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Global Job Leveling

£ 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.

Ralf Hendrik Kleb The whitepaper at hand offers an overview on fundamentals and alternative approaches to global job
Managing Partner leveling.

ralf.kleb@baumgartner.de 2
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Global Organizational Management

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
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Global Organizational Management

A globally standardized OM & IT infrastructure is of critical importance for multiple corporate functions ...
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Global Organizational Management

... and builds the backbone of efficient and effective HR service delivery.

HR Efficiency HR Effectiveness

Level O

HR//direct online
Self-Service Portal

= Employee Self-Service (ESS)
= Manager Self-Service (MSS)
= Fast and easy access (24-7)

= Real-time information and
transactions

66%

Level 1

HR//direct
Front Office

=2t

= Personal contact point (contact
center)

= Replying inquiries via email, post,
facsimile, phone in local language

= (Case admittance and routing to

level 2 (specialist services in back
office)

28%

Level 2

HR//Specialist Services
Back Office

= Resolution of complex cases
= Functional/process expertise
= Technical support

= Case clarification with local
experts

= Case admittance and routing to
level 3 (CoE and HR BP)

—> 5%

Level 3

HR//Centers of Expertise
HR//Business Partner

= Development of global HR
policies, guidelines and processes

= Talent/Workforce Analytics
= Talent Management
= Strategic counseling of managers

= Resolution of complex cases and
regulatory issues

—> 1%

Globally Standardized Organizational Management & IT Infrastructure
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Global Organizational Management

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 In general, these developments require the further
and smart practices that may help to describe and shape the future of

i » alignment and integration of processes
organizational management:

» standardization and harmonization of processes

~

» general trend towards evidence-based people management
» automation of processes based on a globally unified IT platform

~

» organizational management is increasingly seen as a holistic function

(governance, consulting and data management) From an OM perspective, these developments require

» organizational data will become an even more critical resource in » some fundamental improvements based on the review and redesign of
predictive talent & workforce analytics strategic organizational, HR and IT concepts

» globally standardized HR processes will be supported by integrated IT » some redesign of OM-related workflows, structures and roles

solutions (as offered by e.g. SAP/SuccessFactors) » 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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Global Organizational Management

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

(628 4

FUNDAMENTAL/STRATEGIC
IMPROVEMENTS

1.

Review holistic organization
management concept

. Specify organizational and personnel

planning concept

. Redesign and align job family and

position management concept

. Integrate planning with personnel

requisition process

. Review further optimization potential

through process standardization and
integrated IT-solutions

Examples

ORGANIZATIONAL IMPROVEMENTS

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

SYSTEMS & TOOLS
IMPROVEMENTS

1. Revise OM processes

N

. Specify and implement automated
links and plausibility checks

3. Establish a data quality index
4. Define and display global OM roles

GUIDELINES & TRAINING

. Clarify and communicate

OM interdependency matrix

. Align OM policy and guidelines
. Design and implement role-specific

training concept
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Global Organizational Management

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.

Example LOCAL / LEGAL ENTITY LEVEL REGIONAL LEVEL CORPORATE LEVEL

RESPONSIBILI i

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

Alignment of local needs with regional and
corporate framework

Communication & implementation of corporate
and regional organizational standards within a
country and/or legal entity

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

Communication & implementation of corporate
organizational standards within a region

Corporate global responsibility for organizational
affairs

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

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

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

Pre-evaluation and grading of local exempt
positions

Regular update of organization charts,
maintenance and update of job family catalogue
and job evaluation database for local classified and
exempt positions

Regular update of organization charts,
maintenance and update of job family catalogue
and job evaluation database

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

Accompanying the analysis and revision of
organizational structures and functional changes
Regional responsibility for job evaluation and
grading of classified & exempt positions
Pre-evaluation and grading of regional/local
executive positions

Design of organizational standards (e.g. standard
management structures, job family structures and
headcount structures)

Provision of organizational data templates and KPI
inventory

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

Qualification and certification of organization
managers and regional job evaluation specialists
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Global Job Architecture Design

Major organizational challenges of global growth

Heterogeneity of Organization
= Size/Maturity & Performance

Regions/Countries & Cultures
= Business Lines

Functional Disciplines

Job Families

Heterogeneity of Leadership
Structures

= QOrganizational & Results Impact
= Leadership Culture

= Span of Control

= Employee/Career Categories

Heterogeneity of Legal
Framework

= Collective Labor Agreements

(Working Conditions, Pay-Scale, ...)

= Labor Law, Tax, ...

Diversity of Leadership Roles

= Disciplinary Leadership
Responsibility

= Project Responsibility

= Subject-Matter Responsibility in
Functional Areas & Networks

Diversity of Job/Role
Requirements

= Leadership Roles

= Management Levels

» Expert/Professional Levels
= |ndividual Contributors

Diversity of HR Policies &
Processes

= Maturity of HR Organization

= Talent & Performance Management

= Total Reward Management

Needs &
Benefits

JOB ARCHITECTURE
APPLICATION Areas

Organization Design
& Development

HR Policies &
Processes

Personnel (Cost)
Planning & Reporting

Financial
Planning & Reporting

Global Alignment of
HR Policies &
Processes

= Allocation of
Headcount Quotas

= Titles & Naming
Conventions

= Management Circles
& Communication
Platforms

= Career Design &
Development

= Succession Planning
for Key Positions

= Recruitment/Staffing
= Global Mobility

= Base Pay, Variable
Pay & Benefits

= Company Car Policy

11
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Global Job Architecture Design

Fundamental “

objects” of a global organization management system provide the basis for proper financial
and personnel planning/reporting.

