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How to Build One
The steps, the people, and the choices that make or 
break a job architecture build.
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Seven steps Who does what Positions to catalog

The data you need Mapping a job Calibration Scaling up

Mistakes
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Before You Start
What you will be able to do, the example we use, and the words you will meet.

Y O U  W I L L  B E  A B L E  T O

List the seven steps of a build in 
order

Explain how position records 
become a job catalog

Map a single job from its work to 
its title

Explain how the method scales, 
and where people decide

M E E T  T H E  E X A M P L E

Brightside Bakery

About 350 people making fresh bread 
and cakes. It grew fast without a plan for 
its jobs.

Bakery plant

20 shops

Delivery team

Head office

Made-up example

W O R D S  Y O U  W I L L  M E E T

Position record
One row per seat, with its title and org data

Job catalog
The approved list of standard jobs

Mapping
Placing each position into a standard job

Calibration
Comparing placements across teams

Benchmark job
A common job used as a reference point

The colored tag on each page tells you what it is: an idea, an example, a practice, a warning, or a check.
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Seven Steps
Every good build follows the same path, from why to launch.

1

Set the goals

What is it for: pay 
ranges, careers, 

fairness?

2

Gather position 
data

Position records, 
titles, org data

3

Design the frame

Functions, families, 
tracks, levels

4

Map the jobs

Family, level, title, 
and code

5

Calibrate

Same level, same 
size, everywhere

6

Connect pay

Levels to grades and 
ranges

7

Launch and 
maintain

Explain it, keep it 
current

D E S I G N   Steps 1 to 3
Agree the why and the frame before 
touching a single job.

B U I L D   Steps 4 and 5
Map every position to a job, then check 
placements side by side.

L A U N C H   Steps 6 and 7
Connect pay, explain the result, and keep it 
alive.

Design the frame before mapping jobs, and calibrate before connecting pay. The order matters.
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Who Does What
A build is a team effort. Each group has a clear job to do.

S P O N S O R

A senior leader
Sets the goals, breaks ties, and backs the 
result.

P R O J E C T  O W N E R

HR or total rewards
Runs the work and keeps every decision 
consistent.

M A N A G E R S

Describe and review
Explain the work in their teams and review 
placements, never alone.

F I N A N C E

Check the cost
Models the cost of pay changes and plans 
the budget.

E M P L O Y E E S

Share what they do
Short questionnaires or interviews make jobs 
accurate.

L E G A L

Review the rules
Titles, overtime status, and pay posting 
requirements.

HR runs it, leaders own it, and managers inform it. Nobody levels their own team alone.
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From Position Records to a Job Catalog
Start with every position, not a list of titles. Then group the work into standard jobs.

EM P LO Y EE  AND  
PO SI TI O N 
RE CO R D S

One row per seat

350 records

TI T L E ,  O R G ,  
LO CA T I O N ,  
MA NAGE R ,  

DE S CR I P TI O N

Plus other data

190 titles

S TAN DAR D I Z E AN D 
CLU S T ER

Group the same 
work

By the work

S TAN DAR D I Z ED  
JO BS

Same work, one job

About 60 jobs

F AM I L Y,  
S U BF AM I L Y,  

TR ACK,  L EV E L

Each job placed

One place each

JO B CA T AL O G

Approved and 
published

One catalog

Brightside numbers are illustrative

Many positions, one job
24 driver seats map to Delivery Driver

Many titles, one job
Driver and Route Driver map there too

One title, two jobs
Supervisor splits by the real work

Many positions and many titles can map to one job. One title can also hide two different jobs.
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What Data Do You Actually Need?
Start with what you have. Perfect data is not a prerequisite.

M I N I M U M    Enough to start

Employee or position ID Current title

Manager Department or function

Location Incumbent count

H E L P F U L    Faster and more accurate

Job description Reporting structure

Grade Current pay

Exemption status Cost center

Business unit Employee type

E N R I C H M E N T    Outside context

External postings Skills data

Market data Task information

Pay data helps when pay is connected. Names and ratings stay out of the design.

D A T A  Q U A L I T Y  I S S U E

“Sr Analyst, Analyst Senior, Analyst III”
Probably one thing written three ways. Clean it up.

A R C H I T E C T U R E  D E C I S I O N

“Two Analyst II roles doing different work”
May need to become two jobs. Someone decides.

Perfect data is not a prerequisite. The build itself shows where the source data needs cleanup.
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Mapping One Job, Step by Step
Brightside's head office has one position titled Office Guru. Here is how it maps to a job.

B E F O R E
Office Guru
One position at 
head office

1

Read the 
work

Phones, supplies, 
meetings, new 
hire paperwork. 

No reports.

2

Family

Most time goes 
on office 
support: 

Administration.

3

Track

Set processes, 
no degree, no 

reports: Support.

4

Level

Handles 
exceptions and 
trains new hires: 

S3.

5

Title and 
code
Office 

Coordinator
ADM-OFF-S3

A F T E R
Office 
Coordinator
Administration, 
Support, S3

Same person, same work. Now a clear title, level, and range.

Work, family, track, level, title. The same five moves place every job in the company.
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Calibration Keeps It Fair
Leaders review placements side by side so a level means the same thing in every team.

