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Preface

The world of work is rapidly evolving. As busines-
ses face the winds of digitalization - including the
latest pressure from generative Al to redesign jobs
- and a new generation of employees with diffe-
rent needs and expectations, HR leaders and busi-
ness executives must respond to the challenge.

They must infuse greater flexibility into their or-
ganizational structure, ensure that their workfor-
ce has with the right skills and competencies, and
assure 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 unpa-
ralleled 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 organiza-
tion. It provides an overview of the benefits and
challenges, along with best practices for the de-
sign process and available software tools to sup-
port you. By reading this whitepaper, you'll have
the insights needed to make informed decisions
about your individual design and implementati-
on process. Don’t miss out on the opportunity to
unlock the full potential of your organization and
your people.
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What Is a Job Architecture?

A job architecture is a system that organizes jobs
within an organization into groups based on the
company’s value chain. This system goes beyond
just listing job titles 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. Essentially, a job architecture helps
companies structure their jobs in a logical and
meaningful way.

Employees

Job Families
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What Are the Key Components of
a Job Architecture?

A job architecture is made up of several key com-
ponents, including job families, sub-job families,
levels, job titles, job descriptions, and required
competencies or skills. These elements are cru-
cial for organizing and defining roles within an
organization. By ensuring that these components
are aligned with the company’s business strategy,
values, and culture, HR professionals and busi-
ness leaders can create a structure that promotes
the organization’s goals, supports HR programs,
and facilitates employees’ career growth.
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Product
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Figure 1: The key components of a Job Architecture and their relations.
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Job Architecture Vs. Related Concepts

Job architecture may be confused with other
concepts such as job analysis or organizational
design. Knowing the differences helps us unders-
tand what precisely a job architecture does for
our organizations and how it fits other existing
practices.

Job analysis is the process of examining the dif-
ferent components of a role to gain a deeper un-
derstanding of its requirements and responsibi-
lities. This helps to identify the knowledge, skills,
and abilities required to perform a job effectively,
allowing HR professionals to determine the qua-
lifications needed for a job, set performance stan-
dards, and develop training programs.

Job design, on the other hand, refers to organizing
and structuring tasks, responsibilities, and duties
within a job. The goal of job design is to create
jobs that are efficient, effective, and fulfilling for
employees, balancing the needs of the organizati-
on with the needs and abilities 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
organization.

Job catalogs are structured lists or databases of
job descriptions, including details such as tasks,
qualifications, 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 ca-
talog provides an essential foundation for the job
architecture, but it is only one part of it.

Organizational design is a broader concept than
job architecture. It refers to modifying the over-
all design of a company by adapting the structu-
re, roles, and responsibilities to achieve specific
goals, such as better customer service or impro-
ved innovation. A job architecture is an import-
ant subset of organizational design, providing the
internal consistency and transparency of all jobs
needed to align the entire structure with external
requirements.
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Figure 2: Job Architecture Vs. Related Concepts
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Why Should Companies Have
a Job Architecture?

Today’s global and ever-changing business en-
vironment, the increasing digitalization of work
and the occurrence of unpredictable external
shocks impose the new requirements that HR
Management needs to cope with. In response, in-
novative HR trends have emerged in recent years.
Concepts such as New Work, self-management,
agile processes, remote work, people-first cul-
ture, skill-focused training, and many others have
emerged to increase resilience.

A well-designed job architecture is setting the
scene for all these concepts. It provides a consis-
tent and transparent classification, content lib-
rary, and description language that are essential
for effectively organizing work. A job architecture
serves as the backbone for many HR and talent
management processes, including compensation
and benefits, career planning, learning and de-
velopment, skills and competency management,
strategic workforce planning, and succession
planning.

This, in turn, provides valuable and up-to-date
insights to design better HR concepts and pro-
grams, such as engaging career paths, a fair com-
pensation system, and improving strategic work-
force planning.

But the impact goes beyond HR. By disclosing
precisely what a company is working with, a job
architecture enables better transformation ini-
tiatives, greater agility, and more focused organi-
zational design. Additionally, a job architecture
provides the data backbone for the effective use
of Human Capital Management (HCM) software.
In short, a job architecture provides an under-
lying structure with the flexibility needed to ac-
commodate transformation and growth, which
will not be compromised by the external pressure
of change.
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The Benefits of Working With a Job Architecture

Having a well-functioning 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
activities that organizations with a job architectu-
re do significantly better 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 diffe-
rence. It’s the regularity that leads to noticeable
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 transparen-
cy over the organizational structure and its ele-
ments (roles, responsibilities) across the whole
organization (departments, teams, jobs, locations)
are like the regularity of healthy habits. One sin-
gle instance where a better understanding of ta-
lent needs, or structure, leads to a better 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 positive effects are not limited to HR. Transpa-
rency radiates throughout an entire organization.
Strategy, Transformation and IT will also benefit.

The systematic and consistent method for ma-
king decisions about everything connected to
people is a hidden lever to align activities even
better with your business goals and become
more agile. After all, you don’t want to run a 21st-
century business with 20th-century workplace
programs. In the following, we give an overview
of the most important benefits that you can ex-
pect, beginning with talent management because
that’s where the benefits become most apparent.

Improve Talent Management

Acquiring Talent: Recruiting

A well-defined job architecture contains all the
requirements of a job with a view to the organiza-
tion’s value chain. This includes job descriptions,
skills, qualifications, and experiences. It provides
clarity to recruiters in identifying suitable candi-
dates and streamlining their search process. Clear
communication of the scope of work and respon-
sibilities helps candidates understand expectati-
ons. This limits the risk of job dissatisfaction and
raises retention. Recruiters and candidates have
the same realistic understanding of what a job is
about.

