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Introduction

From static role lists to a strategic workforce backbone

Work is changing faster than many organizations
can update their structures and HR data. Digital
transformation, new operating models and the
growing use of Al are reshaping tasks. At the
same time, employees expect clearer
development options and more transparent
decisions.

This is where a job architecture can help
providing a practical response. It creates a
common language for work, roles, levels and
career opportunities across functions, locations
and systems. It brings structure to what each job
contributes to the organization and the type and
scope of responsibility it involves.

But structure alone is not the goal. A good job
architecture helps HR and the business make
more consistent and strategic decisions while
keeping enough flexibility for roles to evolve.
The real value lies in making roles and
requirements easier to compare, use and manage
across HR processes.

This guide explains what a job architecture is,
why it matters to the business and how to take
a pragmatic approach to implementing it.

A job architecture is not an HR catalog, it is the
operating system for consistent workforce decisions.
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across an organization

A job architecture groups
comparable work, differentiates
levels of responsibility and sets a
common format for describing
roles that reflects the
organization’s value chain. The
result is a consistent view of work
that can be used across HR
processes, locations and systems.

< 4 binder

A strategic job architecture goes
beyond a list of job titles and is
less dynamic than an
organization chart. While teams
and reporting lines may change
frequently, the job architecture
provides a more consistent
framework for defining roles,
responsibilities and levels across
the organization.

Whatlis a

Job Architecture?

A job architecture is the organizing logic that structures jobs

The architecture explains what
work exists, how roles relate to
one another and which
requirements distinguish one job
or level from the next. This
makes it possible to compare
roles that sit in different parts of
the business but contribute

in a similar way.



1 WhatIs a Job Architecture?

A job architecture provides a shared language for a different view of the organization

The concrete design of a job architecture differs from company to company, but the aim is always the same: to describe what
work exists and which qualifications it requires. Unlike an organization chart, which shows departments, reporting lines and
dependencies, it groups jobs by the similarity and the value of the work: a different view of the organization.

-

A Job Architecture

Defines requirements
for all jobs including tasks
and qualifications a job

Enables HR processes
with consistent global
data in the HR system

ol Creates a common Assigns all employees
language for work to generic jobs instead of
across teams, locations . local positions
! Follows the value chain P

and countries L .
grouping jobs by similarity

and value of work, not by
department
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1 WhatIs a Job Architecture?

This is what a typical job architecture structure looks like:

Sub Job Family

A broad area of
work with a similar

contribution to
value creation

A specialized

Job Level

Structure and agility are not opposites: a job architecture
creates the foundation that makes flexibility possible,
allowing jobs to be added, combined or retired
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Type and scope of
responsibility, complexity
and experience

— domain within a
job family

A globally comparable profile with clear purpose
and requirements

Typical content:

* Description of purpose, accountabilities and
requirements

» Skills and competencies to describe capabilities
and knowledge needed to perform the work

* Further aspects like education or KPIs
dependent on specific use cases



A job architecture is a foundation for making
everyday people decisions more consistent and
effective. Before designing one, organizations
therefore need clarity on which processes and
use cases it should create value for. The goal is
to understand which processes matter most to
the individual organization and design the
architecture accordingly.

Its value can span the employee lifecycle: from
more targeted recruiting and development
focused on what people need to be capable of,
to more transparent career paths. At the same
time, it can support a consistent grading
approach and fair, well-grounded pay decisions.
It can also give workforce planning a clearer
view of current capacity and future needs.

o
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One shared language for better, connected decisions

These use cases become actionable when
employees are mapped to the jobs defined in
the architecture, making it possible to apply a
common framework to individual employees
and use the resulting data across HR processes.
Beyond these individual use cases, a job
architecture also connects them: because the
use cases all draw on the same job and skill
data, decisions in one process are more
consistent with those in others instead of being
made in isolation. It therefore pays off behind
the scenes: in how HR globally works and how
organizations navigate structural change.

A job architecture does not solve every HR
challenge, but it provides a common
foundation for making better people decisions
and maintaining consistency as the
organization grows, changes and reorganizes.

