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A quick note before we dive in… We wrote this 

from the employee’s perspective because let’s 

face it — employees are often left out of the 

conversation when it comes to job architecture. 

But they’re the ones it impacts the most. If 

you're an employer or HR leader, understanding 

how employees see job architecture is key to 

making it actually work. When employees 

understand the structure behind pay and career 

progression, everyone wins. 

 

Why Job Architecture Matters to You 

Let’s be honest: figuring out how pay works or 

what it takes to get promoted can feel like  

solving a puzzle without all the pieces. Ever had  

that moment where you’re doing great work but 

still wondering why your paycheque looks the 

way it does? Or why you missed that promotion 

and are still in the same job? 

Good news — it’s not just random! For many 

organizations there’s actually a structure behind 

how companies decide pay and career growth — 

it’s called job architecture, and it can help you 

take control of your career. 

What Is a Job Architecture Anyway? 

Think of a job architecture as the blueprint for all 

roles in a company. It lays out job levels, 

responsibilities, and pay structures so everyone 

knows how different roles fit together. Instead of 

guessing what’s needed to move up, you get a 

clear map showing: 

• The skills and experience required for each 

level. 

TOPIC: EMPLOYEE REWARDS 

Understanding Job Architecture 

Clarity for Careers, Pay, and Progression  

Feeling stuck or wondering what it really 

takes to move up at work? Job architecture 

isn’t just an HR term. It’s a practical guide to 

understanding your role, your pay, and your 

growth potential. If your organization has a 

job architecture, here’s how to use it to take 

charge of your career path. 
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• How roles compare across departments. 

• What kind of pay range is tied to each job 

level. 

The Components of Job Architecture 

If your company has a job architecture, you 

might see it in a document or tool that lays out 

job families, levels, and key responsibilities. At 

first glance, it can feel overwhelming, but here’s 

what to look for: 

• Job Families: These group similar types of 

work — like HR, Finance, or Operations — so 

you can see how your role fits within the 

organization’s structure and how it supports 

broader business activities. 

• Job Levels: Within each family, roles are 

stacked by level — such as entry-level 

professional, experienced professional, 

senior professional, manager, and so on — 

showing a path for growth. 

• Key Responsibilities and Skills: Each job 

level usually has a short description of what’s 

expected — this can cover areas such as 

scope of decision-making, degree of 

autonomy, leadership expectations, required 

technical or functional expertise, and the 

impact a role has on the organization. 

• Career Paths: Some job architectures also 

show how roles connect, what’s needed to 

move to the next level, or how you might 

transition laterally to roles in other job 

families that share similar skill sets. 

Don’t worry if it feels like a lot at first! Think of it 

as your roadmap to growth. It’s there to help 

you understand where you are today and where 

you could go next. 

Career Growth Shouldn’t Be a Secret 

If you’ve ever felt like you’re working hard but 

have no idea what’s needed to move up? How 

do you go from Analyst to Senior Analyst? Or 

Manager to Director? You’re not alone. Without 

a clear structure, career growth can feel like a 

black box. Job architectures give you the keys 

by: 

• Defining Steps to Advancement: You can 

understand what’s required for the next level 

instead of waiting for someone to tell you. 

You can also see the available paths 

upwards, such as a senior-level individual 

contributor or as a people leader.  

 

• Helping You Build the Right Skills: Instead 

of hoping for a promotion, you can 

proactively build the necessary skills and 

gain key experiences needed to advance. 

• Preparing You for More Productive Career 

Talks: When you meet with your manager, 

the conversation shifts from “What do I have 

to do?” to “Here’s what I’m working on to get 

to the next level.” 

Keep in mind: Job architectures are often a 

work in progress. Some organizations are still 

building their frameworks or refining them as 

roles evolve. So, if parts of the structure are 

missing or unclear right now, that’s okay. What 

matters is having a starting point and using it to 

drive better conversations about your growth, 

skills, and next steps in your career. 

How Job Architecture Helps You Understand 

Pay Decisions  

Ever wondered why two people with the same 

job title might be making different salaries? Or 

why some people seem to jump levels faster 
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than others? Job architectures help take the 

guesswork out of pay by: 

• Supporting Salary Ranges: If your 

organization shares salary ranges, you can 

get a clearer picture of where your salary 

falls within that range. Placement isn’t 

random — it depends on factors like your 

experience, performance, tenure, and 

sometimes how market conditions have 

shifted since you joined. 

• Ensuring Fair Pay Practices: A structured 

system helps reduce bias, so raises and 

promotions are based on skills and 

performance, not just negotiation tactics. 

• Making Pay Conversations Easier: With a 

shared framework, discussions about pay 

become fact-based rather than awkward or 

secretive. 

How Your Role Connects to the Bigger Picture  

Job architecture isn’t just about individuals — it’s 

how organizations align people to their broader 

business goals. By mapping out roles, 

responsibilities, and pay structures, job 

architecture helps companies make sure they 

have the right people in the right roles to 

achieve strategic priorities. For employees, this 

means your work is part of a bigger picture, and 

understanding job architecture can help you see 

how your skills and growth are directly tied to 

the company’s success. 

 

 

 

Here’s How You Can Use This to Your 

Advantage 

Now that you know job architectures exist, here’s 

how you can make the most of it: 

• Ask for Clarity: If your company has a job 

architecture, ask HR or your manager where 

you fit and what the next step looks like. 

• Use it in Pay Discussions: Instead of going 

into salary discussions blind, use your job 

level and salary range as a reference point. 

• Plan Your Next Move: Identify the skills 

needed for your next step and start working 

on them before promotions even come up 

so you’re ready when the opportunities 

arise. 

Take Charge of Your Career – and Your 

Structure 

 

 

The more you know, the more control you have 

over your future. So, instead of guessing what’s 

next, start asking questions, use the roadmap, 

and take charge of where your career is headed. 

And if you're a leader or HR partner thinking 

about job architecture, remember — it doesn’t 

have to be all or nothing. You can start small, 

build momentum, and design something 

scalable that meets your people where they are. 

Because when employees understand how 

things work — and organizations design 

structures with that in mind — everyone wins. 

Curious how to do that? Stay tuned for our 

next article, where we’ll break down how to build 

a scalable, practical approach to job architecture 

— one step at a time. 

 

We help organizations design scalable 

frameworks that work for leaders and employees 

alike. For more information contact us at 

info@laulimaconsulting.com  

It’s not just about moving up — it’s about how 

your growth and the company’s strategy work 

hand in hand.  

At the end of the day, job architectures aren’t 

just some HR tool — they’re your guide to 

understanding pay and career growth.  
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