Standard naming conventions allocated —| Cost Center
(e.g. in SAP/OM) Ult

belongs to

Job Family === be'fggs nolescribes_.

T

describe

Tasks

require

L

Skills &
Competencies

allocated —| Cost Center

describe

holds

Person
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Global Job Architecture Design

Global organizational growth requires a common language for organizational management.

Functional Area (or Job Family)
A group of job families which belong to a similar field of activity, Finance
perform related work, share a common professional development

and career structure.

Job Family (or Job Sub-Family)
A group of jobs in different organizational levels which reflect a
natural career path using similar capabilities and skill sets.

Job (or Role, Job Role)
A group of positions with similar purpose, .

accountabilities, scope, skills and capabilities.

Posmgp . Controller
A specific job held by an employee. APAC Region
8 o o @ André Kostolany

Controlling

Head Controlling
APAC Region

Employee
An individual person holding the position.

13
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Global Job Architecture Design

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

v | v | v
Performance Management Talent Development Succession Planning

Profiles/ Requirements/ Target Target Development Talent Talent Key
Job Architecture Position Agreement Review Plan Review Groups Positions
HR
Manager Manager Manager Sen. Mgmt.
Employee m HR m
Skills & Competencies/ Evaluation/Assessment Talent Talent Succession
Employee 360°Feedback Conference Profiles Plans

RESULT: RESULT: RESULT: RESULT:

e Devisable requirement profiles for * Performance-oriented pay * |[dentified high potentials / e Succession plans for key positions,
functional ar-e.as, job families, « Performance & competence top talents functional areas and job families
jobs and positions evaluation « Individual development plans

* Skill & competency profiles of * Job-based development plan  Complete talent profile /

employees employee cockpit

Job Leveling
14
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Global Job Architecture Design

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.

Employees Positions/jobs Job families

-6 k
E ' 8 &t
P 09 __ (G an 2@ Ao
lobal H f .
Warren Buffett Globa e?\d 0 Controlling Executives Finance
Controlling
. Head Controlling ) Managers/ .
Benjamin Graham APAC Region Controlling Experts Finance
André Kostolan Controller Controllin Professionals/ Finance
y APAC Region g Specialists

Jane Moneypenny Data Administrator Controlling Support Finance




BAUMGARTNER®PARTNER | changeleaders | Global Job Leveling

Global Job Architecture Design

The analytical or semi-analytical job leveling provides a career framework based on a ranking of jobs and
roles by their complexity and impact.

Career cateories Career levels Global Job Grades/ GLOBAL Personal LOCAL Job Grade/
& GLOBAL Role levels Grade Pay Scale group

(]
I-I\
xS m xl m mll O
E N HE BN E E N
EEEEEE' «——— EEEEEE —— EEEEEE
EEEEEE >
Executives | Senior Specialist JG 15 : PG 15 LG 12
Managers/ Advanced G 14 = PG 14 LG 11
Experts  /
: Experienced JG 13 = f PG 14 LG 10
Professionals/
Specialists Developing G 12 = PG 12 LG 09

Support Entry IG11 PG 11 LG 08
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Global Job Architecture Design

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

ORGANIZATION -0 JOB
Chart - EVALUATION

AAAL
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Global Job Architecture Design

Job evaluation provides the basis for the definition/differentiation of workforce segments, career categories,

role levels, job titles and pay grades.

CAREER CATEGORIES
Job Size

Executives L-0
____________________________________ l._________________________
Managers/
EXPERTS
PROFESSION
ALS/
SUPPORT

PAY GRADES
Grade 18 L-0
___________________________________ |_________________________
Grade 17
Grade 16
Grade 15
Grade 14

18
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ALTERNATIVE JOB LEVELING APPROACHES

Baumgartner offers alternative approaches towards analytical and semi-analytical job leveling.

Organization Structure/
Functional Areas

o] -
a0 @0 Ho

Career Categories

Job Families

5o
. a°u°o

Job Evaluation & JoB Profiling

Analytical Job Evaluation

Job Mapping
Semi-analytical Job Profiles =3
O
BN B (o}-—lol
oe “o’ — -9
o0

Job Levels — Title Structure — Career Model Employee Assignment

@ 0=p
e

Total Rewards & Cost Planning INTEGRATION &

Pay Bands Cost Structure Fringe Benefits
.=I . - o -allmll IIII | | [ RS

HH - |
I . | 1 I l-lIIII lllll--l

20
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ALTERNATIVE JOB LEVELING APPROACHES

Major Characteristics

Major

Characteristics

FOCUS

Fundamentals

Job Evaluation Career Mapping Job Classification

oo W o
600 oo
0D Ao0O

; Collective
( g' Bargaining
\ Agreement

= each individual job
or selected anchor/reference jobs

= general set of crieria

= evaluation scales with generic
decription of job requirement levels

= scoring by criterion

Method * analytical * semi-analytical

= job types/roles
job families
job levels

= generic decription of requirement
levels by job types

differentiated decription of
requirement levels by job family and
job level

= description of requirements is geared
to job evaluation criteria

generally non-analytical

(Exeception e.g.: ERA in Germany)

typical anchor/reference jobs

short generic description of job
characteristics for each pay scale
group

reference/benchmark jobs for each
pay scale group

short generic description of job
characteristics is partly geared to
some job evaluation aspects

21
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ALTERNATIVE JOB LEVELING APPROACHES

