compensa�on & Benefits: It is also essen�al to have 

the team responsible for compensa�on and benefits on 

board. It is their responsibility to provide the HR Business 

Partners and the en�re team with input about the 

exis�ng structure (job families, sub-job families, 

grades…). They would also closely monitor the impact of 

a new job architecture on the current pay structures. In 

addi�on, this team can drive the process of selec�ng 

so�ware for job architecture design because they are 

well-equipped to define the correct requirements.  

• IT: Together with HR, IT can an�cipate the impact of the 

job architecture on the HR backend system, be it HCM or 

HRIS, and any other so�ware. They usually are the 

driving force because a job architecture is part of the 

implementa�on process of backend systems such as 

SuccessFactors, Workday, or Oracle, and they need a job 

architecture before the go-live dates. They should also 

par�cipate in the selec�on of a job-architecture tool to 

assure that it works seamlessly with the so�ware 

systems they manage. 

• Internal Communica�on: It is essen�al to inform all 

employees on �me, update them regularly, and provide 

an open channel to address their concerns and 

ques�ons. Internal Communica�on will help you to 

develop an adequate communica�on plan.  

• Legal Department: First, you might need advice on 

upda�ng exis�ng work contracts within the new job 

architecture framework. Second, many organiza�ons 

might need to involve unions or employee 

representa�ves. Especially when it comes to changes in 

grades and pay programs. Do not underes�mate their 

poten�al resistance and start communica�ng early.  

• Procurement: The larger an organiza�on, the more likely 

it will need to acquire specialized so�ware to create the 

job catalog and organize the mapping process. Up to 

2.000 employees can be managed in an Excel file. From 

2.000 employees on, the process efficiency and risk of 

making errors will rise drama�cally.

• Subject Ma�er Experts on Job Architecture: In prac�ce, 

many organiza�ons lack the experience and know-how 

required to design a job architecture from a content 

perspec�ve. Hiring external subject ma�er experts can 

improve the efficiency of the process. Their role would 

be providing expert advice about the specific job 

structure to adopt, defining the most efficient process, 

and delivering content about the necessary job 

descrip�ons and skills.

Choose The Best Process

Finally, you should choose the best process to build the job 

catalog for your organiza�on. For example, you might choose 

a top-down approach (where the job architecture is 

developed by senior leaders and then cascaded down to 

lower levels), or you prefer a bo�om-up approach, where 

employees and managers are driving the process. The 

What are the drivers for your job architecture 
project?

What are the current and future business 
needs of your organiza�on that the job 
architecture will address?

How will the job architecture support your 
organiza�on's overall strategic goals?

How will the job architecture influence 
employee engagement, reten�on, and career 
development?

How will the job architecture impact 
compensa�on and benefits programs?

How will the job architecture help 
organiza�onal design and repor�ng 
structures?

How would a job architecture support 
diversity, equity, and inclusion?

What are the �melines and resources 
required to complete the project?
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will help ensure that the job architecture is accurately aligned 

with the organiza�on's needs and drive ac�onable results.

following ques�ons will help you to decide on the best 

approach for your project:

• Standardized or Customized job model: Do market 

standards work for you, or do you need customized 

solu�ons? This relates to standard job catalogs, standard 

value chains, and standard grading mechanisms.

• Closed-shop vs. Open-stage approach: How many 

stakeholders need to be involved in the design of the job 

catalog? You may decide to involve only a dedicated HR 

Core team, or is it more appropriate to integrate a large 

base of managers and representa�ves from the 

workforce to create the model?

• U�liza�on of AI: ChatGPT and related AI tools are 

nowadays a�rac�ve for genera�ng job profiles “the easy 

way”. Indeed, these tools might help any project team to 

create job content rapidly. However: Think twice about 

how the results fit the needs of the job model. Though 

overall providing efficient support, AI tools generate 

content that is different any�me you use the tool, even 

when entering the same prompt... And if you use them, 

do not forget to check whether the results are 

compa�ble with your value chain.

• MS Excel/Teams vs. dedicated Job Architecture 

So�ware: Well, of course, we are convinced about the 

numerous advantages of using specially designed 

so�ware for building and administra�ng the job catalog 

and also for the job mapping process. Working with 

many stakeholders globally on the same data source is no 

problem for a cloud solu�on but a challenge for 

non-specialized services.

• Home-grown or Consulted approach: First, building a job 

model is no rocket science. HR is well equipped and 

qualified to create a decent and fit-for-purpose job 

model. But as always: Employing professionals who are 

specialized and experienced in this topic brings 

considerable speed while at the same �me mi�ga�ng 

risks of failures and pi�alls lying along the way. If you 

want to make sure that you can meet the requirements 

of the business in terms of �me, then you should 

consider having experienced resources employed in the 

team.

In conclusion, designing and implemen�ng a job architecture 

requires planning and considera�on of the goals, scope, 

stakeholders, and methodology. Taking your �me to find the 

right approach for yourself will greatly enhance your success.
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Building a job architecture is achievable for any organiza�on. 

However, in prac�ce, it ini�ally looks like a complex 

undertaking as it involves iden�fying exis�ng structural 

inefficiencies and designing a more efficient and modern 

structure. Don't let this discourage you, though! Thankfully, 

there are tools available that simplify this task for you. These 

tools assist with the design and implementa�on of the job 

architecture. To help you focus on the relevant issues of 

internal organiza�on and select the best tools for your needs, 

here is an overview of what to look out for.

Organiza�onal challenges

Crea�ng alignment with organiza�onal goals: Align the job 

architecture with the organiza�on's overall goals and 

objec�ves. Involve all relevant stakeholders in the process to 

create alignment from the beginning.

Purpose and Func�on: Develop a clear understanding of the 

job architecture's purpose and how it fits into the 

organiza�on's overall structure. Communicate transparently 

throughout the process and provide ample training and 

resources to aid understanding and adop�on.

Technical challenges

Limited quality of exis�ng data: Address the issue by 

establishing clear rules for collec�ng the job data. Watch out 

specifically for the following:

• Poor job data transparency: Job descrip�ons may not 

Job Architecture Design – Project 
Prepara�on

To illustrate the importance of flawless prepara�on, we 

return to the parable of a healthy lifestyle. Just as a healthy 

lifestyle requires reflec�on and a bit of planning to iden�fy 

the bits and pieces that work for you individually, so too does 

a successful job architecture project. 

You will need to decide what your actual goal is (general 

well-being?), see if there is something you can build upon 

(any par�cular sport or food that you enjoy?), get support 

(does your partner go along?), and you need to decide on a 

personal path forward (what will I change?).    

These are the same things you should think about to set up 

your job architecture design project for success. For your 

organiza�on, you would think about your company’s goals, 

the exis�ng structure and data you can build upon, your 

colleagues from other departments, and an ac�on plan for 

the team.

