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Global growth, changing business models and work environments require the review and (re)design of 
job architectures, job levels and career models.

Global business growth needs to be supported by advanced Organizational Management (OM) & HR 
service delivery models. A globally standardized OM & IT infrastructure is of critical importance for 
multiple corporate functions and builds the backbone of financial planning and reporting, as well as of 
the efficient and effective HR service delivery.

Effective global OM is more than the creation, change and delimitation of organization units and 
positions in the OM data core. It is the basis for the strategic and operational alignment of business 
strategy, organization development and workforce planning/steering.

A job architecture model combines job leveling structures with career paths and job families to serve 
as a comprehensive platform for supporting global growth across an organization. 

The analytical or semi-analytical job leveling provides a career framework based on a ranking of jobs 
and roles by their complexity and impact. Job evaluation complements the reporting hierarchy shown 
in the organization chart through a systematic ranking of positions by impact levels. Thereby it 
provides the basis for the definition/differentiation of workforce segments, career categories, role 
levels, job titles and pay grades.

The whitepaper at hand offers an overview on fundamentals and alternative approaches to global job 
leveling.

ralf.kleb@baumgartner.de

ô

Ralf Hendrik Kleb
Managing Partner
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Global business growth needs to be supported by advanced OM & HR service delivery models.

HR organizations have been faced with considerable efficiency and cost 
pressure during the last decade. In search for a new service delivery model 
most companies have set up an HR transformation program. Aiming at 
operational excellence most of those projects have been shaped by an 
HR-internal perspective.

Dominance of HR View

HR Efficiency and Operational Excellence will be achieved through:

» Increase of process quality

» Performance improvement

» Standardization

» Harmonization

» Automation

In a second wave the HR effectiveness needs to be reviewed and 

improved. HR organizations now have the opportunity to demonstrate 

their proficiency as thought leaders and scouts and to pioneer the path 

into a future of global, digitized and virtualized working environments. 

HR needs to investigate the resulting business needs, translate these 

needs into people strategies and implement them hand in hand with line 

managers.

Dominance of Business View

HR Effectiveness and Added Value will be achieved especially through:

» Stakeholder segmentation and distinction

» Alignment of people strategy with changing business needs of the 
digitized, virtualized and collaborative working environments

» Evidence-based HR management and controlling

Grafik: Agentur Gerhard Baumann, Die Urbane Produktion, Key Visual zur Einweihung des ausgezeichneten Werks  Stuttgart-Fellbach der Wittenstein AG, entnommen aus Roßmeißl E.: Industrie 4.0 ïChance für den deutschen Mittelstand (2013)
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! Ǝƭƻōŀƭƭȅ ǎǘŀƴŘŀǊŘƛȊŜŘ ha ϧ L¢ ƛƴŦǊŀǎǘǊǳŎǘǳǊŜ ƛǎ ƻŦ ŎǊƛǘƛŎŀƭ ƛƳǇƻǊǘŀƴŎŜ ŦƻǊ ƳǳƭǘƛǇƭŜ ŎƻǊǇƻǊŀǘŜ ŦǳƴŎǘƛƻƴǎ Χ

ÁEmployee	Self-Service	(ESS)

ÁManager	Self-Service	(MSS)

ÁFast	and	easy	access	(24-7)

ÁReal-time	information	and	

transactions

ÁPersonal	contact	point	(contact	

center)

ÁReplying	inquiries	via	email,	post,	
facsimile,	phone	in	local	language

ÁCase	admittance	and	routing	to	
level	2	(specialist	services	in	back	

office)

ÁResolution	of	complex	cases

ÁFunctional/ process	expertise

ÁTechnical	support

ÁCase	clarification	with	local	

experts

ÁCase	admittance	and	routing	to	

level	3	(CoE	and	HR	BP)

ÁDevelopment	of	global	HR	

policies,	guidelines	and	processes

ÁTalent/ Workforce	Analytics

ÁTalent	Management

ÁStrategic	counseling	of	managers

ÁResolution	of	complex	cases	and	

regulatory	issues

HR/ /direct	online

Self-Service	Portal

HR/ /direct

Front	Office

HR/ / Specialist	Services

Back	Office

HR/ /Centers	of	Expertise	

HR/ / Business	Partner

66% 28% 5% 1%

Globally	Standardized	Organizational	Management	&	IT	Infrastructure

HR Service Delivery 
Model

HR Policies & Programs 
Design

Globally Standardized Organizational Management (OM) & IT Infrastructure

Financial Planning & 
Reporting
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Χ ŀƴŘ ōǳƛƭŘǎ ǘƘŜ ōŀŎƪōƻƴŜ ƻŦ ŜŦŦƛŎƛŜƴǘ ŀƴŘ ŜŦŦŜŎǘƛǾŜ Iw ǎŜǊǾƛŎŜ ŘŜƭƛǾŜǊȅΦ