Implementation and Maintenance

Job Evaluation Career Mapping Job Classification

Implementation and

maintenance

Complexity of Method
Specificity of Method

Initial JOB SLOTTING/
Job Classification

Cross-Comparison &
Adjustment Process

Administration &
System Maintenance

o0 o
00 oo

Collective
\ g’ Bargaining
\ Agreement

medium

medium

allocation based on scores (job
values)

top-down/bottom-up- decision
processes
evaluation committee

analytical (re-)evaluation and
allocation

or non-analytical allocation based on
reference catalogue

high
high

allocation based on distinguished
level descriptions

top-down/bottom-up- decision
processes
evaluation committee

non-analytical allocation based on
requirement/level descriptions

or non-analytical allocation based on
reference catalogue

low

low

pay scale classification based on task
characteristics of each pay scale
group

evaluation committee

pay scale classification based on task
characteristics of each pay scale
group

22
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ALTERNATIVE JOB LEVELING APPROACHES

Application Area: Compensation Management

Job Evaluation Career Mapping Job Classification

COMPENSATION
MANAGEMENT

Link to internal
Structure Analyses

Link to external
market data

DESIGN of Pay Bands

L0 o
000 g0
00 dooo

Collective

( g' Bargaining
\ Agreement

= distribution by job levels/grades

= distribution by scores within job
levels/grades

= structure benchmarking
= individual jobs

= by job level

distribution by job levels/grades

job families

individual jobs

by job family
by job level

distribution by pay scale groups

classification practices

possibly payments above general pay
scale

no explicit pay bands
monthly base pay amount by pay

scale group, possibly along with years
of service levels

23
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ALTERNATIVE JOB LEVELING APPROACHES

Application Area: Talent & Performance Management

Talent & Performance
Management

PERFORMANCE
MANAGEMENT

Career MANAGEMENT

TRAINING & DEVELOPMENT

Development & succession
planning/PIPELINE
MONITORING

RECRUITING &
Selection

Job Evaluation Career Mapping Job Classification

o0 o
00 oo

Collective
\ g’ Bargaining
\ Agreement

= differentiation of MBO and variable
pay systems by job levels

= company/group-wide, cross-functional
career levels

* no explicit focus of job evaluation
= supportive

* no explicit focus of job evaluation
= supportive

® no explicit focus of job evaluation
= supportive

job family specific KPI
differentiation of variable pay systems
by job levels

company/group-wide coordinated job
family specific career models

differentiation by job types, job
families and job levels

differentiation by job types, job
families and job levels

differentiation by job types, job
families and job levels

possibly performance oriented pay
(adjustments, additional payments)

pay scale groups and grades as career
levels (focus on pay)

no focus of collective classification
systems

no focus

pay development typically along with
years of service

pay scale groups/grades as reference
for job postings

24
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Analytical Job Evaluation

A phased lean and noiceless approach aiming at sustainable change.

Project Preparation Job Evaluation & Leveling

= Analysis and evaluation of jobs within .

I8 Project Planning individual or clusters of organization i m
4 :units or job families

- = Allocate jobs to job levels (grades) ‘.

/Ml Method Calibration ) : .
————— = Align job leveling accross regions,
3 LSk i Eiieal »:  organization units and job families L.

Job Evaluation Within

Organization Units 4

5 Cross-Organizational
Alignment of Gradings 4

based on job values

= Analysis of strategy, structures, 4
processes and policies

= Calibration of method and approach

= Definition of jobs to be evaluated
(if appl. anchor/reference jobs)

= Definition of basics for evaluation (job
profiles, controlling data) :

= Communications planning and ' '
workshop coordination

6 Integration in HR
Processes 4

HR Process Integration

Employee mapping to job architecture

Calibration of decision boards and
communication platforms

Integration of job architecture in
organization and personnel planning
processes

Calibration of hybrid career models and
title structures

Alignment of learning & development
programs

Calibration of compensation & benefits
policies

7 Roll-Out &
Communication 4

26
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Analytical Job Evaluation

The job evaluation and grading process shall meet stakeholders’” expectations regarding transparency,
acceptance, quality and efficiency.

0 Coordination of jobs to be evaluated with individual organization units
...(option: focus on selected anchor/reference jobs)

GLOBAL JOB GRADING SYSTEM (GJGS)
Job Evaluation Manual

Q Calibration of job leveling/grading structure

> (number of grades; distinction of grades/score ranges)
0D Evaluation -
Within Organization 0
it ' -
Organizational
Alignment of y/

Top-down: job evaluation within individual organization units
(or in defined org-clusters, job families, evaluation panels)

Bottom-up: cross-organizational alignment of job levels
(e.g. divisional, regional, companywide)

27
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Analytical Job Evaluation

Baumgartner’s analytical job evaluation method is based on approved eight criteria.

Global Job Grading System (GJGS)

Professional Skills & Experiences

Technical knowledge & business experience as
foundation of work and business performance

Planning & Steering Contributions
Organization, planning, disposition, coordination,
management complexity

Communications Impact

Exchange of information, communications,
relationship management, leadership

Problem Solving & Innovation

Procedural, analytical or conceptual-innovative
contributions

Complexity Management
Diversity, changes, interdependencies and
information uncertainty

Decision Contributions
Operational and strategic decision contributions

Resources & Cost Accountability
Size of directly assigned, functionally coordinated or
steered budgets/KPI

Operational & Strategic Impact

Degree of value added contributions and
accountability or impact on results

28
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Analytical Job Evaluation

The job evaluation criteria and dimensions cover the whole range of possible job requirements.

~

» Required education
» Required practical experience

» Special knowledge areas (breadth/
depth of knowledge)

» Products, markets, processes,
technologies, ...