Define Your Objec�ves

The first step is to define what you want to achieve with a job 

architecture, your goals, and your objec�ves. Clarify the 

specific business needs that the job architecture is supposed 

to address. For example, improving organiza�onal efficiency, 

enhancing employee engagement, or ensuring compliance 

with regulatory requirements. The objec�ves are individual 

to each organiza�on. Here are some guiding ques�ons that 

will help you to define your goals. Answering these ques�ons 

exist, be unstructured or inconsistent, or be stored in 

inaccessible loca�ons. This impedes a common 

understanding and language to talk about jobs and skills.

• Outdated job catalogs: Out-of-date job descrip�ons 

(especially tasks and skills) will not reflect the 

competencies needed to succeed and neither your 

development framework. It reduces career flexibility, 

talent mobility, and the results of learning ac�vi�es.

• Heterogeneous job grading: Exis�ng job grading 

structures may vary across regions or legal en��es. The 

criteria used for job grading may not reflect the 

expecta�ons of a modern workforce. This can cause 

significant effort for re-grading and impedes flexibility. 

Customiza�on: Determine the appropriate job families, 

levels, and skills for your organiza�on's unique needs. All 

people involved need to agree on a meaningful way to cluster 

jobs (into job families, sub-job families, or otherwise), how to 

write job descrip�ons, and how to level the jobs.

Consistency: If you're looking to create a fair and consistent 

job evalua�on process for your company, then u�lize 

high-quality data and grading criteria across all departments 

and loca�ons. 

Agility and scalability: Any company is working towards 

organiza�onal growth and should be prepared for future 

changes. Be consistent, complete, and correct in your job 

descrip�ons and defini�ons. But don’t get too detailed 

because it limits your capacity for quick reac�ons. 

Compliance: External rules may relate to specific 

qualifica�ons required for a job, salary regula�ons, or similar. 

Internal standards could refer to approval processes, DE&I 

policies, or employee branding standards. To consider all 

necessary policies, communicate with all people involved. 

Data security: Protec�ng employee data is crucial, and it's 

essen�al to determine who has access to what informa�on 

and what level of rights they hold during the design process 

(e.g., view, edit, approve). This should be reflected in the job 

architecture tool you choose, whether it's specialized 

so�ware or Excel. While you want to limit who can download 

the data, you s�ll need to provide access to accurate data 

when it's necessary for making opera�onal or strategic 

decisions. Balancing data security with access ensures that 

the right people have the informa�on they need to propel 

the organiza�on forward.

Time and resources: Once the data is prepared and the job 

catalog finalized, the next step is to assign employees to their 

respec�ve roles. This process can be �me-consuming, prone 

to errors, and filled with repe��ve tasks, making it essen�al 

to get it right. To make this process efficient and reduce the 

risk of inaccuracies, choose a tool that is user-friendly and 

allows for bulk assignments while also providing in-depth 

analysis for more nuanced decision-making.

Integra�on into your HR-so�ware landscape: A job 

architecture serves as the infrastructure backbone for many 

HR processes, making it necessary to ensure that the data is 

integrated seamlessly into all your HR systems. It enables 

consistent decision-making and allows you to leverage all 

benefits of your job architecture. Discuss the integra�on as a 

prerequisite for the successful implementa�on before you 

compile the final data sets.

Periodic reviews: Regular reviews help maintain the 

effec�veness of your job architecture. An outdated job 

architecture may hinder transforma�on ini�a�ves and lead 

to poor quality HR decisions (i.e., inefficient compensa�on 

strategy or una�rac�ve career paths). Store your job 

architecture in a place that allows easy access, updates, and 

integra�on with your HR backbone. It ensures that you can 

make necessary changes and keep your job architecture up 

to date, enabling you to fully leverage its benefits.

Cultural challenges

Change Management: Managing employee expecta�ons and 

poten�al resistance to change is crucial. For example, 

replacing legacy prac�ces that employees may be used to, 

but hinder your organiza�on's ability to adapt to changing 

business environments and new ways of working, such as 

project-based roles or increased internal talent mobility. You 

can overcome this challenge with effec�ve communica�on 

and the support of management. By explaining the need for 

change and its poten�al posi�ve impacts, employees can be 

encouraged to embrace the change, fostering an atmosphere 

of understanding and coopera�on.

Training and Resources: All staff members must understand 

what the new job architecture brings to the organiza�on and 

how it will impact their role. Provide adequate training and 

resources to managers and employees on the new job 

architecture and its implica�ons.

Pay Equity: Address poten�al pay equity concerns resul�ng 

from job restructuring. Crea�ng a leaner structure means 

ge�ng rid of excep�ons as much as possible, both posi�ve 

and nega�ve. Minimize issues by crea�ng a consistent and 

comprehensible grading structure. During the grading 

process, compare current and future grades. Ensure that any 

poten�al pay equity concern will be addressed fairly and 

promptly. 

While the challenges of building a job architecture may seem 

daun�ng, they are all part of HR's daily business already and 

should not discourage you. In the next chapter, we will 

explore job architecture design and provide you with the 

knowledge you need to effec�vely address these challenges 

in the process and ensure that your organiza�on reaps all the 

benefits from a job architecture.

 

Define The Scope

Once you have established the goals and objec�ves, you should determine the project scope and if there is anything you can work 

with. It includes iden�fying the exis�ng job families and levels of the job architecture and the data sources used to inform your job 

architecture. This may include job descrip�ons, performance evalua�ons, compensa�on data, and other relevant informa�on. The 

following ques�ons will help you determine the scope and resources available:

Involve The Right People

Making job architecture work for everyone involves 

collabora�on. Involve key stakeholders from different levels 

and func�ons within the organiza�on - such as senior 

execu�ves, HR, and job experts - from the very beginning to 

ensure that their needs and concerns are taken into account. 

This will help create a job architecture that reflects the needs 

of the en�re organiza�on and works for everyone.

• Steering Commi�ee: Consider crea�ng a steering group 

to obtain commitment and buy-in from all levels. This 

will ensure that the project has clear goals and can be 

delivered within budget, that the necessary changes can 

really be implemented, and that you have a top-down 

endorsement for internal communica�on.   

• HR - Talent Management: They are one of your main 

partners because a job architecture develops immediate 

impact on nearly all talent management ini�a�ves, such 

as defining meaningful career paths that are mo�va�ng 

for employees and in line with the organiza�on’s goals. 

They would also link the job architecture with the 

recrui�ng strategy (hiring needs, the system used, job 

pos�ngs to be derived…).   

• HR - Compensa�on & Benefits: It is also essen�al to have 

the team responsible for compensa�on and benefits on 

board. It is their responsibility to provide the HR Business 

Partners and the en�re team with input about the 

exis�ng structure (job families, sub-job families, 

grades…). They would also closely monitor the impact of 

a new job architecture on the current pay structures. In 

addi�on, this team can drive the process of selec�ng 

so�ware for job architecture design because they are 

well-equipped to define the correct requirements.  

