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Job architecture refers to the structured frame-
work that organizes job roles, levels, and career 
paths within an organization. If your organization 
were a city, where each role represents a building, 
job families form neighborhoods, and career paths 
are roads, the global job architecture is much like 
a city map: a detailed guide that organizes roads, 
neighborhoods, and landmarks and maps paths 
from A to B, ensuring efficient connections and 
clarity and direction in a complex system. Just as 
a city map is critical for navigation and strategic 
planning, job architecture is vital for aligning ro-
les, fostering career growth, and achieving organi-
zational objectives. Employees play a central role 
in this framework, both as inhabitants shaping the 
city and as beneficiaries relying on its infrastruc-
ture to thrive. Just as a city requires governance 
to manage growth and maintain order, job archi-
tecture must adapt to shifting market conditions, 
emerging skills, and organizational strategies and 
therefore requires governance to ensure its conti-
nued relevance, functionality, and compliance. 
Without governance, this “city” becomes chao-
tic. Roads may dead-end in confusion, buildings 
could be inappropriately used or duplicated, and 
residents—your employees—would be left frus-
trated and disoriented. Governance serves as the 
city’s planning department. It updates the map to 

reflect new needs, enforces zoning laws to main-
tain order, and ensures that changes benefit the 
entire population. Thus, governance provides the 
oversight, rules, and processes necessary to keep 
your job architecture clear and functional. It ensu-
res that changes to job structures are intentional, 
consistent, and aligned with organizational objec-
tives, while also balancing the needs of various 
stakeholders—from HR and leadership to emp-
loyees and regulators. 
This whitepaper delves into the critical role of job 
architecture governance, offering insights into 
how it ensures clarity, consistency, and alignment 
with organizational goals. By addressing common 
challenges such as adapting to market shifts, in-
tegrating emerging skills, and meeting stakehol-
der needs, we provide actionable strategies to help 
organizations maintain a robust and adaptable 
framework. Readers will gain practical knowledge 
to foster employee growth, enhance operational 
efficiency, and create a harmonious balance bet-
ween organizational agility and stability. Whether 
you are an HR leader, a business strategist, or a 
manager seeking to improve workforce planning, 
this whitepaper equips you with the tools to na-
vigate and optimize your organization‘s job archi-
tecture effectively.
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Why Job Architecture Governance is Essential

Job architecture governance is vital because the 
framework it oversees is deeply influenced by a 
range of dynamic internal and external factors. 
These factors not only shape the design of roles 
and levels but also dictate the organization’s abili-
ty to respond to changes effectively. Governance 
ensures that these change occur in an organized 
and efficient manner, streamlining the process to 
reduce time, minimize errors, and foster a pro-
active rather than reactive approach. Much like 
urban planning prevents a city from devolving 
into chaos as it grows, governance simplifies the 
maintenance of an up-to-date city map while ac-
counting for future demands (representing the 
process of updating and governing job architectu-
re in this analogy), ensures all relevant stakehol-
ders have a voice in how the city evolves (stake-
holder inclusion in the governance process), and 
establishes building regulations that guide the 
city‘s development (job architecture guidelines). 
Together, these elements create a structured yet 
adaptable foundation.

1.1 Understanding the Forces Driving 
Change in Job Architecture

To understand why governance is essential, it’s 
important to explore the dynamic internal and 
external factors in detail and consider how the 
evolving inclusion of skills within job architectu-
re adds an additional layer of complexity.

1.1.1 Shifting Market Demands and Business 
Strategies
Market conditions and organizational goals are 
constantly in flux. Expansion into new markets, 
the adoption of innovative business models, or 
the pivoting of strategies in response to compe-
titive pressures can necessitate the creation of 

new roles or the redefinition of existing ones. For 
example, an organization embracing digital trans-
formation may require entirely new roles, such 
as data analysts, AI specialists, or digital marke-
ting experts, while simultaneously retiring lega-
cy roles. Without governance, these changes can 
happen at random, leading to redundancy, misali-
gnment, or gaps in the workforce.