F O U R  J O B S  P L A C E D  A T  P 3
How big does each one look?

P3 range of size

Senior Accountant

Senior Quality Specialist

Senior Marketing Specialist

Senior Food Scientist

Too big?

Too small?

Illustrative G O O D  C A L I B R A T I O N

Compare with benchmark jobs
Jobs everyone understands

Use the level descriptions
Written words, not opinions

Discuss the job, not the person
Performance is a separate talk

Log every decision
The call and the reason behind it

Calibration makes a P3 in Marketing the same size as a P3 in Finance. Without it, levels drift apart.
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How Job Architecture Scales
You do not review 20,000 jobs one by one. You work in patterns.

1 20,000 positions 2 4,300 raw titles 3
Standardize 
obvious 
duplicates

4 Cluster similar 
work 5 Map against the 

framework

6 AI or rules 
propose 7

Confident 
matches 
processed 
together

8 Exceptions go to 
experts 9 Patterns 

calibrated 10
Enterprise 
catalog 
approved

Illustrative enterprise numbers

Automate the obvious.  Review the ambiguous.  Calibrate the patterns.

Standardize Propose Review exceptions Calibrate Approve

Do not debate every record. Automate the obvious, review the ambiguous, calibrate the patterns.
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Where AI Helps and Where People Decide
Tools speed up the obvious work. Judgment stays with people where it matters.

A I  A N D  R U L E S  C A N  H E L P

Identify duplicate titles

Cluster similar descriptions

Suggest families

Suggest job matches

Surface likely levels

Flag outliers

Explain their reasoning

P E O P L E  D E C I D E  W H E N

The work is ambiguous

The outcome is material
Pay, level, or overtime status

Adjacent levels are hard to tell apart

Context changes the meaning

An exception appears

Let tools do the sorting. Keep people on the calls that are ambiguous or material.
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Five Build Mistakes
Most failed builds do not fail on design. They fail on these.

1

Leveling people, 
not jobs

I N S T E A D

Level the job as it 
should be done.

2

Copying the org 
chart

I N S T E A D

Group families by 
the work.

3

Starting from titles

I N S T E A D

Start from what 
each job does.

4

Too many levels

I N S T E A D

Only as many as 
real differences.

5

Skipping the story

I N S T E A D

Brief managers 
before launch.

Most failed builds fail on consistency and communication, not on design. Guard against all five.
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Map This Job
Brightside's customer team has a position titled Happiness Hero. Map it, then turn the page.

T H E  J O B

Happiness Hero

Answers customer emails and calls

Handles refunds within set rules

Passes complaints it cannot solve to a supervisor

Logs customer feedback

No one reports to the job. Learned on the job.

1 Family
What kind of work is it?

2
Track
Support, Professional, Management, or 
Executive?

3
Level
Routine alone, or handles exceptions 
too?

4 Title
Level word plus job name

Decide on your answers before you turn the page. The model answers and the reasons are on the next page.

Read the work first. The family, track, level, and title follow from it.
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Map This Job: Model Answers
Compare with what you decided. The reason matters more than the label.

1 Family

Customer Service

The work is serving 
customers.

2 Track

Support

Set rules, no degree, no 
team to lead.

3 Level

S2

Handles standard requests 
alone. Passes exceptions up.

4 Title

Customer Service 
Representative

Plain name for the work, with 
a code such as CSV-CSR-
S2.

The deciding detail  The level turns on one detail: it passes exceptions up. Handling exceptions and training others would point 
to S3.

Read the work first. The family, track, level, and title follow from it.

© 2026 HRDigitalPlayground | Job Architecture 13



C H E C K  Y O U R S E L F J O B  A R C H I T E C T U R E  1 0 1   ·   H O W  T O  B U I L D  O N E

Quick Check
Three questions. Answer from memory first, then look back if you need to.

1 Q U E S T I O N  1

Which step comes first?

A Map the jobs

B Set the goals

C Connect pay

2 Q U E S T I O N  2

What is calibration?

A
Comparing placements across 
teams so levels mean the same 
everywhere

B Setting pay ranges from market 
data

C Rating each employee's 
performance

3 Q U E S T I O N  3

What should the build start from?

A A list of titles and headcounts

B Position records with titles and 
org data

C Performance ratings

Answers, with the reason behind each one, are on the next page.
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Remember
The whole deck in three lines, plus the quiz answers.

T H R E E  T H I N G S  T O  K E E P

1 Seven steps, in order: goals, data, frame, map, 
calibrate, pay, launch.

2 Five moves place every job: work, family, track, 
level, title.

3 Automate the obvious, review the ambiguous, 
calibrate the patterns.

Build it once, build it right.

C H E C K  Y O U R  A N S W E R S

1B The goals shape every choice that follows, from 
families to pay.

2A It keeps a level the same size in every team.

3B Titles are unreliable. Position records show the real 
work.

A careful build, in the right order, gives a structure people can trust from day one.
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Job Architecture 101: How to Build One
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Keep learning.  More plain-language guides at hrdigitalplayground.com.

Brightside Bakery is a fictional company, and every name, number, and example in this deck is illustrative. This material is general education. It is not 
legal, tax, or financial advice. Laws and practices change, so check current rules before acting.
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