• IT: Together with HR, IT can an�cipate the impact of the 

job architecture on the HR backend system, be it HCM or 

HRIS, and any other so�ware. They usually are the 

driving force because a job architecture is part of the 

implementa�on process of backend systems such as 

SuccessFactors, Workday, or Oracle, and they need a job 

architecture before the go-live dates. They should also 

par�cipate in the selec�on of a job-architecture tool to 

assure that it works seamlessly with the so�ware 

systems they manage. 

• Internal Communica�on: It is essen�al to inform all 

employees on �me, update them regularly, and provide 

an open channel to address their concerns and 

ques�ons. Internal Communica�on will help you to 

develop an adequate communica�on plan.  

• Legal Department: First, you might need advice on 

upda�ng exis�ng work contracts within the new job 

architecture framework. Second, many organiza�ons 

might need to involve unions or employee 

representa�ves. Especially when it comes to changes in 

grades and pay programs. Do not underes�mate their 

poten�al resistance and start communica�ng early.  

• Procurement: The larger an organiza�on, the more likely 

it will need to acquire specialized so�ware to create the 

job catalog and organize the mapping process. Up to 

2.000 employees can be managed in an Excel file. From 

2.000 employees on, the process efficiency and risk of 

making errors will rise drama�cally.

• Subject Ma�er Experts on Job Architecture: In prac�ce, 

many organiza�ons lack the experience and know-how 

required to design a job architecture from a content 

perspec�ve. Hiring external subject ma�er experts can 

improve the efficiency of the process. Their role would 

be providing expert advice about the specific job 

structure to adopt, defining the most efficient process, 

and delivering content about the necessary job 

descrip�ons and skills.

Choose The Best Process

Finally, you should choose the best process to build the job 

catalog for your organiza�on. For example, you might choose 

a top-down approach (where the job architecture is 

developed by senior leaders and then cascaded down to 

lower levels), or you prefer a bo�om-up approach, where 

employees and managers are driving the process. The 

will help ensure that the job architecture is accurately aligned 

with the organiza�on's needs and drive ac�onable results.

Are there any crucial jobs or job families for the 
organiza�on’s value chain, and should be 
priori�zed?

Is there an exis�ng job architecture? When 
was it reviewed the last �me?

Are the roles and responsibili�es of each job 
stored somewhere, complete, and up to date?

Can you iden�fy gaps and overlaps within the 
current jobs? How can they be addressed?

What is the current state of the organiza�onal 
structure? Can you iden�fy any inefficiencies, 
redundancies, or future requirements?

Which data sources can you use for job 
descrip�ons, qualifica�ons, and grades?

What are the key skills required for success in 
each role today? Are they likely to change in 
the future?

Does the current job leveling system effec�vely 
support career progression and compensa�on 
decisions, or does it need improvement?

What metrics will you use to measure the 
success of the job architecture project?

Can you iden�fy poten�al challenges and 
decide how to address them upfront?

What are the current and an�cipated job 
market trends and compensa�on levels?

Do you have to count on new regulatory and 
compliance requirements?

Is your job architecture integrated with all 
other HR processes?

With which HR so�ware will it be integrated 
apart from your HCM so�ware, i.e., the 
recrui�ng so�ware or an evalua�on system? 

How can a new job architecture be maintained 
and periodically reviewed?

Is there a �meline and/or a budget for the 
project?

Who are the key stakeholders involved in the 
job architecture project, and what are their 
expecta�ons?
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following ques�ons will help you to decide on the best 

approach for your project:

• Standardized or Customized job model: Do market 

standards work for you, or do you need customized 

solu�ons? This relates to standard job catalogs, standard 

value chains, and standard grading mechanisms.

• Closed-shop vs. Open-stage approach: How many 

stakeholders need to be involved in the design of the job 

catalog? You may decide to involve only a dedicated HR 

Core team, or is it more appropriate to integrate a large 

base of managers and representa�ves from the 

workforce to create the model?

• U�liza�on of AI: ChatGPT and related AI tools are 

nowadays a�rac�ve for genera�ng job profiles “the easy 

way”. Indeed, these tools might help any project team to 

create job content rapidly. However: Think twice about 

how the results fit the needs of the job model. Though 

overall providing efficient support, AI tools generate 

content that is different any�me you use the tool, even 

when entering the same prompt... And if you use them, 

do not forget to check whether the results are 

compa�ble with your value chain.

• MS Excel/Teams vs. dedicated Job Architecture 

So�ware: Well, of course, we are convinced about the 

numerous advantages of using specially designed 

so�ware for building and administra�ng the job catalog 

and also for the job mapping process. Working with 

many stakeholders globally on the same data source is no 

problem for a cloud solu�on but a challenge for 

non-specialized services.

• Home-grown or Consulted approach: First, building a job 

model is no rocket science. HR is well equipped and 

qualified to create a decent and fit-for-purpose job 

model. But as always: Employing professionals who are 

specialized and experienced in this topic brings 

considerable speed while at the same �me mi�ga�ng 

risks of failures and pi�alls lying along the way. If you 

want to make sure that you can meet the requirements 

of the business in terms of �me, then you should 

consider having experienced resources employed in the 

team.

In conclusion, designing and implemen�ng a job architecture 

requires planning and considera�on of the goals, scope, 

stakeholders, and methodology. Taking your �me to find the 

right approach for yourself will greatly enhance your success.
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Building a job architecture is achievable for any organiza�on. 

However, in prac�ce, it ini�ally looks like a complex 

undertaking as it involves iden�fying exis�ng structural 

inefficiencies and designing a more efficient and modern 

structure. Don't let this discourage you, though! Thankfully, 

there are tools available that simplify this task for you. These 

tools assist with the design and implementa�on of the job 

architecture. To help you focus on the relevant issues of 

internal organiza�on and select the best tools for your needs, 

here is an overview of what to look out for.

Organiza�onal challenges

Crea�ng alignment with organiza�onal goals: Align the job 

architecture with the organiza�on's overall goals and 

objec�ves. Involve all relevant stakeholders in the process to 

create alignment from the beginning.

Purpose and Func�on: Develop a clear understanding of the 

job architecture's purpose and how it fits into the 

organiza�on's overall structure. Communicate transparently 

throughout the process and provide ample training and 

resources to aid understanding and adop�on.

Technical challenges

Limited quality of exis�ng data: Address the issue by 

establishing clear rules for collec�ng the job data. Watch out 

specifically for the following:

• Poor job data transparency: Job descrip�ons may not 

Job Architecture Design – Project 
Prepara�on

To illustrate the importance of flawless prepara�on, we 

return to the parable of a healthy lifestyle. Just as a healthy 

lifestyle requires reflec�on and a bit of planning to iden�fy 

the bits and pieces that work for you individually, so too does 

a successful job architecture project. 