1.1.2 Rapid Evolvement of Skills
The integration of skills within job architecture 
introduces a unique challenge. Unlike job roles, 
which tend to evolve over years, skills can change 
or become obsolete in a matter of months. For 
example, the coding languages or software tools 
that are essential today may be irrelevant tomor-
row. Governance must establish processes to re-
view and update the skills required in the organi-
zation (e.g. skills taxonomy or ontology) regularly, 
ensuring that skills remain relevant and aligned 
with both market demands and organizational 
strategy. Additionally, skills often cut across mul-
tiple roles, adding a layer of complexity to job 
alignment. A governed approach ensures consis-
tency in how skills are defined, categorized, and 
linked to roles across the organization.

1.1.3 Technological Advancements
The rapid pace of technological innovation drives 
significant changes in job requirements. Auto-
mation, artificial intelligence, and emerging tools 
not only create new job roles but also reshape the 
way existing roles perform their respective tasks 
and reform the skills required for existing roles. 
For instance, traditional marketing roles now 
demand proficiency in data analytics and digital 
platforms. Governance ensures that these shifts 
are systematically incorporated into the job ar-
chitecture, keeping it relevant and aligned with 
organizational objectives.

https://www.binder-consulting.de/skill-ontologie-vs-skill-taxonomie/?lang=de
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1.1.4 Workforce Evolution and Employee Skill 
Development
Employees continuously acquire new skills 
through learning, development programs, or on-
the-job experience. These evolving skill sets must 
be reflected within the job architecture to ensu-
re employees have clear, updated pathways for 
growth. Governance plays a critical role in deter-
mining how and when these skills are integrated 
into job roles and levels. Without this oversight, 
skill mismatches can lead to disengagement or 
talent underutilization.

1.1.5 Regulatory and Industry Standards
In highly regulated industries, job roles and skill 
frameworks must comply with stringent legal 
requirements. For instance, finance, healthcare, 
and aerospace sectors have specific regulatory 
demands that influence job descriptions, qualifi-
cations, and responsibilities. Governance ensures 
that job architecture adheres to these standards, 
mitigating risks associated with non-compliance.

1.1.6 Internal Organizational Dynamics
As organizations grow or restructure, internal dy-
namics such as mergers, acquisitions, or depart-
mental shifts can create significant disruption in 
job architecture. Governance provides a mecha-
nism to integrate disparate systems and ensure 
consistency across the organization, aligning the 
job architecture with the company’s strategic di-
rection.
In summary, the dynamic nature of job architec-
ture necessitates a robust governance framework 
that can manage complexity, integrate diverse 
perspectives, and ensure that the structure evol-
ves in alignment with both internal and external 
forces.

1.2 Balancing Stakeholder Needs

Governance also acts as a bridge between the di-
verse requirements of stakeholders, balancing 
competing priorities and ensuring the job archi-
tecture serves the organization holistically. This 
balancing act is akin to city governance ensuring 
that roads, zoning laws, and public services serve 
residents, businesses, and visitors alike. Effective 
job architecture governance supports a coherent 
organizational structure, aligning individual and 
collective goals.

	→ �HR Professionals: They rely on a stable and 
coherent job architecture to manage hiring, 
promotions, compensation, and workforce 
planning efficiently. Governance ensures that 
the framework provides the clarity and con-
sistency HR teams need to perform their ro-
les effectively.

	→ �Leadership: For executives, job architecture 
must align with strategic objectives and pro-
vide flexibility to adapt to changing business 
priorities. Governance ensures this align-
ment, enabling the organization to remain 
agile and competitive.

	→ �Employees: Clarity about roles, levels, and 
career pathways fosters engagement and mo-
tivation among employees. Governance en-
sures that updates to the job architecture are 
communicated transparently, allowing emp-
loyees to navigate their career development 
with confidence.

	→ �Regulators and External Audiences: In 
some cases, job architecture is scrutinized 
by external stakeholders, such as regulators, 
auditors, or potential investors. Governance 
ensures that the framework is compliant and 
defensible, reducing risk and enhancing the 
organization’s credibility.
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1.3 Consequences of Poor Governance vs. Benefits of Effective Governance

The state of job architecture governance determines whether it functions as a strategic enabler or a 
hindrance to organizational success. Without effective governance, the framework risks devolving into 
a source of inefficiencies, while robust governance elevates it into a dynamic tool for alignment and 
growth. Let us explore these contrasting impacts:

Misalignment with Business Strategy: Stagnant roles 
fail to evolve alongside changing business goals, hampe-
ring innovation and growth.