Professional Skills & Experiences

Complexity Management

» Managing diversity of tasks

» Frequency of changing tasks and
job environment

» Interdependencies of problems and
solutions

» Information uncertainty

» Assessment of opportunities and
risks

»

»

»

»

»

Organization

Planning and disposition
Coordination and integration
Delegation and control

Management complexity

Planning & Steering Contributions

»

»

»

»

Decision Contributions

Decision on situational adaption of
procedures

Decision on alternative approaches
and solutions

Decision on new methods,
approaches and concepts

Decision on new strategies

»

»

»

»

»

Exchange of information
Nature of communication
Relationship management
Leadership

Culture management and change

Communications Impact

Resources & Cost Accountability

»

»

»

Size of directly assigned resources/
budgets

Size of functionally coordinated or
steered resources/budgets

Size of other key performance
indicators

» Situational adaption of procedures

» Analysis and evaluation of
alternative solutions

» Development of new methods,
approaches and concepts

» Development of new strategies

Problem Solving & Innovation

Operational & Strategic Impact

» Nature of impact on results

» Degree of accountability

29
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Analytical Job Evaluation

The design of the job evaluation scales is consistent for the eight criteria applied. The definitions and
explanations are comprehensible and offer sufficient opportunities for differentiation.

Basic Principle

15 scale levels ranging

from 10 to 100 scores e Standard definition for
) every second level

i 0 B

Planning And Coordination Gompetence n Planning And Coordination Competence

enemnion

Elaboration of criteria

and scale construction §

Concise explanation of

standard definition

Intermediate levels offer
room for differentiation

30
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Analytical Job Evaluation

The determination and analytical evaluation of the different job requirements lies within the responsibility of
the Executive Board and Senior Management.

The system introduction and job evaluation sessions are typically Step 1:
facilitated by two experienced Baumgartner consultants. Due to the Define/review the jobs to be evaluated.
comprehensible and easy to apply methodology the future system Steps 2-9:

Evaluate the jobs within one or several organization units criterion by criterion in direct

administration may well be handled internally. :
comparison to each other.

The Baumgartner process allows to evaluate the jobs within one or Step 10:
several organization units criterion by criterion in direct comparison to Review the job rankings and if necessary revise the profiles from a holistic
each other organizational perspective.
The jobs to be analyzed within an evaluation session will be listed on an 3 § .
evaluation sheet. In a first step all jobs will be evaluated by criterion A. I % . E N .
The jobs will be ranked by scores taken from the job evaluation scale. Jobs to be evaluated | 2| E|S3 %g = | 8 8
. . . . within one or several = @ = 5 it < (] H
In a second step all jobs will be evaluated and ranked by criterion B. organization units @ % s |32 § § | £ |3
. . . . . . S g = < g % '—;
This procedure will be continued for each criterion and results in an 2| g E 5 2| 8|5 | ¢ |4
e . : . S| 5 e | 8| 8| 2| 3|3
individual evaluation profile for each job. €| & |S8|& |8 |8 |a 2|8
Al B|c|D|E|F|c|H]|S
. . . Job 1 37 23 23 32 19 23 27 32 216
In a next step the total scores will be calculated for each job. This allows — ”
to review the rankings and if necessary to revise the profiles from a Job 3 37
. . . . . Job 4 27
holistic organizational perspective. e -
Job G
However, in a subsequent step the results still need to be reviewed and Job 7
Job . y VvV \ 4 VvV A\ 4 \ 4 A 4 \ 4 A\ 4

approved from a company wide global perspective.
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Analytical Job Evaluation

The job evaluation results in an approved pattern of job classifications to grades which build the foundation

for talent, performance and reward management.

The jobs will be classified to job grades based on their total job
evaluation scores.

A job grade represents a cluster of jobs with similar requirement levels.

All job classifications will be finally cross-compared, reviewed and
approved by the executive board. This review will be solely based on
grades, and generally not refer back to individual evaluation
profiles/scores.

However, individual job profiles and scores may be accessed in future
whenever individual jobs need to be reviewed or newly defined.

Identification of grading levels

Job Value Unit 1 Unit 2 Unit 3 Unitt 4 Unit

800 Jobvo2 | JobFo3 Job E02

785 Job VO3 Job T02 Job E03 Job P02

770 Job FO4 Job TED2

755

740 Job VP11

725 JobVFO3 | JobFRo4 | JobTko1 | JobE21 Job PMO1

695 |' Job Grade Unit 1 Unit 2 Unit 3 Unit 4 Unit __

680 JobV02 | JobF03 Job T02 Job E02 Job P02

ggi | JobVvo3 | JobFo4 Job TED2 | Job E03

Job TKD1

643

631 JobVP11 | JobFRO4 | Job T03 Job E21 Job PMO1
JobVFO3 | JobFco2 | Job To4 Job E22 Job PED1

I JobVRO1 | JobFco3 | JobTE03 | JobE3t Job PAD2

Job VR02 Job TKD2 | Job E32
JobVR13 | JobFROS | Job TEDA | Job E33 Job PE11
JobVRO4 | JobFROS | JobTEO5 | JobE34 Job. PE12
JobVP 13 | JobFRO7 | JobTEDE | JobE35 Job PA11
Job VF04 JobTKO3 | Job E36
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Analytical Job Evaluation

Implementation: Each position and employee will be mapped/allocated to a grade (work level).
Typically there is the need to establish and maintain up to three different grades.