ÁEmployee Self-Service (ESS)

ÁManager Self-Service (MSS)

ÁFast and easy access (24-7)

ÁReal-time information and 
transactions

ÁPersonal contact point (contact 
center)

ÁReplying inquiries via email, post, 
facsimile, phone in local language

ÁCase admittance and routing to 
level 2 (specialist services in back 
office)

ÁResolution of complex cases

ÁFunctional/process expertise

ÁTechnical support

ÁCase clarification with local 
experts

ÁCase admittance and routing to 
level 3 (CoE and HR BP)

ÁDevelopment of global HR 
policies, guidelines and processes

ÁTalent/Workforce Analytics

ÁTalent Management

ÁStrategic counseling of managers

ÁResolution of complex cases and 
regulatory issues

HR//direct online
Self-Service Portal

HR//direct
Front Office

HR//Specialist Services
Back Office

HR//Centers of Expertise 
HR//Business Partner

66% 28% 5% 1%

Globally Standardized Organizational Management & IT Infrastructure
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The critical importance of OM with its interdependencies is widely appreciated. However, global OM 
processes and data quality is an issue everywhere.

There is no clear proof for a single best practice, but there are some trends 
and smart practices that may help to describe and shape the future of 
organizational management:

» general trend towards evidence-based people management

» organizational management is increasingly seen as a holistic function 
(governance, consulting and data management)

» organizational data will become an even more critical resource in 
predictive talent & workforce analytics

» globally standardized HR processes will be supported by integrated IT 
solutions (as offered by e.g. SAP/SuccessFactors)

In general, these developments require the further

» alignment and integration of processes

» standardization and harmonization of processes

» automation of processes based on a globally unified IT platform

From an OM perspective, these developments require

» some fundamental improvements based on the review and redesign of 
strategic organizational, HR and IT concepts

» some redesign of OM-related workflows, structures and roles

» a variety of systems-related improvement measures, such as 
automated links and plausibility checks

» the subsequent alignment of policies, guidelines and training measures
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1. Oblige all legal entities to use a 
dedicated regional HR/OM service 
hub

2. Install a global OM expert in each 
business segment

3. Enhance dedicated regional HR 
experts with data quality role

4. Implement standard SLA for HR/OM 
service hubs and legal entities

5. Χ

1. Clarify and communicate 
OM interdependency matrix

2. Align OM policy and guidelines

3. Design and implement role-specific 
training concept

4. Χ
1. Revise OM processes

2. Specify and implement automated 
links and plausibility checks

3. Establish a data quality index

4. Define and display global OM roles

5. Χ

1. Review holistic organization 
management concept

2. Specify organizational and personnel 
planning concept

3. Redesign and align job family and 
position management concept

4. Integrate planning with personnel 
requisition process

5. Review further optimization potential 
through process standardization and 
integrated IT-solutions

6. Χ

The OM backlog demand or improvement needs should be assessed by their impact and investment effort.

Examples
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Effective global OM is more than the creation, change and delimitation of organization units and positions in 
the OM data core. It is the basis for the strategic and operational alignment of business strategy, organization 
development and workforce planning/steering.

ÁCertified local organization and job evaluation 
specialist for legal entities within a region

ÁAlignment of local needs with regional and 
corporateframework

ÁCommunication& implementation of corporate 
and regional organizational standards withina 
country and/or legal entity

ÁRegional coordination of organizational affairs 
(central interface to corporate organization 
management for all legal entities within a region)

ÁCommunication& implementation of corporate 
organizational standards within a region

ÁCorporate global responsibility fororganizational 
affairs

ÁAssurance of organizational standards for all 
corporate functions, business segments, regions 
and legal entities

ÁGlobal responsibility for job evaluation and grading 
of (top) executive positions

ÁLocal responsibility for job evaluation of classified 
positions and their allocation to pay scale groups

ÁPre-evaluation and grading of local exempt 
positions

ÁRegular update of organization charts, 
maintenance and update of job familycatalogue 
and jobevaluationdatabase for local classified and 
exempt positions

ÁRegular update of organization charts, 
maintenance and update of job familycatalogue 
and jobevaluationdatabase

Á Implementation/maintenance of updated 
organizational standards (e.g. job evaluation 
methodology)

ÁAccompanying the analysis and revision of 
organizational structures and functional changes

ÁRegional responsibility for job evaluation and 
grading of classified & exempt positions

ÁPre-evaluation and grading of regional/local 
executive positions

ÁDesign of organizationalstandards (e.g. standard 
management structures, job family structures and 
headcount structures)

ÁProvision of organizational data templates and KPI 
inventory

ÁBenchmarking and validation of structures, span of 
control and functional changes, and alignment 
with corporate/business strategies

ÁQualification and certification of organization 
managers and regional job evaluation specialists

Example
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Major organizational challenges of global growth

ÁAllocation of 
Headcount Quotas

ÁTitles & Naming 
Conventions

ÁManagement Circles 
& Communication 
Platforms

ÁCareer Design & 
Development

ÁSuccession Planning 
for Key Positions

ÁRecruitment/Staffing

ÁGlobal Mobility

ÁBase Pay, Variable 
Pay & Benefits

ÁCompany Car Policy

Á...