Developing Talent: Career Paths

A comprehensive job architecture is a practical
tool for creating career paths as it defines all le-
vels and functions with their respective require-
ments. With this system, one can analyze job re-
quirements, compare them with other jobs, and
provide a clear path for career progression. This
includes vertical career moves within a function,
horizontal career moves between functions, and
even new career paths for employees who do not
want managerial responsibilities. By providing
transparent career paths, employees are motiva-
ted with growth opportunities, which promotes
internal mobility.

Learning and Development

Clear and up-to-date job requirements aid deci-
sion-making regarding learning and development
initiatives. It is possible to identify skill gaps and
customize learning content to meet individual
needs, which simultaneously leads to more effi-
cient use of training budgets. Performance ma-
nagement is also improved. A well-defined job
architecture allows organizations to set realistic
and trackable performance goals based on the ac-
tual responsibilities and levels associated with a
position. This provides managers and employees
with a common understanding and framework to
identify and evaluate individual performance.
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Engagement

Even though a job architecture may seem like an
abstract concept, it has direct implications for
employee engagement. [t enables you to create a
clear employee value proposition and provides vi-
sibility on what is needed to progress. If you link
skills to a job, you can align them with the inter-
ests of an individual and offer more personalized
career paths.

Diversity, Equity, Inclusion

A job architecture furthers your DE&I initiatives
by reducing bias in job descriptions and job re-
quirements and revealing potential disparities in
salaries.

Performance Management

A well-defined job architecture allows organiza-
tions to set realistic and trackable performance
goals based on the actual responsibilities and le-
vels associated with a position. This provides ma-
nagers and employees with a common unders-
tanding and framework to identify and evaluate
individual performance.

Rewarding Talent: Compensation & Rewards

A fair and competitive pay structure is crucial for
organizations and a job architecture is the qui-
ckest way to achieve it. Fairness originates from
consistent job mapping, creating transparency
for all employees. In practice, companies use pay
bands to align compensation with individuals
even better, making it perceived as fair. Competi-
tiveness emerges from making your job architec-
ture 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 competitive pay system.

Raise Productivity in HR

A well-designed job architecture streamlines
many HR processes. For example, in recruiting,
the clarity of job descriptions and requirements
helps HR to identify the right candidates for a role
and ensures that new hires align with the organi-
zation’s needs.

However, the benefits of HR go far beyond this.
You can identify previously unnoticed gaps in HR
programs such as career progression or strategic
workforce planning. Identifying and eliminating
disparities in current practices eliminates the
need to manage exceptional cases and saves pre-
cious time.

You will also be able to better control people
costs, find the optimal balance between global
standardization and local adjustments in your
HR programs, and ensure compliance through
transparency of the qualification and training
needs for each job. The time and resources saved
through higher process efficiency can be spent on
tasks with higher value creation.

Maximize HR Software Output

Effective utilization of HR software depends on
high-quality data. Good data is essential for achie-
ving the full potential value of cloud-based HCM
software such as SAP SuccessFactors, Workday, or
Oracle, as well as for process-specific software so-
lutions.

A consistent structure for job organization is a
fundamental element of any cloud HCM system.
It must be uploaded during implementation and
cannot be managed within the Cloud HCM soft-
ware itself. High-quality data about employees
alone is not enough to realize the full benefits of
HR software. The data needs to be structurally
consistent.

Creating a job architecture before the implemen-
tation of HCM software (or at least outside of it)
is highly recommended. It will accelerate the im-
plementation process and improve the software’s
functionalities, resulting in a better return on in-
vestment for your software investment.

Once low-quality data is fed into the HCM soft-
ware, it is difficult to detect the missing value. In
essence, you cannot see what is not there. It is es-
sential to keep emphasizing that a well-designed
job architecture can save costs by maximizing the
output of your HR software.
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Maintain Control in Times of
Structural Change

Any organization deals with change, such as
growth, mergers or acquisitions, carve-outs, the
emergence of project-based work, or rapid tech-
nological developments. A job architecture helps
you to stay in control.

In times of growth, for example, it is easier to
add new jobs to the existing job families without
impacting the compensation structure. During a
merger, it allows you to consolidate two different
structures into a single, consistent framework,
which creates the desired synergies and minimi-
zes the impact on employees. It also helps with
ongoing technological change by improving Stra-
tegic Workforce Planning and enabling greater
agility.

Facilitate Agility

It may seem counterintuitive, but the structure
of a job architecture makes an organization more
flexible and quicker in reacting to changing busi-
ness needs. During the design process, clutter is
eliminated and a lean structure is created.

Although there are traditional features such as
pay grades or job titles, 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 creating your job architecture, you may
find duplicate roles and overlapping responsibi-
lities. You can eliminate what is not needed and
streamline your structure. However, you can also
create recurring value by improving your Strate-
gic Workforce Planning. By having high visibili-
ty of job requirements, individual qualifications,
and skills, you can identify gaps (and overlaps)
between employees today and the roles of the fu-
ture. This gives you the time to identify or train the
people that you need and adapt your HR programes.
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Set up Skill Management

You can manage a job architecture without fo-
cusing on skills, but you cannot effectively apply
skills-based practices without a robust job archi-
tecture. An up-to-date job architecture organizes
jobs as a collection of tasks, responsibilities, and
skills—capabilities, qualifications, and knowled-
ge required to excel in a job. By associating skills
with all jobs, you create a common ontology—a
coherent currency of content—for recording indi-
vidual skills. Aligning the job architecture with a
skills taxonomy and the organization’s objectives
enhances adaptability to new demands.