You will need to decide what your actual goal is (general 

well-being?), see if there is something you can build upon 

(any par�cular sport or food that you enjoy?), get support 

(does your partner go along?), and you need to decide on a 

personal path forward (what will I change?).    

These are the same things you should think about to set up 

your job architecture design project for success. For your 

organiza�on, you would think about your company’s goals, 

the exis�ng structure and data you can build upon, your 

colleagues from other departments, and an ac�on plan for 

the team.

Define Your Objec�ves

The first step is to define what you want to achieve with a job 

architecture, your goals, and your objec�ves. Clarify the 

specific business needs that the job architecture is supposed 

to address. For example, improving organiza�onal efficiency, 

enhancing employee engagement, or ensuring compliance 

with regulatory requirements. The objec�ves are individual 

to each organiza�on. Here are some guiding ques�ons that 

will help you to define your goals. Answering these ques�ons 

exist, be unstructured or inconsistent, or be stored in 

inaccessible loca�ons. This impedes a common 

understanding and language to talk about jobs and skills.

• Outdated job catalogs: Out-of-date job descrip�ons 

(especially tasks and skills) will not reflect the 

competencies needed to succeed and neither your 

development framework. It reduces career flexibility, 

talent mobility, and the results of learning ac�vi�es.

• Heterogeneous job grading: Exis�ng job grading 

structures may vary across regions or legal en��es. The 

criteria used for job grading may not reflect the 

expecta�ons of a modern workforce. This can cause 

significant effort for re-grading and impedes flexibility. 

Customiza�on: Determine the appropriate job families, 

levels, and skills for your organiza�on's unique needs. All 

people involved need to agree on a meaningful way to cluster 

jobs (into job families, sub-job families, or otherwise), how to 

write job descrip�ons, and how to level the jobs.

Consistency: If you're looking to create a fair and consistent 

job evalua�on process for your company, then u�lize 

high-quality data and grading criteria across all departments 

and loca�ons. 

Agility and scalability: Any company is working towards 

organiza�onal growth and should be prepared for future 

changes. Be consistent, complete, and correct in your job 

descrip�ons and defini�ons. But don’t get too detailed 

because it limits your capacity for quick reac�ons. 

Compliance: External rules may relate to specific 

qualifica�ons required for a job, salary regula�ons, or similar. 

Internal standards could refer to approval processes, DE&I 

policies, or employee branding standards. To consider all 

necessary policies, communicate with all people involved. 

Data security: Protec�ng employee data is crucial, and it's 

essen�al to determine who has access to what informa�on 

and what level of rights they hold during the design process 

(e.g., view, edit, approve). This should be reflected in the job 

architecture tool you choose, whether it's specialized 

so�ware or Excel. While you want to limit who can download 

the data, you s�ll need to provide access to accurate data 

when it's necessary for making opera�onal or strategic 

decisions. Balancing data security with access ensures that 

the right people have the informa�on they need to propel 

the organiza�on forward.

Time and resources: Once the data is prepared and the job 

catalog finalized, the next step is to assign employees to their 

respec�ve roles. This process can be �me-consuming, prone 

to errors, and filled with repe��ve tasks, making it essen�al 

to get it right. To make this process efficient and reduce the 

risk of inaccuracies, choose a tool that is user-friendly and 

allows for bulk assignments while also providing in-depth 

analysis for more nuanced decision-making.

Integra�on into your HR-so�ware landscape: A job 

architecture serves as the infrastructure backbone for many 

HR processes, making it necessary to ensure that the data is 

integrated seamlessly into all your HR systems. It enables 

consistent decision-making and allows you to leverage all 

benefits of your job architecture. Discuss the integra�on as a 

prerequisite for the successful implementa�on before you 

compile the final data sets.

Periodic reviews: Regular reviews help maintain the 

effec�veness of your job architecture. An outdated job 

architecture may hinder transforma�on ini�a�ves and lead 

to poor quality HR decisions (i.e., inefficient compensa�on 

strategy or una�rac�ve career paths). Store your job 

architecture in a place that allows easy access, updates, and 

integra�on with your HR backbone. It ensures that you can 

make necessary changes and keep your job architecture up 

to date, enabling you to fully leverage its benefits.

Cultural challenges

Change Management: Managing employee expecta�ons and 

poten�al resistance to change is crucial. For example, 

replacing legacy prac�ces that employees may be used to, 

but hinder your organiza�on's ability to adapt to changing 

business environments and new ways of working, such as 

project-based roles or increased internal talent mobility. You 

can overcome this challenge with effec�ve communica�on 

and the support of management. By explaining the need for 

change and its poten�al posi�ve impacts, employees can be 

encouraged to embrace the change, fostering an atmosphere 

of understanding and coopera�on.

Training and Resources: All staff members must understand 

what the new job architecture brings to the organiza�on and 

how it will impact their role. Provide adequate training and 

resources to managers and employees on the new job 

architecture and its implica�ons.

Pay Equity: Address poten�al pay equity concerns resul�ng 

from job restructuring. Crea�ng a leaner structure means 

ge�ng rid of excep�ons as much as possible, both posi�ve 

and nega�ve. Minimize issues by crea�ng a consistent and 

comprehensible grading structure. During the grading 

process, compare current and future grades. Ensure that any 

poten�al pay equity concern will be addressed fairly and 

promptly. 

While the challenges of building a job architecture may seem 

daun�ng, they are all part of HR's daily business already and 

should not discourage you. In the next chapter, we will 

explore job architecture design and provide you with the 

knowledge you need to effec�vely address these challenges 

in the process and ensure that your organiza�on reaps all the 

benefits from a job architecture.

 

Define The Scope

Once you have established the goals and objec�ves, you should determine the project scope and if there is anything you can work 

with. It includes iden�fying the exis�ng job families and levels of the job architecture and the data sources used to inform your job 

architecture. This may include job descrip�ons, performance evalua�ons, compensa�on data, and other relevant informa�on. The 

following ques�ons will help you determine the scope and resources available:

Involve The Right People

Making job architecture work for everyone involves 

collabora�on. Involve key stakeholders from different levels 

and func�ons within the organiza�on - such as senior 

execu�ves, HR, and job experts - from the very beginning to 

ensure that their needs and concerns are taken into account. 

This will help create a job architecture that reflects the needs 

of the en�re organiza�on and works for everyone.

• Steering Commi�ee: Consider crea�ng a steering group 

to obtain commitment and buy-in from all levels. This 

will ensure that the project has clear goals and can be 

delivered within budget, that the necessary changes can 

really be implemented, and that you have a top-down 

endorsement for internal communica�on.   

• HR - Talent Management: They are one of your main 

partners because a job architecture develops immediate 

impact on nearly all talent management ini�a�ves, such 

as defining meaningful career paths that are mo�va�ng 

for employees and in line with the organiza�on’s goals. 

They would also link the job architecture with the 

recrui�ng strategy (hiring needs, the system used, job 

pos�ngs to be derived…).   