�Inconsistencies in Job Levels, Compensation and 
Role Ambiguity: Role inflation or degradation creates 
inequities, eroding trust and leading to compensation 
misalignments. Employees experience unclear respon-
sibilities and career pathways, reducing engagement and 
productivity.

�Ineffective Skills Management: Outdated or irrelevant 
skill definitions impede hiring, training, and development 
initiatives.

�Compliance Risks: Unregulated frameworks expose or-
ganizations to legal and regulatory challenges, particularly 
in highly regulated industries.

�Resource-Intensive Maintenance: An unstructured 
approach demands frequent, reactive updates, consuming 
valuable HR time and effort.

Poor governance results in a job architecture that 
mirrors the dysfunction of a poorly planned city: chao-
tic, inefficient, and costly to manage. Key challenges 
include:

Effective governance, in contrast, ensures that 
job architecture operates as a well-coordinated and 
forward-thinking system, delivering substantial orga-
nizational value:

2.3.1 Poor Governance: 
The Risks and Challenges

2.3.2 Effective Governance: 
The Benefits

�Strategic Alignment: Roles and skills evolve fluidly to 
support business objectives, enabling agility and resilience 
in a competitive market.

�Clarity and Consistency: Standardized job and skill 
definitions improve decision-making across hiring, promo-
tions, and compensation processes.

Employee Empowerment: Regularly updated skills tied 
to roles provide employees with clear growth pathways, 
fostering engagement and retention.

�Risk Mitigation: Strong governance ensures compliance 
with policies and regulations, safeguarding against legal 
and reputational risks.

�Operational Efficiency: Proactive governance reduces 
redundancies and streamlines maintenance efforts, fre-
eing HR resources for strategic priorities.

By integrating the lessons from these contrasting outcomes, organizations can appreciate 
how governance transforms job architecture from a potential liability into a critical asset for 
sustained success.

Stagnant 
roles

Business
Strategy
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Job Architecture Governance Best Practices

2.1 Design Principles of Job Architecture

An effective job architecture is built upon seve-
ral key principles that ensure clarity, consisten-
cy, and alignment with organizational goals. By 
following these foundational guidelines, compa-
nies can generate high-quality job data for use 
across a wide range of applications, establish ef-
ficient data structures for seamless HRIS system 
uploads, and facilitate clear communication that 
fosters organizational acceptance. Additionally, 
this approach minimizes maintenance efforts, all-
owing HR teams to make better use of their time 
and resources.

The key design principles are: 
	→ �Specificity: Provide detailed, role-specific 

information. For example, job descriptions 
should clearly differentiate between similar 
roles.

	→ �Standardization: Maintain a consistent for-
mat and structure across job families and le-
vels, making comparisons easier and enhan-
cing role clarity.

	→ �Balance: Ensure there is a reasonable distri-
bution of job families and levels, preventing 
over- or under-representation.

	→ �Consistency: Ensure job roles align with in-
dustry standards and are consistently applied 
across the organization.

	→ �Value-Chain Orientation: Job architectu-
res should be designed to reflect the organi-
zation‘s value chain rather than its internal 
hierarchy or functional silos. While the or-
ganizational structure is organized solely by 
function to regulate internal communication 
and allocate responsibility, the job architec-
ture focuses on grouping similar jobs across 
functions. This cross-functional grouping 

To ensure that the job architecture remains relevant and actionable, organizations 
should follow these best practices when designing their governance process:

ensures comparability of positions and es-
tablishes a clear career framework, enabling 
employees to navigate their growth irrespec-
tive of their position within the traditional 
hierarchy.

2.2 Governance Process Overview

The governance process for job architecture fa-
cilitates efficient, data-driven decision-making 
to ensure organizational changes are timely and 
relevant. At the core of this process are essential 
principles that emphasize adaptability, transpa-
rency, and continuous improvement.