Skills management ensures that employees pos-
sess the necessary skills to excel in their roles. It
identifies specific skill needs and optimizes emp-
loyee deployment by offering visibility into both
existing and required skills. Moreover, involving
employees directly in HR processes helps them
understand the skills they need to develop and
access individual training and career opportuni-
ties, which boosts engagement and loyalty. Im-

plementing a skills management system requi-
res thorough preparation, including analyzing
current conditions, developing a strategic imple-
mentation plan, and selecting suitable software
solutions.

By seamlessly integrating job architecture with a
comprehensive skills management system, orga-
nizations can build a responsive, adaptable work-
force capable of meeting evolving market de-
mands. This holistic approach not only sharpens
competitive edge but also fosters an engaged and
empowered workforce poised for continuous
growth and success.

For a deeper exploration of these concepts and
to equip yourself with the best practices for ef-
fective skills management, please refer to our
,Ultimate Skills Management Guide.” This com-
prehensive guide will provide you with the in-
sights and tools necessary to cultivate a highly
skilled, agile, and future-ready workforce, the-
reby securing a substantial competitive advan-
tage in the talent market.

Job

Organizational
classification as
registered in the HCM
with job title, job
family, pay etc.

Role

Work responsibilities
to fulfill the business
strategy, such as
goals, activities,
projects, team partici-
pation, or output.

Capabilities

Behavior, tools,
knowledge, and
skills applied with the
specific purpose to be
successfulinarole.

Skills

Unspecific talent
expertise, and
knowledge. When
various are applied
together with an ob-
jective, they become
a capability.

Figure 3: The Relation between Job Architecture and Skill Management.
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How to Maximize the Output of
Your HCM Software

When organizations want to improve their HR
processes, they often turn to Human Capital Ma-
nagement Software (HCM) or HR Information
Systems (HRIS) like SAP SuccessFactors, Workday;,
or Oracle. These systems require job architecture
data to function properly, and that’s where things
can get tricky. The software supplier will ask you
to upload your job architecture, which means you
need to have it ready in a short amount of time.

If the job architecture data isn’t accurate and up-
to-date, it can cause serious delays during imple-
mentation and lead to poor HR decisions. In fact,

if the data is bad, you may not even realize it until
you've already implemented the software. That’s
why it’s so important to have a well-designed job
architecture in place before you start the imple-
mentation process.

With a clean and organized job architecture, you
can take full advantage of what your HR software
offers. This means that you’ll be able to make bet-
ter HR decisions, streamline your processes, and
get the most out of your investment. Ideally, the
job architecture should be consolidated and map-
ped to the software before implementation. This
will help ensure that everything matches up and
that you can start using the system to its full po-
tential right away.

How to get the most out of your HCM investment?

Positions

Make sure that the job data
model is aligned with the struc-
ture and data fields of your

HR software. This includes
converting naming conventi-
ons and structures such as job
families and sub-job families
to match those used in the
software. Keep in mind that
this can be a time-consuming
process.

Ensure that your job profiles
are accurate, up-to-date, and
consolidated. They should
accurately represent the value
chain of your organization.

Define your grades well, con-

solidate them, and map them
to all positions. This will ensure
that your evaluation scheme is
globally rolled out, regardless
of the chosen standard.

Figure 4: How to get the most out of your HCM investment?
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Challenges in Job Architecture Design

Building a job architecture is achievable for any
organization. However, in practice, it initially
looks like a complex undertaking as it involves
identifying existing 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 imple-
mentation of the job architecture. To help you fo-
cus on the relevant issues of internal organization
and select the best tools for your needs, here is an
overview of what to look out for.

Organizational challenges

Creating alignment with organizational goals:
Align the job architecture with the organization’s
overall goals and objectives. Involve all relevant
stakeholders in the process to create alignment
from the beginning on.

Purpose and Function:

Develop a clear understanding of the job archi-
tecture’s purpose and how it fits into the organi-
zation’s overall structure. Communicate transpa-
rently throughout the process and provide ample
training and resources to aid understanding and
adoption.

Technical challenges

Limited quality of existing data:

Address the issue by establishing clear rules for
collecting the job data. Watch out specifically for
the following:

— Poor job data transparency: Job descripti-
ons may not exist, be unstructured or incon-
sistent, or be stored in inaccessible locations.
This impedes a common understanding and
language to talk about jobs and skills.

— Outdated job catalogs: Out-of-date job de-
scriptions (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 activities.

— Heterogeneous job grading: Existing job gra-
ding structures may vary across regions or le-
gal entities. The criteria used for job grading
may not reflect the expectations of a modern
workforce. This can cause significant effort
for re-grading and impedes flexibility.

The Ultimate Guide to Job Architecture 2024
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Customization:

Determine the appropriate job families, levels,
and skills for your organization’s unique needs.
All people involved need to agree on a meaning-
ful way to cluster jobs (into job families, sub-job
families, or otherwise), how to write job descripti-
ons, and how to level the jobs.

Consistency:

If you're looking to create a fair and consistent job
evaluation process for your company, then utilize
high-quality data and grading criteria across all
departments and locations.

Agility and scalability:

Any company is working towards organizational
growth and should be prepared for future chan-
ges. Be consistent, complete, and correct in your
job descriptions and definitions. But don’t get too
detailed because it limits your capacity for quick
reactions.

Compliance:

External rules may relate to specific qualifications
required for a job, salary regulations, or similar.
Internal standards could refer to approval pro-
cesses, DE&I policies, or employee branding stan-
dards. To consider all necessary policies, commu-
nicate with all people involved.