• HR - Compensa�on & Benefits: It is also essen�al to have 

the team responsible for compensa�on and benefits on 

board. It is their responsibility to provide the HR Business 

Partners and the en�re team with input about the 

exis�ng structure (job families, sub-job families, 

grades…). They would also closely monitor the impact of 

a new job architecture on the current pay structures. In 

addi�on, this team can drive the process of selec�ng 

so�ware for job architecture design because they are 

well-equipped to define the correct requirements.  

• IT: Together with HR, IT can an�cipate the impact of the 

job architecture on the HR backend system, be it HCM or 

HRIS, and any other so�ware. They usually are the 

driving force because a job architecture is part of the 

implementa�on process of backend systems such as 

SuccessFactors, Workday, or Oracle, and they need a job 

architecture before the go-live dates. They should also 

par�cipate in the selec�on of a job-architecture tool to 

assure that it works seamlessly with the so�ware 

systems they manage. 

• Internal Communica�on: It is essen�al to inform all 

employees on �me, update them regularly, and provide 

an open channel to address their concerns and 

ques�ons. Internal Communica�on will help you to 

develop an adequate communica�on plan.  

• Legal Department: First, you might need advice on 

upda�ng exis�ng work contracts within the new job 

architecture framework. Second, many organiza�ons 

might need to involve unions or employee 

representa�ves. Especially when it comes to changes in 

grades and pay programs. Do not underes�mate their 

poten�al resistance and start communica�ng early.  

• Procurement: The larger an organiza�on, the more likely 

it will need to acquire specialized so�ware to create the 

job catalog and organize the mapping process. Up to 

2.000 employees can be managed in an Excel file. From 

2.000 employees on, the process efficiency and risk of 

making errors will rise drama�cally.

• Subject Ma�er Experts on Job Architecture: In prac�ce, 

many organiza�ons lack the experience and know-how 

required to design a job architecture from a content 

perspec�ve. Hiring external subject ma�er experts can 

improve the efficiency of the process. Their role would 

be providing expert advice about the specific job 

structure to adopt, defining the most efficient process, 

and delivering content about the necessary job 

descrip�ons and skills.

Choose The Best Process

Finally, you should choose the best process to build the job 

catalog for your organiza�on. For example, you might choose 

a top-down approach (where the job architecture is 

developed by senior leaders and then cascaded down to 

lower levels), or you prefer a bo�om-up approach, where 

employees and managers are driving the process. The 

will help ensure that the job architecture is accurately aligned 

with the organiza�on's needs and drive ac�onable results.

following ques�ons will help you to decide on the best 

approach for your project:

• Standardized or Customized job model: Do market 

standards work for you, or do you need customized 

solu�ons? This relates to standard job catalogs, standard 

value chains, and standard grading mechanisms.

• Closed-shop vs. Open-stage approach: How many 

stakeholders need to be involved in the design of the job 

catalog? You may decide to involve only a dedicated HR 

Core team, or is it more appropriate to integrate a large 

base of managers and representa�ves from the 

workforce to create the model?

• U�liza�on of AI: ChatGPT and related AI tools are 

nowadays a�rac�ve for genera�ng job profiles “the easy 

way”. Indeed, these tools might help any project team to 

create job content rapidly. However: Think twice about 

how the results fit the needs of the job model. Though 

overall providing efficient support, AI tools generate 

content that is different any�me you use the tool, even 

when entering the same prompt... And if you use them, 

do not forget to check whether the results are 

compa�ble with your value chain.

• MS Excel/Teams vs. dedicated Job Architecture 

So�ware: Well, of course, we are convinced about the 

numerous advantages of using specially designed 

so�ware for building and administra�ng the job catalog 

and also for the job mapping process. Working with 

many stakeholders globally on the same data source is no 

problem for a cloud solu�on but a challenge for 

non-specialized services.

• Home-grown or Consulted approach: First, building a job 

model is no rocket science. HR is well equipped and 

qualified to create a decent and fit-for-purpose job 

model. But as always: Employing professionals who are 

specialized and experienced in this topic brings 

considerable speed while at the same �me mi�ga�ng 

risks of failures and pi�alls lying along the way. If you 

want to make sure that you can meet the requirements 

of the business in terms of �me, then you should 

consider having experienced resources employed in the 

team.

In conclusion, designing and implemen�ng a job architecture 

requires planning and considera�on of the goals, scope, 

stakeholders, and methodology. Taking your �me to find the 

right approach for yourself will greatly enhance your success.
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Job Architecture Design – Project 
Prepara�on

To illustrate the importance of flawless prepara�on, we 

return to the parable of a healthy lifestyle. Just as a healthy 

lifestyle requires reflec�on and a bit of planning to iden�fy 

the bits and pieces that work for you individually, so too does 

a successful job architecture project. 

You will need to decide what your actual goal is (general 

well-being?), see if there is something you can build upon 

(any par�cular sport or food that you enjoy?), get support 

(does your partner go along?), and you need to decide on a 

personal path forward (what will I change?).    

These are the same things you should think about to set up 

your job architecture design project for success. For your 

organiza�on, you would think about your company’s goals, 

the exis�ng structure and data you can build upon, your 

colleagues from other departments, and an ac�on plan for 

the team.

Define Your Objec�ves

The first step is to define what you want to achieve with a job 

architecture, your goals, and your objec�ves. Clarify the 

specific business needs that the job architecture is supposed 

to address. For example, improving organiza�onal efficiency, 

enhancing employee engagement, or ensuring compliance 

with regulatory requirements. The objec�ves are individual 

to each organiza�on. Here are some guiding ques�ons that 

will help you to define your goals. Answering these ques�ons 

Define The Scope

Once you have established the goals and objec�ves, you should determine the project scope and if there is anything you can work 

with. It includes iden�fying the exis�ng job families and levels of the job architecture and the data sources used to inform your job 

architecture. This may include job descrip�ons, performance evalua�ons, compensa�on data, and other relevant informa�on. The 

following ques�ons will help you determine the scope and resources available:

Involve The Right People

Making job architecture work for everyone involves 

collabora�on. Involve key stakeholders from different levels 

and func�ons within the organiza�on - such as senior 

execu�ves, HR, and job experts - from the very beginning to 

ensure that their needs and concerns are taken into account. 

This will help create a job architecture that reflects the needs 

of the en�re organiza�on and works for everyone.

• Steering Commi�ee: Consider crea�ng a steering group 

to obtain commitment and buy-in from all levels. This 

will ensure that the project has clear goals and can be 

delivered within budget, that the necessary changes can 

really be implemented, and that you have a top-down 

endorsement for internal communica�on.   

• HR - Talent Management: They are one of your main 

partners because a job architecture develops immediate 

impact on nearly all talent management ini�a�ves, such 

as defining meaningful career paths that are mo�va�ng 

for employees and in line with the organiza�on’s goals. 