= Every employee has a local position which will be mapped to a

Global Global Job Grade (if appl. based on anchor/reference jobs)

Job
Grade = Applied for organizational analyses and design, workforce

planning, recruitment, talent, performance and reward
management processes

= Each employee also has a Global Personal Grade which is typically
Global the same as their Global Job Grade, but in minority cases will be
Personal different

Grade = Applied to enhance (global) mobility, i.e. to support (global) talent

development and incentive processes by bridging (international)
GLOBAL grading gaps of departure and landing/development positions

LOCAL

=  Some countries may have Local Job Grades in accordance with
local requirements and practices

= Applied typically for local compensation and benefits processes
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Semi-Analytical Career Mapping

Approach to establish and implement a job family based Job Architecture and Career Concept

LR

Analysis of strategy, value
chain, structures & processes
Analysis of HR processes and
relevant policies

Analysis of existing grading,
pay & workforce structures
Alignment of vision and
expected results

Customization of the method
and criteria for job level
differentiation

Development of guidelines for
the design of job architecture
and career concept

v

Vision and guidelines for the
design of the Job Architecture
and Career Concept

Definition of Job Types/Roles
Definition of Job Families
Definition of Job Levels
Description/differentiation of
level-specific job requirements

Ensure cross-functional
consistency

Concept validation: allocation

of sample jobs and job holders
to job architecture in selected

organization units

v

Job Architecture and Career
Concept Design (Job Types/

Roles, Job Families, Job Levels)

S

Calibration of compensation &
benefits policy

Cost impact analysis
Development/alignment of
competency models
Alignment of Learning &
Development Programs
Establish access/selection
criteria and processes
Create/describe career paths
Integration of pipeline
monitoring and performance
management/evaluation
programs

v

Integration of Job Architecture

and Career Concept
in HR processes

Establish allocation process
and guidelines

Job Mapping: allocation of
jobs to career levels

Analysis of problem cases and
if applicable adjustment of
guidelines
Validation/adjustment of job
allocations to career levels
Employee Mapping: allocation
of jobholders to career levels
Employee communication

Establish governance and
maintenance process

v

Job & Employee Mapping to
Job Architecture and
Career Concept
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Semi-Analytical Career Mapping

Guidelines: The establishment of a Job Family makes sense if ...

... the required skills within a job family are very
homogeneous (‘skills community’) and significantly
differentiate with regards to content from the skills
in other job families.

... the business model significantly differentiates
from others and requires different corresponding
roles and performance metrics (KPI).

- ... the jobs bear some organizational structure

LB RS m ]

ese==te  contiguousness, i.e. the jobs are neighboring in
the particular organization structure.

... the professional development predominantly
proceeds or shall proceed within a particular job
family.

... the jobs show some contiguousness with
regards to content, i.e. the jobs are identical,
similar or related — regardless from their
organizational assignment.

... the number of jobholders within the job family
g orfunctional area allows to tailor dedicated
K& development programs.

... the functions show some contiguousness with
regard to processes, i.e. the jobs are neighboring
or seamlessly integrated in the particular process
organization.

... the compensation market practices possibly
differentiate from those in other job families
(e.g. by nature, components, determinants).
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Semi-Analytical Career Mapping

Establishment of the Job Architecture

JOB ARCHITECTURE

v
JOB MAPPING
1 JOB
TYPE/ROLE

2 JOB FAMILY

3  JOB LEVEL

v

EMPLOYEE MAPPING

The Job Architecture consists of:
= Job Types/Roles (e.g. individual specialists, experts),
= Job Families (e.g. Applications Engineering, Sales),

= Job Levels (e.g. Level 1, 2 ... n).

JOB TYPES/ROLES: The establishment of job types serves to initially segment the job structure and
workforce by basic distinctive characteristics such as steering, designing/creating or executing jobs. Such
job types primarily correspond with the target groups of different, increasingly hybrid career models and if
applicable with collective labor agreements.

JOB FAMILIES: Jobs, which show —in particular due to their requirements, tasks and skills — some
contiguousness with regards to content, will be allocated to a job family. Guidelines how to structure and
differentiate job families may be tailored to the company-specific context and support the decision
process. The number of job families primarily depends on the degree of diversification in businesses,
technologies and processes. Job family concepts of big multinationals often show about 50 job families,
which may be further segmented in sub-families.

JOB LEVELS: Job levels represent different requirement levels and correspond with career levels, titles,
pay bands or pay scale groups. The description of requirement levels corresponds with the criteria
typically used in analytical job evaluation methods and, if applicable with the short generic description of
job characteristics for each pay scale group defined in a relevant collective labor agreement.
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Semi-Analytical Career Mapping

Allocation of a job to a job type

JOB ARCHITECTURE

v

JOB MAPPING

1 JOB
TYPE/ROLE

2 JOB FAMILY

3  JOB LEVEL

v

EMPLOYEE MAPPING

Each job or position will be initially mapped/allocated to a job type/role.

Typical job types/roles are:
= Basic Professionals (e.g. Clerical/Administrator, Technician)
= Specialists,

= Experts,

Project Managers,

Line Managers/Executives.

The mapping/allocation of a job to a job type/role is based on basic distinctive characteristics and
requirements of the job.

To support this process each job type/role is briefly described in a generic job profile, including

= distinguishing characteristics, such as steering, designing, executing, and

= the typically required education.

In addition, the more differentiated descriptions of level-specific requirements (step 3) may be here
already of supportive use.
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Semi-Analytical Career Mapping

Allocation of a job to a job family

JOB ARCHITECTURE

v

JOB MAPPING

1 | JOBTYPE/Role
n JOB FAMILY
3  JOB LEVEL

v

EMPLOYEE MAPPING

Each job or position will be mapped/allocated to a job family.