How a Job
Architecture
Creates
Value




2 How a Job Architecture Creates Value

A job architecture can add value in various contexts in the organization (1/3):

Provides a consistent set of tasks, skills and
qualifications as the starting point for every
job posting

Shortens the path from vacancy to
published posting as HR and the business
have a shared language when aligning on
what a role really needs

Enables structured screening and
interviewing against the actual
requirements of the job rather than ad-hoc
criteria
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Talent Development

Anchors skills, knowledge and capabilities
in real work by linking them to defined jobs
and levels

Creates a common reference for skill
profiles: employees inherit the expected
skills of their mapped job, making gaps
between current and target skills visible

Turns those gaps into individual
development paths instead of generic
training catalogs

Feeds learning platforms with target skills,
so development focuses on the
capabilities actually required

Internal Mobility

* Shows realistic vertical, lateral and expert

moves because roles and levels are
comparable across functions

* Allows systematic visualization of career

paths instead of case-by-case agreements

* Makes it possible for employees to see

which opportunities exist and what is
required to get there, so career steps
become understandable and plannable

* Helps the organization plan who should be

developed for which critical role and
therefore also strengthens succession



2 How a Job Architecture Creates Value

A job architecture can add value in various contexts in the organization (2/3): Q

Supplies consistent knowledge of tasks and
responsibilities as the basis for job
evaluation

Supports that comparable roles are graded
consistently across functions, locations and
legal entities

Creates the basis for market benchmarking
by establishing grades that can be matched
with compensation data from specialized
external providers

Supports well-grounded pay-structure
and salary-band decisions
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Strategic Workforce Planning

Makes current capacity and capabilities
comparable across the whole organization
in a strategic way

Identifies gaps, overlaps and business-
critical roles early, creating more time to
hire, develop or redeploy

Allows analysis of which concrete tasks can
be automated or technology-supported in
the future

Q

Equal Pay

Defines what counts as "equivalent" work
as the prerequisite for any pay comparison

Enables representative comparison groups
for gender pay gap analyses (also relevant
in terms of EU Pay Transparency Directive)

Provides a structured basis for pay
comparisons that can be combined with
objective, job-related criteria to analyze
gender pay gaps accurately

Helps to make uneven practices visible to
reduce avoidable bias



2 How a Job Architecture Creates Value

A job architecture can add value in various contexts in the organization (3/3):

Raise productivity in HR

A shared job architecture reduces repeated work. Job content can be reused

across recruiting, learning, performance, compensation and workforce planning
rather than being recreated in each process, which means fewer duplicate or
conflicting job profiles, less manual reconciliation between HR teams and
systems and clearer ownership of job data. Standard definitions also reduce
exceptions, keep qualification and training requirements consistent and make
structural gaps, overlaps and local variations easier to see and manage.
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Maximize HR software output

Maintain control during structural changes

Growth, reorganizations, mergers, carve-outs and new operating
models create pressure on role structures. A job architecture
provides a reference point. New jobs can be placed within an
existing logic, overlapping structures can be compared and the
impact on levels and pay can be assessed more systematically.

HCM and specialist HR systems can only deliver their full value if the job data
behind them is reliable. A job architecture provides exactly that

foundation. It supplies a consistent job model, clear naming conventions,
defined levels and comparable profiles that can be mapped directly

onto the fields and structures of the target system. This makes
implementations and migrations faster and less error-prone

and allows reporting, analytics and automated workflows

to build on job data the organization can trust.
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Challenges in
Job Architecture
Design

s
A job architecture only creates value when people can use it in practice
The previous chapters have shown how a The challenge is to bring together existing In practice, the main challenges fall into four
job architecture creates a common language  structures, incomplete or inconsistent data connected areas: securing organizational
for work and supports decisions in talent and different stakeholder expectations. alignment and clear ownership, ensuring
management, reward, workforce planning In addition, the result needs to be clear data quality and technical integration, using
and HR technology. Making this work in enough to support consistent decisions tools and technical solutions to simplify
practice takes more than developing the while allowing for change as the business implementation and ongoing maintenance
structure itself. evolves. and gaining the acceptance needed to make
\_ the architecture part of everyday work.
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3 Challenges in Job Architecture Design

Challenges can create friction and delays if not anticipated early. The following highlights key challenges to
watch out for. Many can be prevented through thoughtful planning of the implementation, supported by clear
principles, ownership and communication.