They would also link the job architecture with the 

recrui�ng strategy (hiring needs, the system used, job 

pos�ngs to be derived…).   

• HR - Compensa�on & Benefits: It is also essen�al to have 

the team responsible for compensa�on and benefits on 

board. It is their responsibility to provide the HR Business 

Partners and the en�re team with input about the 

exis�ng structure (job families, sub-job families, 

grades…). They would also closely monitor the impact of 

a new job architecture on the current pay structures. In 

addi�on, this team can drive the process of selec�ng 

so�ware for job architecture design because they are 

well-equipped to define the correct requirements.  

• IT: Together with HR, IT can an�cipate the impact of the 

job architecture on the HR backend system, be it HCM or 

HRIS, and any other so�ware. They usually are the 

driving force because a job architecture is part of the 

implementa�on process of backend systems such as 

SuccessFactors, Workday, or Oracle, and they need a job 

architecture before the go-live dates. They should also 

par�cipate in the selec�on of a job-architecture tool to 

assure that it works seamlessly with the so�ware 

systems they manage. 

• Internal Communica�on: It is essen�al to inform all 

employees on �me, update them regularly, and provide 

an open channel to address their concerns and 

ques�ons. Internal Communica�on will help you to 

develop an adequate communica�on plan.  

• Legal Department: First, you might need advice on 

upda�ng exis�ng work contracts within the new job 

architecture framework. Second, many organiza�ons 

might need to involve unions or employee 

representa�ves. Especially when it comes to changes in 

grades and pay programs. Do not underes�mate their 

poten�al resistance and start communica�ng early.  

• Procurement: The larger an organiza�on, the more likely 

it will need to acquire specialized so�ware to create the 

job catalog and organize the mapping process. Up to 

2.000 employees can be managed in an Excel file. From 

2.000 employees on, the process efficiency and risk of 

making errors will rise drama�cally.

• Subject Ma�er Experts on Job Architecture: In prac�ce, 

many organiza�ons lack the experience and know-how 

required to design a job architecture from a content 

perspec�ve. Hiring external subject ma�er experts can 

improve the efficiency of the process. Their role would 

be providing expert advice about the specific job 

structure to adopt, defining the most efficient process, 

and delivering content about the necessary job 

descrip�ons and skills.

Choose The Best Process

Finally, you should choose the best process to build the job 

catalog for your organiza�on. For example, you might choose 

a top-down approach (where the job architecture is 

developed by senior leaders and then cascaded down to 

lower levels), or you prefer a bo�om-up approach, where 

employees and managers are driving the process. The 

will help ensure that the job architecture is accurately aligned 

with the organiza�on's needs and drive ac�onable results.

following ques�ons will help you to decide on the best 

approach for your project:

• Standardized or Customized job model: Do market 

standards work for you, or do you need customized 

solu�ons? This relates to standard job catalogs, standard 

value chains, and standard grading mechanisms.

• Closed-shop vs. Open-stage approach: How many 

stakeholders need to be involved in the design of the job 

catalog? You may decide to involve only a dedicated HR 

Core team, or is it more appropriate to integrate a large 

base of managers and representa�ves from the 

workforce to create the model?

• U�liza�on of AI: ChatGPT and related AI tools are 

nowadays a�rac�ve for genera�ng job profiles “the easy 

way”. Indeed, these tools might help any project team to 

create job content rapidly. However: Think twice about 

how the results fit the needs of the job model. Though 

overall providing efficient support, AI tools generate 

content that is different any�me you use the tool, even 

when entering the same prompt... And if you use them, 

do not forget to check whether the results are 

compa�ble with your value chain.

• MS Excel/Teams vs. dedicated Job Architecture 

So�ware: Well, of course, we are convinced about the 

numerous advantages of using specially designed 

so�ware for building and administra�ng the job catalog 

and also for the job mapping process. Working with 

many stakeholders globally on the same data source is no 

problem for a cloud solu�on but a challenge for 

non-specialized services.

• Home-grown or Consulted approach: First, building a job 

model is no rocket science. HR is well equipped and 

qualified to create a decent and fit-for-purpose job 

model. But as always: Employing professionals who are 

specialized and experienced in this topic brings 

considerable speed while at the same �me mi�ga�ng 

risks of failures and pi�alls lying along the way. If you 

want to make sure that you can meet the requirements 

of the business in terms of �me, then you should 

consider having experienced resources employed in the 

team.

In conclusion, designing and implemen�ng a job architecture 

requires planning and considera�on of the goals, scope, 

stakeholders, and methodology. Taking your �me to find the 

right approach for yourself will greatly enhance your success.
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Best Prac�ce: Job Architecture Design 
Process 

Step 1 - Conduct a Job Analysis

The first step is to analyze the current roles, iden�fying tasks, 

responsibili�es, skills, knowledge, and experience required 

for each posi�on. This is teamwork because there is usually 

not one person in an organiza�on that has the overview and 

depth of knowledge to do this for hundreds of roles. In 

prac�ce, HR Business Partners and Line Managers are best 

posi�oned to deliver high-quality content. They can use 

interviews, surveys, or simple observa�on to acquire the data 

and help you build a comprehensive overview of all jobs in 

your organiza�on.

Step 2 - Develop a Job Framework

A job framework outlines the key elements of the new job 

architecture. The framework should include job families and 

sub-job families (groups of jobs that are similar in terms of 

func�on, tasks, and skill requirements), job levels 

(complexity, responsibility, and authority), and job �tles (a 

clear way for employees to understand their role and 

communicate it to others). Apply the level of granularity that 

suits your needs (see table).

You will need consistent criteria and language to differen�ate 

all elements, make them comparable, and s�ll describe them 

correctly. This will require alignment and discussion with all 

stakeholders. Adopt best prac�ces and change them to meet 

your specific needs. Don’t forget that the framework needs 

to be aligned with the overall business needs and goals.

Step 3 – Create Job Descrip�ons

Develop job descrip�ons that give an accurate, detailed, 

up-to-date picture of the tasks, responsibili�es, and 

requirements of each posi�on. You can use the informa�on 

gathered during the job analysis. The descrip�ons should all 

have the same structure and language to make them 

comparable and consistent. They should include the skills 

needed to be successful in a role (capabili�es, qualifica�ons, 

knowledge). Make them precise but not too detailed because 

it would limit flexibility and require constant maintenance. 

Have the general business goals and the specific objec�ves for HR ready. Be clear about what they mean for your job 
architecture.

Gain clarity about the scope of your project.

Ensure execu�ve-level support.

Assess the need for external support, depending on complexity and urgency.

Decide on the use of specialized so�ware. If yes, clarify your requirements.

Secure the budget.

Determine a realis�c �me frame and include organiza�onal resources in your project plan.

Form a small but diverse working group.

Make sure you can communicate the benefits to employees.

Project Readiness Checklist
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Create a centralized repository where you can make changes 

over �me, add new jobs, and eliminate ex�nguished roles, 

with everyone involved having the necessary access rights to 

make it easily manageable.