ÁLeadership Roles

ÁManagement Levels 

ÁExpert/Professional Levels

ÁIndividual Contributors 

ÁOrganizational & Results Impact

ÁLeadership Culture

ÁSpan of Control

ÁEmployee/Career Categories

ÁSize/Maturity & Performance

ÁRegions/Countries & Cultures

ÁBusiness Lines

ÁFunctional Disciplines 

ÁJob Families

ÁMaturity of HR Organization

ÁTalent & Performance Management

ÁTotal Reward Management

ÁCollective Labor Agreements 
(Working Conditions, Pay-{ŎŀƭŜΣ Χύ

Á[ŀōƻǊ [ŀǿΣ ¢ŀȄΣ Χ

ÁDisciplinary Leadership 
Responsibility

ÁProject Responsibility

ÁSubject-Matter Responsibility in 
Functional Areas & Networks

Financial 
Planning & Reporting

Personnel (Cost) 
Planning & Reporting

HR Policies & 
Processes

Organization Design 
& Development
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CǳƴŘŀƳŜƴǘŀƭ άƻōƧŜŎǘǎέ ƻŦ ŀ Ǝƭƻōŀƭ ƻǊƎŀƴƛȊŀǘƛƻƴ ƳŀƴŀƎŜƳŜƴǘ ǎȅǎǘŜƳ ǇǊƻǾƛŘŜ ǘƘŜ ōŀǎƛǎ ŦƻǊ ǇǊƻǇŜǊ ŦƛƴŀƴŎƛŀƭ 
and personnel planning/reporting.

Tasks

Cost Center

Cost Center

Person

describes

describe holds

describe

belongs to

allocated

allocatedbelongs 
to

Skills & 
Competencies

require

Standard naming conventions
(e.g. in SAP/OM)
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Global organizational growth requires a common language for organizational management.

(or Job Family)

A group of job families which belong to a similar field of activity, 
perform related work, share a common professional development 
and career structure.

(or Job Sub-Family)

A group of jobs in different organizational levels which reflect a 
natural career path using similar capabilities and skill sets.

(or Role, Job Role)

A group of positions with similar purpose, 
accountabilities, scope, skills and capabilities.

A specific job held by an employee.

An individual person holding the position.

Finance

Controlling

Head Controlling
APAC Region

Controller
APAC Region

André Kostolany
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Job Leveling provides the basis for integrated talent & performance management systems.

Profiles/
Job Architecture

Requirements/
Position

Skills & Competencies/
Employee

Target 
Agreement

Target 
Review

Evaluation/Assessment
360ϲFeedback

Talent 
Groups

Key 
Positions

Succession 
Plans

Development 
Plan

Talent 
Review

Talent 
Profiles

Talent 
Conference

RESULT:

ÅDevisable requirement profiles for 
functional areas, job families, 
jobs and positions

ÅSkill & competency profiles of 
employees

RESULT:

ÅPerformance-oriented pay

ÅPerformance & competence 
evaluation

ÅJob-based development plan

RESULT:

ÅIdentified high potentials / 
top talents

ÅIndividual development plans

ÅComplete talent profile / 
employee cockpit

RESULT:

ÅSuccession plans for key positions, 
functional areas and job families

Job Leveling

HR
Manager
Employee

Manager
Employee

Manager
HR

Sen. Mgmt.
HR
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A job architecture model combines job leveling structures with career paths and job families to provide a 
comprehensive platform for supporting global growth across an organization.

Warren Buffett
Global Head of 

Controlling
Controlling Executives Finance

Benjamin Graham
Head Controlling 

APAC Region
Controlling

Managers/
Experts

Finance

André Kostolany
Controller 

APAC Region
Controlling

Professionals/
Specialists

Finance

Jane Moneypenny Data Administrator Controlling Support Finance
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The analytical or semi-analytical job leveling provides a career framework based on a ranking of jobs and 
roles by their complexity and impact.

Executives

Managers/
Experts

Professionals/
Specialists

Support

Senior Specialist

Advanced

Experienced

Developing

Entry

JG 15

JG 14

JG 13

JG 12

JG 11

PG 15

PG 14

PG 14

PG 12

PG 11

LG 12

LG 11

LG 10

LG 09

LG 08

=

=

ґ

=

=
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Job evaluation complements the reporting hierarchy shown in the organization chart through a systematic 
ranking of positions by impact levels.

ORGANIZATIONAL REPORTING HIERARCHY ORGANIZATIONAL IMPACT LEVELS
Job Size