Organizational Challenges

* Unclear objectives

The business problems to be solved are

not agreed upfront

* Scope creep
Adjacent HR topics dilute focus and
timelines

* Conflicting interests

Legacy structures and local preferences

lack clear decisions
* Unclear ownership

Maintenance of the job architecture after

go-live stays undefined
* Resources

Functional experts and HR BPs do not have

capacity for mapping and validation
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Functional Challenges

Poor data transparency

Job descriptions may be missing, inconsistent

or stored in inaccessible locations
Outdated profiles

Tasks and requirements may no longer reflect

the work
Granularity

Too little detail weakens decisions, too much

detail increases maintenance and reduces
flexibility
Consistency

Job families, levels, titles and descriptions
need shared criteria

Heterogenous career paths
Regions or entities may apply different
structures and criteria

-12 -

Cultural Challenges

* Change management

The reasons for the new structure remain unclear
to the organization

Training gaps

Managers and employees lack the understanding
to work with jobs, levels and career paths

Pay equity

New mapping and grading can produce outcomes
that differ from legacy arrangements

Legacy attachment
Practices that add value are hard to separate from
exceptions that survive through habit

Chapter 4 takes a closer look at what
drives a successful implementation!



3 Challenges in Job Architecture Design

Technical Challenges

Job architecture design creates close dependencies between job families, jobs, levels and mappings. Managing these links manually becomes a challenge as
several stakeholders and large data volumes are involved. When this complexity is managed in spreadsheets, it typically leads to avoidable complexity, rework
and data-quality risks. Therefore, we recommend using a dedicated tool from the start to support design, collaboration, validation, mapping and governance in a

controlled environment.

Where spreadsheet-based design breaks down
* Fragmented collaboration
Parallel files make it difficult to track status and approvals

* Manual quality control
Comparisons, mappings and checks require significant effort

* Less security and access control
Rights to view, edit, approve and export the data are often
undefined

* Weak traceability
Changes and decisions are difficult to reconstruct

* Limited integration
Data must be prepared repeatedly for downstream use

* Unsustainable maintenance
Governance depends too heavily on individual knowledge

C 4 binder
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What a dedicated tool adds

* One structured data model for families, jobs, levels, profiles and mappings

* Guided collaboration through roles, workflows, approvals and version
history

* More efficient execution through comparisons, bulk actions, mapping and
quality checks

* Reliable governance through access controls, traceability and controlled
releases

* Connected data through exports, interfaces and reporting for downstream
HR processes

Technology cannot replace sound design principles, but the right tool makes
the resulting model scalable, maintainable and ready for integration.



A job architecture project should move in a deliberate order

Firstly, clarify the business purpose, then define the structural logic, develop the
content, validate it with the business and finally turn it into working data.
Governance and change management are not end-of-project activities.

The seven steps below reflect a practical project flow: the first four form the design F ro m C o n ce pt to

and validation phase, the final three turn the architecture into an operational
foundation. We recommend using a dedicated job architecture tool throughout,

)
rather than Excel, to keep data, collaboration and governance under control. I m p I e m e n ta t I o n

Design & validation Implementation

Strategic Target Job Architecture Job Content Stakeholder Employee-to-Job Go-Live In Software Governance
Picture Design Development Validation Mapping & Processes Design

Change Management & Communication

< 4 binder -14 -



4 From Concept to Implementation

/

a Strategic Target Picture

Start with the decisions the job architecture is intended to support.

Typical drivers include an HCM implementation, inconsistent job data,

unclear career paths, a fragmented grading landscape or the need for more
effective workforce planning.

The target picture should answer three questions:

*  Which business and HR challenges should the architecture address?
* Which use cases are in scope now, and which should it enable later?
* How much global consistency and local flexibility is required?