Different job families will be described within the particular job types. And conversely: a job family (e.g.
sales) will typically consist of different job types (e.g. specialists, managers).

Examples for typical job families are:

= Clerical Administration,

Controlling,

Applications Engineering,

Sales,

Internal Services.

The mapping/allocation of a job to a job family, which often represents a kind of ‘skills community’, is
particularly based on tasks and job contents, process contiguousness as well as skills requirements.

To support this process each job family within a job type is briefly described in the generic job profile by
general tasks.
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Semi-Analytical Career Mapping

Allocation of a job to a job family

JOB ARCHITECTURE

v

JOB MAPPING

1 | JOBTYPE/Role

2 JOB FAMILY

= JOB LEVEL

v

EMPLOYEE MAPPING

Each job or position will be mapped/allocated to a job level.

Different job levels will be described for each job type and job family. The number of job levels depends
on the needs of each particular job family and will be defined within the job architecture.

Examples for typical job levels are:

= Expert, Senior Expert, Leading Expert

= Multi-Project-Manager, Manager of A-Projects, B-Projects or C-Projects

= Level 1, Level 2, ... Level n

The job levels correspond with career levels, titles and pay bands or, if applicable with pay scale groups of
collective labor agreements.

The mapping/allocation of a job of a certain job type/role to a defined job level within a job family is
based on tasks and job contents described in the generic job profiles, which may be complemented and
further specified by level-specific descriptions of tasks and accountabilities.

Job levels are defined ...

= either by a criterion-referenced but non-analytical description in analogy of the brief job characteristics
in collective labor agreements,

= or by a more differentiated profile in accordance to criterion-based analytical job evaluation
approaches.
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Semi-Analytical Career Mapping

Designing the job level architecture

. The design of job levels is based on (1) a defined structure of job families and jobs, (2) a global work level
JOB ARCHITECTURE (job grading) framework, (3) standard naming conventions, and (4) level of seniority guidelines.

v

JOB TYPES JOB FAMILIES
JOB MAPPING /
ROLES JOB LEVELS
Production Finance HR Sales

Manager I
Project Manager
Expert 1

1 | JOBTYPE/Role

2 JOB FAMILY

IV
JOB LEVEL
e Vv
Vi
v
- (Basic) Vil
EMPLOYEE MAPPING | Professional i
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Semi-Analytical Career Mapping

Building the job level architecture

. Building the job level architecture is based on (1) criterion-referenced but non-analytical descriptions, and/
JOB ARCHITECTURE or (2) criterion-based analytical job evaluation approaches followed by (3) mapping of positions to jobs.

JOB-TYPE-/ROLE-SPECIFIC

v
- REQUIREMENTS
JOB TYPES JOB FAMILIES
JOB MAPPING
ROLES JOB LEVELS
Production Finance
1 JOB
TYPE/ROLE Manager | CROSS-FUNCTIONAL,
Project Manager LEVEL-SPECIFIC
Expert Il / REQUIREMENTS
2 JOB FAMILY -

JOB FAMILY &
LEVEL-SPECIFIC
REQUIREMENTS

A

H JOB LEVEL

v
-= (Basic)

EMPLOYEE MAPPING Professional
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Semi-Analytical Career Mapping

Job mapping based on business defined job profiles

The mapping/allocation of a job of a certain job type to a defined job level within a job family is typically
JOB ARCHITECTURE based on tasks and job contents described in the generic job profiles, which may be complemented and
further specified by level-specific descriptions of tasks and accountabilities.

v
JOB MAPPING GENERIC JOB PROFILE
LEADERSHIP & Accountability & Performance PERFORMANCE
1| JOBTYPE DECISION STRUCTURE ImpacT on Results ichesnons MANAGEMENT

2 JOB FAMILY

-

H JOB LEVEL KNOWLEDGE Qualification, Business/Professional TALENT
MANAGEMENT SKILLS & Experience Competencies MANAGEMENT

v ~

~

EMPLOYEE MAPPING
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Semi-Analytical Career Mapping

Employee mapping/allocation to the job architecture

The mapping/allocation of employees to the job architecture will be facilitated by defined company-,
country- and, if applicable level-specific rules and processes. Besides the routine process shown below
specific access processes, development dialogues and talent reviews will be defined for the development

JOB ARCHITECTURE

. into a particular career as well as across the various career levels, or for new hires in restructuring phases.
JOB MAPPING
1 JOB
TYPE/ROLE

Disciplinarian Responsible Disciplinarian Employee Administration
JOB FAMILY Line Manager Committee (e.g. Line Manager reviews the of the mapping
allocates the orga-dept, HRBP, communicates mapping in HR-IT system

employee to the business unit, the mapping to (organization

JOB LEVEL job architecture works council) the employee management
reviews the and employee

mapping master data)

Objection
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Baumgartner & Partner
A renowned ORG & HR consulting boutique

* Organization & Job Design

¢ Job Profiling & Description

e Performance Metrics & Analytics
* Balanced Scorecard Processes

* Management-by-Objective Systems
* 360°Feedback Processes

Performance | &
Management| Organizatio

Executive

* Compensation Audit & Design ]
? e Compensatio

(Base Pay, STI, MTI, LTI)

* Specific Compensation Solutions
(Board, Executives, Exempt,
Sales, Production) Special