Data security:

Protecting employee data is crucial, and it’s es-
sential to determine who has access to what in-
formation and what level of rights they hold du-
ring the design process (e.g., view, edit, approve).
This should be reflected in the job architecture
tool you choose, whether it’s specialized software
or Excel. While you want to limit who can down-
load the data, you still need to provide access to
accurate data when it's necessary for making
operational or strategic decisions. Balancing data
security with access ensures that the right peop-
le have the information they need to propel the
organization forward.

Time and resources:

Once the data is prepared and the job catalog fina-
lized, the next step is to assign employees to their
respective roles. This process can be time-con-
suming, prone to errors, and filled with repetitive
tasks, making it essential to get it right. To make
this process efficient and reduce the risk of inac-
curacies, choose a tool that is user-friendly and all-
ows for bulk assignments while also providing in-
depth analysis for more nuanced decision-making.

Integration into your HR-software landscape:

A job architecture serves as the infrastructure
backbone for many HR processes, making it ne-
cessary to ensure that the datais integrated seam-
lessly into all your HR systems. It enables consis-
tent decision-making and allows you to leverage
all benefits of your job architecture. Discuss the
integration as a prerequisite for the successful
implementation before you compile the final data
sets.

Periodic reviews:

Regular reviews help maintain the effectiveness
of your job architecture. An outdated job archi-
tecture may hinder transformation initiatives and
lead to poor quality HR decisions (i.e., inefficient
compensation strategy or unattractive career
paths). Store your job architecture in a place that
allows easy access, updates, and integration 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 be-
nefits.
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Cultural challenges

Change Management:

Managing employee expectations and poten-
tial resistance to change is crucial. For example,
replacing legacy practices that employees may
be used to, but hinder your organization’s abili-
ty 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 effective com-
munication and the support of management. By
explaining the need for change and its potential
positive impacts, employees can be encouraged
to embrace the change, fostering an atmosphere
of understanding and cooperation.

Training and Resources:

All staff members must understand what the new
job architecture brings to the organization and
how it will impact their role. Provide adequate
training and resources to managers and emp-
loyees on the new job architecture and its impli-
cations.

Pay Equity:

Address potential pay equity concerns resulting
from job restructuring. Creating a leaner struc-
ture means getting rid of exceptions as much as
possible, both positive and negative. Minimize is-
sues by creating a consistent and comprehensi-
ble grading structure. During the grading process,
compare current and future grades. Ensure that
any potential pay equity concern will be addres-
sed fairly and promptly.

While the challenges of building a job archi-
tecture may seem daunting, they are all part of
HR’s daily business already and should not dis-
courage you. In the next chapter, we will explo-
re job architecture design and provide you with
the knowledge you need to effectively address
these challenges in the process and ensure that
your organization reaps all the benefits from a
job architecture.
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Job Architecture Design -
Project Preparation

To illustrate the importance of flawless preparati-
on, we return to the parable of a healthy lifestyle.
Just as a healthy lifestyle requires reflection and a
bit of planning to identify 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 particular 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 organization, you would think
about your company’s goals, the existing structu-
re and data you can build upon, your colleagues
from other departments, and an action plan for
the team.

Define Your Objectives

The first step is to define what you want to achie-
ve with a job architecture, your goals, and your
objectives. Clarify the specific business needs
that the job architecture is supposed to address.
For example, improving organizational efficiency,
enhancing employee engagement, or ensuring
compliance with regulatory requirements. The
objectives are individual to each organization.
Here are some guiding questions that will help
you to define your goals:

— What are the drivers for your job architecture
project?

— What are the current and future business
needs of your organization that the job archi-
tecture will address?

— How will the job architecture support your
organization’s overall strategic goals?

— How will the job architecture influence emp-
loyee engagement, retention, and career de-
velopment?

— How will the job architecture impact com-
pensation and benefits programs?

— How will the job architecture help organiza-
tional design and reporting structures?

— How would a job architecture support diver-
sity, equity, and inclusion?

— What are the timelines and resources requi-
red to complete the project?

Answering these questions will help ensure that
the job architecture is accurately aligned with the
organization’s needs and drive actionable results.
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Define The Scope

Once you have established the goals and objecti-
ves, you should determine the project scope and
if there is anything you can work with. It includes
identifying the existing job families and levels of
the job architecture and the data sources used to
inform your job architecture. This may include
job descriptions, performance evaluations, com-
pensation data, and other relevant information.
The following questions will help you determine
the scope and resources available:

— Is there an existing job architecture? When
was it reviewed the last time?

— Are the roles and responsibilities of each job
stored somewhere, complete, and up to date?

— Canyouidentify gaps and overlaps within the
current jobs? How can they be addressed?

— What is the current state of the organizatio-
nal structure? Can you identify any inefficien-
cies, redundancies, or future requirements?

— Which data sources can you use for job de-
scriptions, qualifications, 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-
tively support career progression and com-
pensation decisions, or does it need improve-
ment?

— Are there any crucial jobs or job families for
the organization’s value chain, and should be
prioritized?

— What are the current and anticipated job
market trends and compensation levels?

— Do you have to count on new regulatory and
compliance requirements?

— Is your job architecture integrated with all ot-
her HR processes?

— With which HR software will it be integrated
apart from your HCM software, i.e., the recrui-
ting software or an evaluation system?

— How can a new job architecture be maintai-
ned and periodically reviewed?

— Is there a timeline and/or a budget for the
project?

— Who are the key stakeholders involved in the
job architecture project, and what are their
expectations?

— What metrics will you use to measure the
success of the job architecture project?

— Can you identify potential challenges and de-
cide how to address them upfront?