If a job architecture already exists, assess its structural logic, data quality,
alignment with the value chain and usefulness for downstream HR
processes. Treat existing content as an input, not a constraint: retain what
works and replace what does not.

A useful outcome is a concise set of design objectives and priority use

cases that can guide and assess subsequent decisions. This helps prevent

the project from turning into a general clean-up exercise without a clear

< 4 binder

business outcome.
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e Job Architecture Design

Translate the target picture into a clear and consistent structural model.

Agree on the design principles and naming conventions before developing

the design. These should address:

* When is a separate job amily, sub job family or job needed?

* How are scope, complexity, responsibility, autonomy and leadership
distinguished?

* How are job titles constructed? Which terms are permitted and how do
local titles relate to global jobs?

*  Which fields are mandatory and how much detail should each contain?

*  Which job information is required to support evaluation and pay-related
processes?

Clear design principles reduce case-by-case discussions during the
subsequent development of the job architecture. They provide a consistent
basis for explaining why roles should be combined or why a local title does
not justify creating a new global job.

Once the job families have been defined, the job architecture can be
designed by establishing sub job families, job levels and jobs. The resulting
model should reflect the organization’s value chain while enabling
meaningful comparisons across functions, entities and countries.

J




4 From Concept to Implementation

To get a better sense of the scale of the various parts of the job architecture,
these reference points can be helpful:

Job Family 15 - 20 in total

Sub Job Family

~50-70in total

~ 3 -7 per job family

~ 400 - 800 in total

m Minimum of 3 jobs in one

sub job family

Job Level

5 — 8 over all job families
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4 From Concept to Implementation
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e Job Content Development

Once the structure is stable, develop the job profiles.

Each profile should describe the recurring work associated with a job,
drawing on existing job descriptions, process documentation and manager
input. Consolidate these sources into a consistent format and language.

A common drafting standard is essential to ensure profiles are comparable.
Content-generation tools can support the process, but the project team
remains responsible for the content’s quality.

Purpose or Explain in one or two sentences why the job exists and how it
summary contributes to the organization.
Describe the main outcomes and recurring tasks to reflect
Scope & tasks i . . L
complexity, autonomy, impact and leadership responsibility.
Knowledge & Include the capabilities needed to perform the work, at a level
skills that supports development and mobility.

Qualifications & Include requirements that are genuinely relevant and can be
experience applied consistently.

Add grading, regulatory or system-specific information where

Additional fields it supports a defined use case.

< 4 binder
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0 Stakeholder Validation

Validation checks whether the proposed structure and content reflect
how work is actually performed.

Asking large groups to create profiles from scratch usually produces
inconsistent results and creates unnecessary effort. A practical approach
is to prepare draft profiles and ask a small group of functional experts
to review them against clear questions:

* Does the structure reflect the function’s contribution to the value
chain?

* Are jobs missing or incorrectly combined?

* Are purpose, accountabilities and requirements accurate and
sufficiently detailed?

* Do the levels distinguish between different types of work consistently?

* Can the job profiles support the desired HR use cases?

Clear decision rights are important. Define who recommends changes,
who checks consistency across functions and who makes the final
decision when stakeholders disagree.

After each validation cycle, conduct a consistency check across the
catalog. A job profile may be accurate on its own but still differ from the
rest of the job architecture.

J




4 From Concept to Implementation
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e Employee-to-Job Mapping

Mapping connects the job architecture to the
organization.

Assign each employee to the job in the job
architecture that best reflects the performed
work. Because downstream processes depend on
mapping quality, define clear criteria, decision
rules and escalation paths in advance. A dedicated
tool can simplify assignments, validation checks
and multi-level approvals.

Guiding principles to improve the process:

* Pre-map straightforward cases using available
data

* Focus reviews on ambiguous, high-impact cases

* Validate mappings for consistency across
comparable roles

* Keep job mapping separate from pay decisions

* Track potential changes in the job architecture

If mapping reveals that a job is missing, too broad
or too narrow, update the job architecture through
a controlled process.
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e Go-Live in Software &

Processes

The architecture becomes valuable when it is
integrated into the systems and processes that
depend onit.