* Gender-Pay-Gap Analyses Areas

of Expertise

Talent
Management

* GlobalJo rading

* Corporate Controlling & Reporting
* Sales Controlling & Reporting

* HR Controlling/Metrics

* People Strategies

* HR Organization/Transformation

* Corporate Culture/Leadership Principles
* Employee Survey Design

* Change Management

* Labor Relations

* HR-IT Systems Evaluation

e Skills Management

* Hybrid Career Model Design

e Succession Planning

* Retention Management

* Management (Development) Audits

* Global Leadership & Management
Development

* Learning & Development Architecture

Establishment, Integration and

Accreditation of Business Schools and

Corporate Universities

Scope of
Services

Baumgartner History &
Profile

Established in 1958

Grown to one of the top 3
consulting brands in Germany

Temporarily part of Price-
waterhouse & Commerzbank

Since 2003 a privately held
ORG/HR consulting boutique

Highly recognized team of
experienced consultants

90% of our clients have
international operations

Most of our projects have an
international scope

Many of our consultants work
50% of their time abroad
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Baumgartner & Partner

Baumgartner offers globally approved Job Leveling solutions tailored to our client’s needs.

APPROVED FOR
DECADES IN GLOBAL
PLAYERS, MEDIUM-
SIZED
MULTINATIONALS AND
PUBLIC SECTOR

Baumgartner’s Global Job
Evaluation System has
been applied by major
multinationals, medium-
sized companies and

APPLIED WORLDWIDE

IMPLEMENTED
LOCALLY

Our centrally coordinated
consulting team brings
organization consulting
expertise and local job
evaluation experience
from proje~* -

Eu o%. -

/
7
{
I~
e
T
/

/ I

)

CUSTOMIZED TO
CLIENTS NEEDS

We tailor our approach
and methodology to our
client’s needs and
situation. We know most

JE solutions offered and JOB GRADING 4.0
are experienced in the

design of simplified Instead of retaining our
generic as well as client- standard solution, we are

specific (web)solutions. open to bring in our know-
how to develop a new
vision for job evaluation

e, and to develop, innovate

. BEST and experiment new

FPRACTICES =

\
//

{
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Baumgartner & Partner

Upcoming interview and article in personalmagazin 07/2017:
The future of job leveling and salary benchmarking

Ralf Hendrik Kleb - Managing Partner
Future of Job Leveling

,Ireiber statt Bedenkentrager”

INTERVIEW. Stindige Verfinderungen der Organisationen bringt die klassische Stellen-
bewertung an ihre Grenzen. Ralf Hendrik Kleb erklirt, was zukiinftig gefordert ist.

prrondimagazin: Die Geschwindigheit und
Irebenositehl, in der sich Organisationen
verdndern, erhdhi sich zusehends. Was
Bedeudet das flor die Setlenbewerfung?
Ralf Hendrik Kleb= He Strukturverdnderun
won, die nowe Ceschartsmodello vermebir-
e Kooperationen und  Joint Venlures,
aber auch Nachern: B

chon nicht aufgrund unzumichender
nderner Fa aned Ine Tl

marks sind nur einem engen Kreis von

Progesse behindern. Aus Sichi der Ge-
schamsboreiche ware es villig inakoep-
tabel, woenn Umstrukturierungen ncht

weschullen It und Stellen-
ewerlern ruginglich, die (endeneiol
eher als _Bewahrer” aufimten. Doch
tatsachlich geht s damim, die Entwick.

el mikl
fiternen  oder  externen

lung organis: und
weltwell u

Fihrungs: und Enscheidungsfndungs
modedle und vieles mehr mit sich brin
Bem, missen eantragl, geprof und ge-
nehmigl worden Organisationsoinheiten
und Swllen missen im HR Organisai
ansmanagement nou angelegl, verinden

nicht wenden kinnien,
well die Strukfurverinderungen von
den Organisatoren nicht zeitnah geprilft
und die Selken noch nichl bewe e wer-
don konnten. Ebenco inakmeptabel wane
05, Wenn nene oder nen ausgerichien
Gaschifssinhaiten, Organisations und

wder ah werden. P

missen erstmaliy erstolll oder Gborar-
twitet worden. Und in Folge missen die
Stellen bewertet und in die Gradingstruk-
tur der Gesamtongnisstion elngruppien
wenben In viclen Fillen wind die beste-
henide Gradingstruktur hinskchtlich ihrer

Entschelds anhamd dor
noch vorterrsdenden Standands wmd
Benchmarks aus der alien Unierneh
menswelt™ bowertet wirden.

personalmagazin: Cehlirt demewblge nichl
der gesanie GeschaftsproZess Steliente

e , kritisch
ond globaky Standands 2u entwickein
und einzahalien.

perssasimagazin: (idt es alach positive
Reispieie?

Kleb: Dom monogolistischen Know-how
elniger weniger Gralshlier sehen die
Ans3tee des Tnvelvements und Finpow-
crments dor Key Stakeholder enigegen.
Daher beziehon inzwischen immer mahr
Unternehmen die oberen  Flhrungs-
krilfte, e mach Kompleodtht wmd Griibe
der Organisation auch die mittleren

internen Benc i hintier.
Tragen und mew swsurichlen sein,

personalmagatin: L klingt nach administ
nativer Hemk ilesaufgnte - kann MK das?
Kleb: Die heuse vorhandenen Ressourcen
und Prozesse sind tatsachlich nicht aur

i f dden Profstamd?
Kieh: Unleddingt. Statt sich aul ihre Au-
ditorenmolle, geheim gehaltene Bowar-
dien und

¥ sowie die HE Husiness
Pariner der elnzelnen Berviche stidar
in den Progess eln. So klamen akioell