Expert involvement ensures that decisions are in-
formed by individuals with specialized knowled-
ge and experience in their field, while agile adap-
tability enables swift responses to evolving needs 
without compromising quality. 

Additionally, the emphasis on data-driven decisi-
ons promotes accuracy and objectivity, minimi-
zing biases and supporting measurable outcomes 
to enhance the overall integrity of the governance 
process.

Seamless integration with organizational work-
flows aligns job architecture updates with busi-
ness objectives, fostering collaboration across 
departments. This interconnectedness fosters a 
cohesive operational environment, where chan-
ges in job architecture positively influence recru-
itment, training, and performance management 
initiatives. This cohesive approach ensures job 
architecture remains relevant and drives continu-
ous improvement throughout the organization.
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3.2.1 Key Roles & Responsibilities in the 
Governance Process
The governance process relies on the collaborati-
on of multiple roles, each with clearly defined re-
sponsibilities, to ensure the smooth management 

Role: 
Initiates the process by submitting a change request 
(CR) in a predefined format.

Responsibilities:
•	� Submit CRs for modifications or updates to the job 

architecture.
•	 Ensure adherence to submission guidelines.
•	� Note: While anyone can submit a CR, specific 

groups receive detailed instructions about the 
process to ensure clarity and compliance.

Role: 
Oversees the job architecture from a strategic per-
spective.

Responsibilities:
•	� Ensure alignment between job architecture 

updates and overarching HR processes, such as 
workforce planning and talent strategy.

•	� Provide guidance to maintain consistency and 
strategic relevance of the JA.

Role: 
Core team responsible for ma-
naging and maintaining the job 
architecture.

Responsibilities:
•	� Review and process CRs, 

determining approval, revision 
needs, or rejection.

•	� Conduct data-driven analysis 
to evaluate the impact of 
changes.

•	� Stay informed about industry 
trends to ensure the JA 
remains relevant and competi-
tive.

•	� Incorporate feedback from 
stakeholders and subject mat-
ter experts into the decision-
making process.

Role: 
Contribute insights and feedback 
to support informed decision-
making.

Responsibilities:
•	� Review proposed changes 

to ensure they align with 
departmental or organizational 
needs.

•	� Facilitate follow-up actions as 
needed to implement chan-
ges.

•	� Provide diverse perspectives 
for comprehensive stakehol-
der involvement.

Role: 
Ensures the technical execution 
of approved changes.

Responsibilities:
•	� Update relevant systems to 

reflect changes in the JA.
•	� Provide accurate data to sup-

port analytics and reporting 
needs.

of JOB ARCHITECTURE (JA) changes. These roles 
collectively facilitate the submission, evaluation, 
and implementation of changes while incorpo-
rating feedback and maintaining alignment with 
organizational objectives.

Change Requester

JA Team Relevant
Stakeholders IT Team

JA Owner
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2.2.2 Simplified Exemplary Process Flow
The following steps illustrate a streamlined over-
view of how changes to the JA are managed:

1. Submission of Change Request:
A Change Requester submits a CR 
following the defined guidelines.

2. Initial Review by the JA Team:
The JA Team evaluates the request and decides to:
•	 Approve.
•	 Decline.
•	 Return for further revisions.

3. Stakeholder Feedback:
•	� Approved CRs are escalated to the JA Owner and relevant 

stakeholders for feedback.
•	� Exceptions: Minor changes, such as spelling corrections, may 

bypass this detailed review process.
•	� Based on the feedback received, the JA Team determines 

whether to implement or decline the request.

4. System Updates:
•	� Upon approval, the IT team updates the relevant 

systems to reflect the changes.

5. Coordination and Communication:
•	� The JA Team ensures comprehensive communication 

with all stakeholders regarding the changes.
•	� Follow-up activities are managed to confirm successful 

implementation and address any additional concerns.

This governance framework ensures a structured 
and collaborative approach to managing job archi-
tecture updates, balancing efficiency with stake-
holder involvement and alignment with organiza-
tional goals.
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2.2.3 Follow-up Activities
Once a change is approved, specific follow-up ac-
tions are triggered across various departments, 
involving all areas where the job catalog is ap-
plied, such as recruiting, learning, and perfor-
mance management. These follow-up activities 
must be carefully coordinated to ensure timely 
updates and system synchronization.