Step 4 – Evaluate Pay Structures

The evalua�on of exis�ng pay structures serves to determine 

how far they align with the new job architecture. The 

objec�ve is to create a system that is fair, compe��ve by 

market standards, and aligned with the new job architecture 

that in turn supports your business goals.

You will need data about salaries, benefits, and all other 

forms of compensa�on for each (sub) job family, and role. You 

will also need to assign a level to each job (similar jobs in 

terms of complexity, responsibility, and scope) and create a 

globally consistent grading system (similar jobs in terms of 

educa�on, skills, and experience). This is also a task that 

involves intense teamwork. A new structure will expose 

(posi�ve and nega�ve) outliers and it’s a group effort to 

decide how to deal with these situa�ons. Understandably, 

every case that receives a lower level or grade in the new 

structure will be a case that encounters resistance. 

Step 5 – Define Career Paths

You define career paths by organizing jobs in progressive 

steps. Every job family and sub-job family should have their 

career path, outlining the requirements in terms of skills and 

experience for promo�on and advancement. But you should 

also think about including career paths in between func�ons 

to promote internal mobility and create be�er growth 

opportuni�es. The consistency used in Step 2 for the 

framework and Step 3 for the job descrip�ons provides you 

with the ability to carve out development paths among the 

many roles.   

Step 6 – Communicate Changes

Communicate the changes in the job architecture to all 

employees. Focus on the reasons for the changes and the 

benefits for employees. This will help create buy-in and 

ensure a smooth transi�on. It’s a crucial step that can make 

or break the success in the implementa�on phase. The early 

involvement of Internal Communica�on will be of great help.

Step 7 - Implement Job Architecture

Implement the new job architecture, including the new job 

descrip�ons, career paths, and pay structures. Ensure that 

the changes are being integrated into all relevant HR 

processes such as performance management and 

compensa�on processes. 

It’s also crucial to implement the new job architecture in your 

so�ware systems, especially in HCM or HRIS so�ware. This 

will not only help your job architecture come to live but also 

help to take full advantage of your so�ware.

Step 8 – Monitor and Evaluate

Monitor and evaluate the effec�veness of the new job 

architecture over �me. Just as in our parable of comparing 

the implementa�on of a job architecture to embarking on a 

healthy lifestyle, the benefits will develop and grow over 

�me. 

Adjust as needed to ensure that it con�nues to support the 

business needs and goals.
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Highly Standardized Job Catalog

A Highly Standardized Job Catalog groups various opera�onal func�ons into a single generic approach, 

such as "administra�ve clerk" or "technical clerk." This cost-effec�ve approach allows for quick crea�on 

but offers limited job descrip�ons, focusing mainly on how tasks are performed rather than what they 

entail. As a result, a Highly Standardized Job Catalog is ideal for quickly and transparently classifying jobs 

but may not fully capture job content.

Standardized Job Catalog 

A Standardized Job Catalog includes several opera�onal func�ons (sub-job families) that represent the 

value chain of a company. Typically, an industrial company needs 80 to 130 sub-job families, while a service 

company needs about 40 to 70. The content of each job covers both the "what" and "how" relevant to 

evalua�on, with the "what" largely predetermined by market standards. While Standard Job Catalogs are 

quick and inexpensive to create, they may only fit an organiza�on's specific value chain to a small extent. 

Standard Job Catalogs are a good choice when a generic content mapping of individual jobs is needed, in 

addi�on to job classifica�on. Many benchmark providers offer Standard Job Catalogs on their online 

pla�orms.

Partly Standardized Job Catalog 

A Partly Standardized Job Catalog combines both standardized and customized approaches. It contains 

func�ons that are specifically designed to describe the core value chain of a company. While the most 

cri�cal func�ons are defined explicitly, others can be adapted from market standards. This catalog captures 

the uniqueness of an organiza�on while avoiding the need to create all jobs from scratch. Partly 

Standardized Job Catalogs are widely used, especially a�er significant structural changes like 

reorganiza�ons or unifica�on of HR systems.

Company-Specific Job Catalog

A Company-Specific Job Catalog is a highly customized approach that captures both the func�ons of (sub-) 

job families and individual jobs in a way that describes the specific value crea�on for the organiza�on. This 

level of detail allows for a precise descrip�on of both the "how" and the "what" of a job, but the crea�on 

process can be rela�vely costly. Company-Specific Job Catalogs are the best choice when a company's 

business model is unique and cannot be easily derived from exis�ng typical service processes.
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Pros & Cons: Standardized vs. Customized Approach

Standardized Approach

Pros

Quick & inexpensive: The major argument for using a standardized job 

catalog is cost. This method indeed requires few resources and 

implementa�on �me, making it ideal for a company needing to achieve 

quick transparency with li�le effort.

Comparable with other standards: Since the structure and content 

are standardized, they can easily be compared. Companies will get 

meaningful insights from comparing their compensa�on and 

evalua�on schemes.

Availability: There are many tools to edit and integrate 

standard catalogs.

Cons

Maintaining quality: Quality is challenging because 

you don’t have control over necessary updates (new 

jobs being added, obsolete jobs not being removed, new 

skills not being considered...). You might find yourself 

working with obsolete content and having more difficulty 

making good decisions.

Releases: New releases should be known and planned because 

changes in market standards would need to be integrated into your 

own structure (e.g., removing jobs, adding skills...). This will be 

difficult.

Customized Approach

Pros

Value chain & process based: A customized approach ensures that your func�ons 

and jobs represent your individual value chain accurately.

Suitable for talent management: Since the content is based on actual value 

for the organiza�on, the job catalog is a good founda�on for all talent 

management prac�ces (measure performance against goals and job 

descrip�ons, skill management based on consistent skill taxonomy...).

Company culture being captured: By using your individual structure 

and wording, you ensure that your job descrip�ons reflect your 

company culture and brand.

Prepared for agility: Having the choice about the structure of 

your job architecture enables you to define it in a way that 

maximizes flexibility (nº of job families, depth of job 

descrip�ons, grading scheme...).

Cons

Costly & �me consuming: It requires a deeper 

understanding of the company‘s value chain and takes 

more �me and effort to define and assign the jobs. So�ware 

managing the design is recommended.
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Tools to Build Job 
Architectures
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The job architecture so�ware market is limited, and many 

organiza�ons opt for Excel as their primary tool due to its 

accessibility and familiarity, as well as its convenient matrix 

structure and cost-effec�veness. Excel is commonly used by 

HR Business Partners, Compensa�on teams, and Line 

Managers to create job clusters and levels, but its limita�ons 

become apparent as organiza�ons grow, par�cularly beyond 

2,000 employees, leading to exponen�al challenges in 

managing job architecture effec�vely.