Involve The Right People

Making job architecture work for everyone in-
volves collaboration. Involve key stakeholders
from different levels and functions within the
organization - such as senior executives, HR, and
job experts - from the very beginning to ensure
that their needs and concerns are taken into ac-
count. This will help create a job architecture that
reflects the needs of the entire organization and
works for everyone.

— Steering Committee: Consider creating a
steering group to obtain commitment and
buy-in from all levels. This will ensure that
the project has clear goals and can be delive-
red within budget, that the necessary chan-
ges can really be implemented, and that you
have a top-down endorsement for internal
communication.

— HR: Talent Management: They are one of
your main partners because a job architecture
develops immediate impact on nearly all talent
management initiatives, such as defining mea-
ningful career paths that are motivating for
employees and in line with the organization’s
goals. They would also link the job architectu-
re with the recruiting strategy (hiring needs,
the system used, job postings to be derived...).
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Compensation & Benefits

Itis also essential to have the team responsible for
compensation and benefits on board. It is their re-
sponsibility to provide the HR Business Partners
and the entire team with input about the existing
structure (job families, sub-job families, grades...).
They would also closely monitor the impact of a
new job architecture on the current pay structu-
res. In addition, this team can drive the process of
selecting software for job architecture design be-
cause they are well-equipped to define the correct
requirements.

— IT: Together with HR, IT can anticipate the im-
pact of the job architecture on the HR backend
system, be it HCM or HRIS, and any other soft-
ware. They usually are the driving force be-
cause a job architecture is part of the imple-
mentation process of backend systems such
as SuccessFactors, Workday, or Oracle, and
they need a job architecture before the go-live
dates. They should also participate in the se-
lection of a job-architecture tool to assure that
it works seamlessly with the software systems
they manage.

— Internal Communication: It is essential to
inform all employees on time, update them
regularly, and provide an open channel to
address their concerns and questions. In-
ternal Communication will help you to de-
velop an adequate communication plan.

— Legal Department:First,youmightneedadvi-
ce on updating existing work contracts within
the new job architecture framework. Second,
many organizations might need to involve
unions or employee representatives. Especial-
ly when it comes to changes in grades and pay
programs. Do not underestimate their poten-
tial resistance and start communicating early.

— Procurement: The larger an organization, the
more likely it will need to acquire specialized
software 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 exponentially.

— Subject Matter Experts on Job Architecture:
In practice, many organizations lack the ex-
perience and know-how required to design a
job architecture from a content perspective.
Hiring external subject matter 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 descriptions
and skills.
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Choose The Best Process

Finally, you should choose the best process to
build the job catalog for your organization. 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 bottom-up approach, where emp-
loyees and managers are driving the process. The
following questions 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 solutions? This rela-
tes 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 de-
cide to involve only a dedicated HR Core
team, or is it more appropriate to integrate
a large base of managers and representati-
ves from the workforce to create the model?

— Utilization of AI: ChatGPT and related Al
tools are nowadays attractive for generating
job profiles “the easy way”. Indeed, these
tools might help any project team to crea-
te job content rapidly. However: Think twi-
ce about how the results fit the needs of the
job model. Though overall providing efficient
support, Al tools generate content that is dif-
ferent anytime you use the tool, even when
entering the same prompt... And if you use
them, do not forget to check whether the re-
sults are compatible with your value chain.

— MS Excel/Teams vs. dedicated Job Architec-
ture Software: Well, of course, we are convin-
ced about the numerous advantages of using
specially designed software for building
and administrating 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 solution but
a challenge for non-specialized services. For a
more in-depth consideration, see the chapter
“Tools to build a job architecture.

— Home-grown or Consulted approach: First,
building a job model is no rocket science. HR
is well equipped and qualified to create a de-
cent and fit-for-purpose job model. But as al-
ways: Employing professionals who are spe-
cialized and experienced in this topic brings
considerable speed while at the same time
mitigating risks of failures and pitfalls lying
along the way. If you want to make sure that
you can meet the requirements of the busi-
ness in terms of time, then you should consi-
der having experienced resources employed
in the team.

In conclusion, designing and implementing a
job architecture requires planning and consi-
deration of the goals, scope, stakeholders, and
methodology. Taking your time to find the right
approach for yourself will greatly enhance your
success.

Project Readiness Checklist

— Have the general business goals and the spe-
cific objectives for HR ready. Be clear about
what they mean for your job architecture.
Gain clarity about the scope of your project.
Ensure executive-level support.

Assess the need for external support, depen-
ding on complexity and urgency.

— Decide on the use of specialized software. If
yes, clarify your requirements.

Secure the budget.

Determine a realistic time frame and include
organizational resources in your project plan.
Form a small but diverse working group.
Make sure you can communicate the benefits
to employees

!

!

!

!

!

!

!
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Excurse: The Job Architecture Quality Framework

... ensures that the
number and the gra-
nularity of job families
make sense

Balanced

... ensures that role
profiles (and grades)
are presentedina
steady and market
adequate manner

Value-chain

oriented

Standardized

... refers to using a
consistent format,
sentence structure,
grammar, etc.

.. refers to providing
clear and detailed
information about

each job.

Figure 5: The Job Architecture Quality Framework by COLMEIA Consulting

In creating and maintaining a high-quality job ar-
chitecture, using a quality framework can provide
valuable guidance. The following chapter intro-
duces the Job Architecture Quality Framework
by COLMEIA Consulting, which evaluates the
quality of a job architecture based on four essen-
tial dimensions: Specificity, Balance, Consisten-
cy, and Standardization.