For instance, when new skills are added to an 
existing job, follow-up actions may include: 

	→ �Integrating the new skills into the existing 
skill taxonomy by the skill logic owner

	→ �Reviewing and mapping the skills to other 
relevant jobs by the global job architecture 
team

	→ �Aligning the skills with existing training pro-
grams by the training admin

	→ �Defining appropriate assessment methods by 
the learning coordinator

	→ �Comparing actual and target skill proficiency 
by the performance management coordina-
tor

	→ �Developing training plans to address skill 
gaps by the learning coordinator

�These activities, often case-specific, involve mul-
tiple responsible parties and require precise ti-
ming to ensure a smooth system update. This 
complexity underscores the need for a well-struc-
tured and coordinated governance process.

2.3 Guidelines: A Flexible Framework for 
Effective Job Architecture Governance

Guidelines serve as valuable suggestions in the 
governance process by providing clear decision-
making criteria that promote consistency and cla-
rity in job catalog updates. These guidelines, tailo-
red to align with the specific needs and context of 
each organization, ensure they effectively address 
the unique challenges faced by the company.
For example, the structural granularity level re-
fers to how specifically job families and their sub-
components are organized. It provides a frame-
work that ensures the categories are neither too 
detailed to manage effectively nor too broad to be 

useful.. It suggests that revisions should be con-
tent-based, avoiding overly rigid rules. A recom-
mended rule of thumb, proven effective in our 
past projects, includes maintaining no more than 
seven sub-job families (SJFs) per job family (JF), 
with each SJF containing between five to fifteen 
jobs. This guideline helps ensure that job families 
are neither too detailed nor too generalized. Addi-
tionally, it is recommended that each job should 
ideally encompass a minimum of ten employees, 
facilitating effective management and oversight. 
This flexible approach allows organizations to 
adapt the structural granularity to better fit their 
operational structure while still maintaining a 
clear hierarchy within the job catalog.

The guidelines also emphasize the importance of 
concise and comprehensive descriptions for (sub) 
job families, typically around 50 words, to encap-
sulate all assigned roles effectively. They outline 
essential considerations for job types, including a 
clear definition of functional tasks and responsi-
bilities, while specifying that senior management 
and top executives —such as the top 20 positions 
in the organization—are usually not included in 
the global job architecture. This exclusion is due 
to the limited number of such roles, where defi-
ning them would effectively turn into position de-
scriptions rather than job groupings. Additionally, 
these roles are typically not part of the global gra-
ding scope, as their responsibilities and scope of 
influence are not easily comparable to other po-
sitions in the organization. Furthermore, it is im-
portant that the defined guidelines for job naming 
reflect issues like staying within SAP’s 40-charac-
ter limit and therefore recommend standardized 
abbreviations to promote uniformity.

By following these adaptable guidelines, organi-
zations can create a sustainable, consistent and 
understandable framework for their developing 
job architecture, improving communication ab-
out roles and responsibilities across teams. Ulti-
mately, these structured suggestions enhance the 
governance process by enabling informed deci-
sion-making and effective management of job 
architecture tailored to the specific needs of the 
organization.
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Conclusion

Just as a well-planned city thrives through stra-
tegic oversight and a well-maintained map en-
sures seamless navigation, an organization with 
robust job architecture governance achieves cla-
rity, efficiency, and strategic alignment. Gover-
nance transforms job architecture from a static 
document into a dynamic enabler of growth and 
adaptability. By designing a framework as inter-
connected and forward-thinking as a city’s in-
frastructure—complete with stakeholder collabo-
ration and future-ready pathways—organizations 
can navigate the complexities of evolving roles 

and skills with ease. This approach not only keeps 
the organization competitive and attractive to top 
talent but also ensures that its foundations re-
main compliant, functional, and built to support 
sustainable success.

Ready to shape the future of your organization? 
Let us help you design a governance framework 
that ensures your job architecture remains a po-
werful tool for success.

collaborate@colmeia.cloud
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Job Architecture
made easy.
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