18 ¥
20 beruRen und im eingrechwungensn
Fustand ru verharren, sollten Organi
satoren und Personaler die Kinfigen

b Themen im grideren
Kreis dinek! diskutiert, ok und be
wertet werden,

Imwiefern werden die Fro.
Zesse der Steilenbewerting heute dirch

diesos Ausmal und dic Intensitdt von i und thre
2o ausgelegt. soils  Progesse, Standands, Methoden  und

sl das iim riigig darauf

Ei gen in den G

personalmagazin: Wortem Kkt ey in der
Praxis naoch nichi?
Kleb: 113uflg srboiten Organisstorsn und

Kiek: Is gitd verschiodene IT-L0sungen
aul dem Markl die den Proses der
stellentwwertung in unerschiedlichem
Umfsng unterstizen, W nach  Soft-

ot ineiner Arl Kompe
silo. e Stellentswertung erfolgl hier
zentral aul Basis einer aktuell goitigen

wird heule die Erfassung
und Administratbon von Stellenbeschrel-
bungen, i aul Basis vereinfachier,

Sellenteschrebung, s [
Know-ow und die intermen Bench-

s o auto
matisiere Sellenlewertung light" und

pesmmagEN B 17

Nicole Fabig-Grychtol - nfg consulting /
Associate Partner Baumgartner & Partner
Future of Salary Benchmarking

Gehaltsvergleiche im Umbruch

UBERSICHT. Das Angebot fiir Vergleichsméglichkeiten in Vergiitungsfragen wird vielfdl-
tiger, die Benchmarks komplexer. Ein Uberblick zu den géingigen Angebaten.

Iy Geyehtal

Ahrend die Slellenbewer-
tung urspriinglich vor
allem dazu diente, das
Vergllungssysiem  zu
strukturieren, sind Hngst woilers, oben-

Rangsystomon, hybriden Karrioromo-
dellen, VergQiungssysiemen umd frei-
willigen betriehlichen Fusalzleistungen,
sugenannten Fringe Benefits,

Auch wenn die Vergliung hinsicht
lich der Ardwilgeberwahl umi dem
Engagement houte nichl mehr [r alle

Verghtung i nicht et sufgrund von
regulatorischen Interventionen sowie
Gedaltungs und Reporting-Vorschriften
deutlich gestiegen.

In den Gutachten zur Angemossenheit
der Vorstamls- und Geschillalfihrr
vergllung wenlen sowohl horfzontake

0 wichlige 5 hinge-
kommen. [kas Job Grading bifert heate
aine wosentliche Grundiage inshoson-

e i A an erster

Selle steht, bieitd die Nachvollziehbar
kalt pinar anforderungs, leistungs- und

dere zur Stellen- und I
sowin zur Strukturirung von FOhrungs.
und Finladungskreisen, 7o Titel und

hten Vergiiung such in fu-
kunn wichtig. Denn der Sellenwen von
Transparenz und Nachhaltigheit in der

: gleiche als auch interne, verti-
kali Vorgleiche angrstelll. An der boson
daren Dedoung axsrmor Renchmarks
wird bl in diesem Top-Segment kinnig
wih] wenig andorn. Hier worden die Ver-
gleichsunternehmen anhand weniger

Die Abbildung illustrien, dass die

“ Werden Gesambsiruklurveagleiche — + Whe grof bl der ilerne Hendhungs
drack?

far atte Lander Bendtiq oder reien
bedarlsberogene seleklie Vergleiche

Qualitat des
stets von der Abwagung wischen zwei
sentralen Faktoren abhdngt: Den Kosten
sowne dem mdividoclien Nutzen des
Gehaltovergleichs

o eingedne Positonen aut? * Wie groR ist der Weltbeweibidixk
auf den Arbeibumarkten?
+ I das job Matching aul Basks einer
Positionsheweitung * Wi grof 51 der exberne Kostendvuck?
notwendig oder reicht ein Vergleich
Mmammnmmm? *Weiche lilsubildhen
rdume e Anparsungen beshihen?
= Wie: Bouh sind die emmaligen
Fiwichtungubosten und jahelchen - Wie volatil i die Arbeltsmaiite und
#ines Providers im Venglesch 7is be + Wie grod It der etien, sch an ien
darisbezogenen selektiven Sunvey-/
e et Daten./ Systemanbieler 2u bindes?
= Wic: Rt fst die Gieau, e4ne hausge:
e Abhangighed! Markidal
Wik slark i dhe Biwdung an einen il sl =
Cstenprovides Deetunguwers wie
toch sind die Wl len?

[

Please contact ralf.kleb@baumgartner.de
to receive a soft copy of the interview and
article (German language).
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Baumgartner & Partner

Some of our recent whitepapers published in our ,,changeleaders” series

BAUMGARTNER&PARTNER BAUMGARTNER @ PARTNER
Bartormance managemant s e o ‘l'
o 3 3 [ .
»

- . -~ r

changeleaders Expertenlaufbahn

Herausforderungen der kiinftigen Arbeitswelten fiir s sl fihrine and Merank
Organisatoren, Personalmanager und Fiihrungskrafte Konzeptllon, ohl bl el MeTRDKEEUHE
alternativer Karrieremodelle

Enterprise 2.0 | Industrie 4.0 | Leadership 4.0 | Neue Personalstrategien |
News aus den Practice Groups | Aktuelle Studien

HR BusinessPartner changeleaders

Ralf Hendrik Kleb:

: . Der Personalbereich als Business Partner
Vom HR Business Partner zum Business Player — . . .
wenn Anspruch auf Wirklichkeit trifft in strategischen Transformationsprozessen

R Bu

You may easily download our related whitepapers
(German language) via click on the cover pages.
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