1. Balance

Balance relates to the logical arrangement and
granularity of job families, sub job families and
job roles within the architecture. It is essential
that job roles make sense in context and align
with the hierarchical structure of the organiza-
tion. This can be achieved by:

— Grouping: Ensure that similar roles are clas-
sified within the same job family. For instan-
ce, all financial roles should fall under a single
job family.

— Altitude: Find the right level of detail. A too
broad categorization can overlook nuances,
while too detailed may cause unnecessary
complexity.

— Proportions: Make sure that overall, all job
families have a proportionate number of sub
job families and all sub job families have a
proportionate number of jobs and there are
no outliers.

— Job Level Differentiation: Establish clear
distinctions between junior, mid-level, and
senior roles. Avoid excessive job levels that
can complicate decision-making and hinder
agility.

Example:

Grouping an ,Account Manager,” ,Senior Account
Manager,” and ,Key Account Manager“ within the
same job family ensures a logical progression of
roles.
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2. Consistency

Consistency ensures that job roles are presented
uniformly and reflect market standards. A consis-
tent job architecture supports internal equity and
external competitiveness. To establish consisten-
cy in your job architecture, pay attention to:

— Role Structure: Use a consistent format for
all job roles (e.g. summary, accountabilities,
skills, competencies). This helps in compara-
tive analysis and supports standard operating
procedures.

— Grading / Leveling Structure: Maintain a
steady grading / leveling framework that
aligns with both organizational and market
standards. Conduct regular market bench-
marking to stay up-to-date.

— Terminology: Use consistent titles, termin-
ology, and language. This avoids confusion
and streamlines communication within the
organization.

— Example: All roles should share a common
format in descriptions, starting with a sum-
mary, accountabilities, and concluding with
skills & competencies.

3. Specificity

Specificity is the cornerstone of a valuable job
architecture. Thus, each job role should provide
clear and detailed information about the accoun-
tabilities, skills, and competencies, to name only
a few. Vagueness leads to misunderstandings,
misalignment, and potential inefficiencies. To
ensure specificity, you should be clear about the
following:

— Role Clarity: Define the purpose of each job
role. What are the primary and secondary re-
sponsibilities? How does the role contribute
to the organization’s goals?

— Detailed Requirements: Clearly state the ne-
cessary qualifications, including skills and
competencies. You could also add further in-
formation such as education, certifications,
experience or even performance metrics.

— Performance Metrics (Optional): Establish
measurable outcomes and key performance
indicators (KPIs) for each role. This helps
both employees and managers understand
expectations.

— Example: For the role of a Sales Professional,
instead of stating ,responsible for client com-
munication,” specify ,responsible for prepa-
ring and delivering weekly client reports and
maintaining daily communication via email
and phone to ensure client satisfaction.”
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4. Standardization

Standardization is the application of a consistent
format, sentence structure, grammar, and style
across all job roles. This not only enhances reada-
bility but also fosters a professional and cohesive
presentation. To establish standardization in your
job architecture, pay attention to:

— Sentence Structure: Adopt a uniform senten-
ce structure for all parts of the job profile. For
example, begin each accountability with an
action verb.

— Grammar and Style: Enforce consistent
grammar rules and style guidelines. This may
include decisions on using active vs. passive
voice, abbreviations, and punctuation.

Example:

Use bullet points for listing accountabilities and
ensure each bullet point of the accountabilities
starts with a verb in the 3rd person singular in
present tense: E.g. for a Recruitment Professional
this could be “Collaborates with hiring managers
to understand specific job requirements, compe-
tencies, and skills necessary for diverse roles wit-
hin the company.”

By adhering to the Job Architecture Quality Fra-
mework, organizations can guarantee a high-qua-
lity, efficient, and effective job architecture that
aligns with both internal objectives and exter-
nal market conditions. This structured approach
promotes transparency, equity, and professional
growth, ultimately contributing to organizational
success.

Job Family

Sub Job Family

Job Role

Figure 6: Application of quality dimensions to different granularity levels of a job architecture
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Best Practice: Job Architecture Design Process

Conduct a
Job Analysis

Step1-

Conduct a Job Analysis

The first step is to analyze the
current roles, identifying tasks,
responsibilities, skills, knowled-
ge, and experience required for
each position. This is teamwork
because there is usually not one
person in an organization that
has the overview and depth of
knowledge to do this for hun-
dreds of roles. In practice, HR
Business Partners and Line Ma-
nagers are best positioned to de-
liver high-quality content. They
can use interviews, surveys, or
simple observation to acquire
the data and help you build a
comprehensive overview of all
jobs in your organization.
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Develop a
Job Framework

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
function, tasks, and skill requi-
rements), job levels (complexity,
responsibility, and authority),
and job titles (a clear way for
employees to understand their
role and communicate it to ot-
hers). Apply the level of granu-
larity that suits your needs (see
table).

You will need consistent criteria
and language to differentiate all
elements, make them compa-
rable, and still describe them
correctly. This will require align-
ment and discussion with all
stakeholders. Adopt best prac-
tices and change them to meet
your specific needs. Don’t forget
that the framework needs to be
aligned with the overall busi-
ness needs and goals.