Prepare upload files, data structures and
interfaces early so they can be tested before
go-live. Confirm field lengths, naming conventions,
mandatory fields and update cycles before
finalizing the catalog.

Implementation usually includes:

* Loading job families, sub job families, jobs and
levels into the HCM or HRIS

* Transferring validated employee mappings

* Testing interfaces and downstream use cases

* Updating relevant HR processes, templates and
decision rules

* Training HR teams, managers and other users

There is no need to activate every use case at
once. Start with core data and priority processes,
then expand to other use cases such as skills,
workforce planning and equal pay analysis.

-

%
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a Governance Design

A job architecture is not a one-time project
deliverable.

Work changes, responsibilities shift and systems
evolve, so governance should define how the job
architecture will be maintained after go-live.

This includes answering the following questions:

* Who is accountable for the job architecture as a
whole and for specific content?

* Who can request additions or changes?

* How do we decide whether to add, change or
remove parts of the job architecture?

* Who reviews business fit, consistency, grading
impact and system implications?

*  Which changes can be made immediately, and
which should be bundled into releases?

*  Which reports and review cycles will keep the
job architecture accurate and up to date?

Design governance during the project, then
refine and finalize it after go-live based on the
lessons learned and experience gained during
implementation.




4 From Concept to Implementation

Change Management & Communication

Change management should run throughout A simple communication plan should define

the project and begin as soon as the target the audience, message, sender, channel and
picture starts to take shape. Stakeholders timing for each stage of the project. Consistent
need to understand why the job architecture is language, transparent responses to open
being introduced, which business and HR questions and visible follow-through on

decisions it will improve, where their inputis  feedback help build credibility.
needed and how it may affect job titles, career

opportunities, grading, pay and HR processes. The aim is not to achieve theoretical

perfection at launch, but to introduce a job

Communication is central to this effort. architecture that people understand, trust
It turns a technical design exercise into a and can improve through governance as
change that employees, managers and HR they use it.

teams can understand and use.

C 4 binder -19-

Build sponsorship
Align leaders early on the reasons for change and the
decisions they need to support

Segment audiences
Tailor messages for executives, HR, managers,
employees and employee representatives

Explain the impact
Be clear about what will change, what will not and
when individual implications will become clear

Get the timing right
Communicate before validation, mapping and go-live,
not only once decisions have been finalized

Create dialogue
Provide channels for questions, feedback and recurring
concerns

Enable key users -
Give managers and HR practical guidance for handling
conversations and making decisions



Conclusion

A job architecture turns an HR catalog into a

workforce backbone.

A job architecture opens up more than
structure. Starting with the use cases that
matter most and connecting them through
one consistent logic of job families, jobs
and levels, it creates a shared language
for work and makes talent, reward and
planning decisions comparable across
functions and locations.

That value grows across the employee
lifecycle: sharper recruiting, skill-based
development, visible career paths,
consistent grading and well-grounded pay
decisions, all drawing on the same job and
skill data. It also gives workforce planning
a clearer view of capacity and future needs
and lets HR systems deliver what they
promise.

-
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Getting there is a design task, not a
clean-up exercise. Organizations that
start with the use cases that matter,
agree clear principles and plan for
governance and communication from
the beginning turn a catalog into
something people use and trust.

A job architecture is not an HR catalog,
it is the operating system for consistent
workforce decisions. Built pragmatically
and maintained deliberately, it keeps the
organization able to grow, change and
reorganize, without losing the common
language that holds work together.

-20-

Job
Architecture:
Turning
Structure
into Better
Decisions



Ready to get more out of your job
architecture?

Get in touch J{oX: [[YdTEXR"e]V] 3

challenges, priorities and next steps!

Your Contact

V<

Founder & Managing Partner

“
reinhard.binder@binder-consulting.de
+49 1716919 128

s at binder-consulting.com and on LinkedIn

@ binder|consulting
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