Limita�ons of Working With Excel to 
Design Job Architectures

Limited overview

Excel becomes limited when working with a large amount of 

data as it can be difficult to maintain a clear overview of the 

informa�on, especially when it comes to visualizing and 

analyzing rela�onships between different data points. This 

results in errors, inconsistencies, and �me-consuming 

manual work.

Limited collabora�on features

Excel does not have advanced collabora�on features, making 

it difficult for mul�ple team members to work on the same 

file. It’s difficult to know which file version is the latest, what 

has been modified, or who works in the same file 

simultaneously.

Limited efficiency

In addi�on to the lack of workflow, Excel also lacks important 

features such as easy job comparisons for building a 

consistent structure or compensa�on system, bulk ac�ons for 

assigning or grading large groups of employees, quick 

iden�fica�on of individual jobs for deeper analysis, historical 

tracking, and defining different access rights. These 

limita�ons can lead to frustra�on, errors, and a longer �me 

required to complete the job architecture process.

Limited security

Excel does not offer advanced security features and is 

vulnerable to unauthorized access or accidental dele�on of 

data. Document exchange via Email poses a security issue.

Limited IT integra�on

Excel is a decentralized data source. It does not feed into an 

integrated infrastructure, it cannot be aggregated, analyzed, 

and used to take consistent strategic decisions.

Limited compliance

Excel does not offer any op�on to ensure that process steps 

are respected. In industries that are par�cularly strict (e.g., 

pharma), this can result in legal consequences.

Limited repor�ng

Excel does not offer advanced repor�ng features, making it 

difficult to generate comprehensive reports for analysis and 

decision-making. 

Consul�ng Solu�ons

Large organiza�ons o�en turn to consul�ng firms like Willis 

Tower Watson, MERCER, or Korn Ferry when Excel is not an 

op�on for building job architectures. These consul�ng firms 

offer expert guidance and best prac�ces for crea�ng modern 

job architectures, u�lizing formal and systema�c approaches 

as a founda�on for integrated talent and reward programs. 

However, they don't offer dedicated so�ware solu�ons for 

job architecture design, and clients o�en receive results in 

Excel or PowerPoint, which can be �me-consuming to 

implement and may not be flexible enough to include 

changing markets and employee expecta�ons. Furthermore, 

implemen�ng the results may require addi�onal effort since 

they may not be compa�ble with your HR so�ware 

landscape. Despite these disadvantages, the in-depth 

know-how of these consul�ng firms can be invaluable for 

larger organiza�ons seeking to create effec�ve job 

architectures.

Mercer stands out among the large Consul�ng firms as they 

offer an online Job Architecture Tool that uses best prac�ces 

and automated intelligence to build and maintain job 

architectures. The tool allows for crea�ng job families, levels, 

and job descrip�ons with minimal so�ware training, making 

it easy for smaller companies. However, for larger 

organiza�ons, customiza�on possibili�es for different 

business contexts and cultural requirements might be 

limited, and the validity of the automa�cally proposed 

content, such as job descrip�ons, might be ques�onable. 

Global organiza�ons especially need to align their job 

architecture with their way of crea�ng value for their clients. 

Addi�onally, the tool's func�onali�es might not be suitable 

for large-scale and complex projects.

The main reasons why organiza�ons prefer to use specialized 

so�ware to design and implement job architectures instead 

of relying on large Consultancies are the efficiency, flexibility, 

customiza�on, maintenance, and integra�on op�ons with 

their HR so�ware. Addi�onally, crea�ng inhouse-knowledge 

helps them to support transforma�on ini�a�ves with their 

job architecture.  In some instances, the high cost of 

consul�ng services may also be a factor.

So�ware Solu�ons

There is a large offer of so�ware solu�ons that help you 

manage your job descrip�ons (JDxpert, Hrizons, HR Hero, 

SHRM Job Descrip�on Manager, HRSG Job Descrip�on 

Manager, OnGig), job evalua�ons (Innecto Digital), or build 

an organiza�onal structure (Ingen�s). They are all very 

capable solu�ons for their respec�ve core value, some with 

thousands of templates. But they were not built to create job 

architectures.

The only dedicated solu�on to design and implement job 

architectures in larger organiza�ons is COLMEIA Cloud. It’s a 

cloud solu�on to collabora�vely build a customized job 

catalog including job families and sub-job families, map all 

your employees to your structure, grade every role, and pass 

the resul�ng job architecture to your HCM, such as 

SuccessFactors, Workday, Oracle, or any other. It’s highly 

efficient, and secure, and supports transforma�on ini�a�ves 

and organiza�on design. COLMEIA integrated an AI solu�on 

to automa�cally pre-fill your job descrip�ons and provide you 

with the skills needed that an employee needs to be 

successful in a specific role using relevant input data (e.g. job 

�tle, job level, company branch, company size). Have a look 

at the website here.
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A value-based approach to job architecture design.

Your job architecture is a crucial aspect of talent management, but it can be challenging to navigate. While technology can 

certainly help speed up the process, there are also tools available for crea�ng the necessary content to accelerate the 

process. 

One such tool is the Level-of-Work Matrix®, which categorizes jobs based on complexity and management levels. It offers 

a shared understanding of job complexity within an organiza�on, with 12 ver�cal levels that dis�nguish different layers of 

work complexity and horizontal levels that describe the impact on the value chain. This provides a straigh�orward 

approach for assigning jobs in a benchmark reference system, making it easier to structure your workforce.

• Easy to grasp.

• Applicable to both classic & agile work environments.

• Provides a valuable and insigh�ul categoriza�on without being complex.

• Enables the use of business terms to describe work instead of HR jargon.

• Compa�ble with any market standard evalua�on schemes and benchmark references.
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THE LEVEL-OF-WORK MATRIX©
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Summary
At the heart of your organiza�onal success lies a well-designed job architecture. 

It's the backbone that supports your HR processes and enables you to op�mize 

talent management, streamline HR workflows, maximize the value of so�ware 

investments, and embrace skills-based prac�ces. With the latest developments in 

AI, a job architecture also empowers you to redesign individual jobs and scale the 

process to departments and across the en�re organiza�on with unprecedented 

transparency.

To achieve these benefits, it's crucial to align your job architecture with 

organiza�onal goals, work with high-quality data, and maintain transparent 

communica�on throughout the process. By preparing thoroughly and assembling 

a complete team, you can ensure that every step of the design process runs 

smoothly.

While smaller organiza�ons may resort to Excel for job architecture design, larger 

organiza�ons should resist the tempta�on. Excel's limita�ons can break the 

�meline or the job architecture itself.

Once your job architecture is in place and integrated into your HR so�ware 

backbone, you'll begin to see the benefits. It's like adop�ng a healthy lifestyle: 

slow at first, but soon crea�ng tangible, mutually reinforcing impacts that extend 

beyond HR and enhance the work and engagement of everyone in your 

organiza�on.

Are you ready to unleash the full poten�al of your organiza�on and your people? 

Let's get started.
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