Create Job
Descriptions

Step 3 -

Create Job Descriptions
Develop job descriptions that
give an accurate, detailed, up-
to-date picture of the tasks, re-
sponsibilities, and requirements
of each position. You can use the
information gathered during the
job analysis. The descriptions
should all have the same struc-
ture and language to make them
comparable and consistent.
They should include the skills
needed to be successful in a
role (capabilities, qualifications,
knowledge). Make them preci-
se but not too detailed becau-
se it would limit flexibility and
require constant maintenance.
Create a centralized repository
where you can make changes
over time, add new jobs, and eli-
minate extinguished roles, with
everyone involved having the
necessary access rights to make
it easily manageable.
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Evaluate

Step 4 -

Evaluate Pay Structures

The evaluation of existing pay
structures serves to determine
how far they align with the new
job architecture. The objective
is to create a system that is fair,
competitive by market stan-
dards, and aligned with the new
job architecture that in turn
supports your business goals.
You will need data about sala-
ries, benefits, and all other forms
of compensation for each (sub)
job family, and role. You will also
need to assign a level to each job
(similar jobs in terms of comple-
xity, responsibility, and scope)
and create a globally consistent
grading system (similar jobs in
terms of education, skills, and
experience). This is also a task
that involves intense teamwork.
A new structure will expose (po-
sitive and negative) outliers and
it’s a group effort to decide how
to deal with these situations.
Understandably, every case that
receives a lower level or grade in
the new structure will be a case
that encounters resistance.
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Step 5 -

Define Career Paths

You define career paths by orga-
nizing jobs in progressive steps.
Every job family and sub-job
family should have their ca-
reer path, outlining the requi-
rements in terms of skills and
experience for promotion and
advancement. But you should
also think about including ca-
reer paths in between functions
to promote internal mobility
and create better growth oppor-
tunities. The consistency used
in Step 2 for the framework and
Step 3 for the job descriptions
provides you with the ability to
carve out development paths
among the many roles.

Communicate

Step 6 -

Communicate Changes
Communicate the changes in
the job architecture to all emp-
loyees. Focus on the reasons for
the changes and the benefits for
employees. This will help crea-
te buy-in and ensure a smooth
transition. It’s a crucial step that
can make or break the success
in the implementation phase.
The early involvement of Inter-
nal Communication will be of
great help.
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—  Implementation

Step 7 -

Implementation

Implement the new job archi-
tecture, including the new job
descriptions, career paths, and
pay structures. Ensure that the
changes are being integrated
into all relevant HR processes
such as performance manage-
ment and compensation pro-
cesses.

It's also crucial to implement
the new job architecture in your
software systems, especially in
HCM or HRIS software. This will
not only help your job architec-
ture come to live but also help to
take full advantage of your soft-
ware.
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and Evaluate

Step 8 -

Monitor and Evaluate

Monitor and evaluate the effec-
tiveness of the new job archi-
tecture over time. Just as in our
parable of comparing the imple-
mentation of a job architecture
to embarking on a healthy life-
style, the benefits will develop
and grow over time.

Adjust as needed to ensure that
it continues to support the busi-
ness needs and goals.
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The Four Types of Job Catalogs

Highly Standardized Job Catalog

A Highly Standardized Job Catalog groups various
operational functions into a single generic ap-
proach, such as ,,administrative clerk® or ,technical
clerk.“ This cost-effective approach allows for quick
creation but offers limited job descriptions, focu-

sing mainly on how tasks are performed rat-
her 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 ope-
rational functions (sub-job families) that repre-
sent the value chain of a company. Typically, an
industrial company needs 80 to 130 sub-job fami-
lies, while a service company needs about 40 to
70. The content of each job covers both the ,what"
and ,how" relevant to evaluation, with the ,what*
largely predetermined by market standards. Whi-

—

le Standard Job Catalogs are quick and inexpen-
sive to create, they may only fit an organization’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
addition to job classification. Many benchmark
providers offer Standard Job Catalogs on their on-
line platforms.

Partly Standardized Job Catalog

A Partly Standardized Job Catalog combines both
standardized and customized approaches. It con-
tains functions that are specifically designed to
describe the core value chain of a company. Whi-
le the most critical functions are defined explicit-
ly, others can be adapted from market standards.

—

This catalog captures the uniqueness of an orga-
nization while avoiding the need to create all jobs
from scratch. Partly Standardized Job Catalogs
are widely used, especially after significant struc-
tural changes like reorganizations or unification
of HR systems.

Company-Specific Job Catalog

A Company-Specific Job Catalog is a highly custo-
mized approach that captures both the functions
of (sub-) job families and individual jobs in a way
that describes the specific value creation for the
organization. This level of detail allows for a pre-

—

cise description of both the ,how" and the ,what*
of a job, but the creation process can be relatively
costly. Company-Specific Job Catalogs are the best
choice when a company’s business model is uni-
que and cannot be easily derived from existing
typical service processes.
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Pros & Cons: Standardized vs. Customized Approach

Standardized Approach

Quick & inexpensive: The major argument for
using a standardized job catalog is cost. This met-
hod indeed requires few resources and imple-
mentation time, making it ideal for a company
needing to achieve quick transparency with little
effort.

Comparable with other standards: Since the
structure and content are standardized, they can
easily be compared. Companies will get meaning-
ful insights from comparing their compensation
and evaluation schemes.

Availability: There are many tools to edit and in-
tegrate standard catalogs.

Customized Approach

Value chain & process based: A customized ap-
proach ensures that your functions and jobs re-
present your individual value chain accurately.
Suitable for talent management: Since the con-
tent is based on actual value for the organization,
the job catalog is a good foundation for all talent
management practices (measure performance
against goals and job descriptions, skill manage-
ment based on consistent skill taxonomy...).
Company culture being captured: By using your
individual structure and wording, you ensure that
your job descriptions reflect your company cul-
ture 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 (n? of
job families, depth of job descriptions, grading
scheme...).

Maintaining quality: Quality is challenging be-
cause you don’t have control over necessary up-
dates (new jobs being added, obsolete jobs not
being removed, new skills not being conside-
red...). You might find yourself working with ob-
solete 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 struc-
ture (e.g., removing jobs, adding skills...). This will
be difficult.

Costly & time consuming: It requires a deeper
understanding of the company’s value chain and
takes more time and effort to define and assign
the jobs. Software managing the design is recom-
mended.
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Tools to Build Job Architectures

The job architecture software market is limited,
and many organizations opt for Excel as their
primary tool due to its accessibility and familiari-
ty, as well as its convenient matrix structure and
cost-effectiveness. Excel is commonly used by
HR Business Partners, Compensation teams, and
Line Managers to create job clusters and levels,
but its limitations become apparent as organiza-
tions grow, particularly beyond 2,000 employees,
leading to exponential challenges in managing
job architecture effectively.

Limitations 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 information, especially
when it comes to visualizing and analyzing rela-
tionships between different data points. This re-
sults in errors, inconsistencies, and time-consu-
ming manual work.

Limited collaboration features

Excel does not have advanced collaboration fea-
tures, making it difficult for multiple team mem-
bers to work on the same file. It’s difficult to know
which file version is the latest, what has been mo-
dified, or work in the same file simultaneously.

Limited efficiency

In addition to the lack of workflow, Excel also
lacks important features such as easy job com-
parisons for building a consistent structure or
compensation system, bulk actions for assigning
or grading large groups of employees, quick iden-
tification of individual jobs for deeper analysis,
historical tracking, and defining different access
rights. These limitations can lead to frustration,
errors, and a longer time required to complete the
job architecture process.

Limited security

Excel does not offer advanced security features
and is vulnerable to unauthorized access or acci-
dental deletion of data. Document exchange via
Email poses a security issue.

Limited IT integration
Excel is a decentralized data source. It does not
feed into an integrated infrastructure, it cannot
be aggregated, analyzed, and used to take consis-
tent strategic decisions.

Limited compliance

Excel does not offer any option to ensure that
process steps are respected. In industries that are
particularly strict (e.g., pharma), this can result in
legal consequences.

Limited reporting

Excel does not offer advanced reporting features,
making it difficult to generate comprehensive re-
ports for analysis and decision-making.
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How The Software COLMEIA Can Support
You in Building and Managing a Job Archi-
tecture

There is a large offer of software solutions that
help you manage your job descriptions, job eva-
luations, or build an organizational structure.
They are all very capable solutions for their re-
spective core value, some with thousands of tem-
plates. But they were not built to create job archi-
tectures.

The only dedicated solution to design and imple-
ment job architectures in larger organizations is
COLMEIA Cloud. It’s a cloud solution to collabo-
ratively 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 resulting job architecture to your HCM,
such as SuccessFactors, Workday, Oracle, or any
other. It’s highly efficient, and secure, and sup-
ports transformation initiatives and organization
design.

On top, the software COLMEIA can facilitate
the adherence to the Job Architecture Quality
Framework:

— Balance: COLMEIA offers a matrix/grid view
that gives users a strategic overview of job ar-
chitectures, enabling quick identification and
correction of imbalances.

— Consistency: COLMEIA provides access to
up-to-date, market-oriented standard cata-
logs across various industries (e.g. Banking,
Pharmacy, Automotive). Users can also up-
load standard catalogs from other providers
to ensure comprehensive coverage.

— Specificity: The Smart Content Service fea-
ture enables the generation of detailed, cle-
ar, and specific job descriptions with just one
click, ensuring precision in role definitions.

— Standardization: The Smart Content Service
feature allows users to generate job descrip-
tions that adhere to predefined (and adjusta-
ble) standards with one click, ensuring uni-
formity and professional presentation.

Further, COLMEIA integrated an Al solution to
automatically pre-fill your job descriptions and
provide you with the skills needed that an em-
ployee needs to be successful in a specific role
using relevant input data (e.g. job title, job level,
company branch, company size). Have a look at
the website here.
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Excurse: THE LEVEL-OF-WORK MATRIX®

A value-based approach to job architecture
design.

Your job architecture is a crucial aspect of talent
management, but it can be challenging to navi-
gate. While technology can certainly help speed
up the process, there are also tools available for
creating 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 understan-
ding of job complexity within an organization,
with 12 vertical levels that distinguish different
layers of work complexity and horizontal levels

that describe the impact on the value chain. This
provides a straightforward 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 insightful categoriza-
tion without being complex.

— Enables the use of business terms to describe
work instead of HR jargon.

— Compatible with any market standard evalua-

tion schemes and benchmark references.
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Summary

At the heart of your organizational success lies a
well-designed job architecture. It’s the backbone
that supports your HR processes and enables you
to optimize talent management, streamline HR
workflows, maximize the value of software in-
vestments, and embrace skills-based practices.
With the latest developments in Al, a job archi-
tecture also empowers you to redesign individual
jobs and scale the process to departments and
across the entire organization with unpreceden-
ted transparency.

To achieve these benefits, it’s crucial to align your
job architecture with organizational goals, work
with high-quality data, and maintain transparent
communication throughout the process. By pre-
paring thoroughly and assembling a complete
team, you can ensure that every step of the design
process runs smoothly.

While smaller organizations may resort to Excel
for job architecture design, larger organizations
should resist the temptation. Excel’s limitations
can break the timeline or the job architecture it-
self.

Once your job architecture is in place and integra-
ted into your HR software backbone, you'll begin
to see the benefits. It’s like adopting a healthy life-
style: slow at first, but soon creating tangible, mu-
tually reinforcing impacts that extend beyond HR
and enhance the work and engagement of ever-
yone in your organization.

Are you ready to unleash the full potential of
your organization and your people?

Let’s get started.
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