JOB ARCHITECTURE,
JOB EVALUATION,
AND CAREER
FRAMEWORKS IN A
CHANGING WORLD
Six ways
organizations are
redesigning work.

INTRODUCTION

MAPPING THE
CHANGING WORLD
OF REWARDS

The sudden and material change in how work is delivered
through the pandemic has prompted many organizations
to revisit their strategies for workforce transformation.
It pushed many organizations to the limits of flexible job
design and rapid reskilling of people in a concentrated
period of time, and made leaders think about how they
might approach work in a more agile way moving forward.
In many respects, the pandemic has been a game changer
in transforming how employees and employers think
about work, and so it comes as no surprise that it
was ranked one of the top five initiatives that rewards
leaders are planning to focus in the coming six months
to two years. To harness this energy, organizations need
to act quickly to reimagine how work is performed and
how value is delivered.
Going forward, we expect the redesign of work to
happen much faster, more organically, and in a more
holistic way. There will be less patience for granular
analysis of specific jobs and more need for clarity of
role purpose and mindful alignment of work within
functional and cross-functional teams. Jobs will be
increasingly talent-driven, shaped as much by the
capability of the people doing the work as by lines
and boxes on an org chart. Meaningful work—
work with purpose and impact—will emerge
as a key differentiator for attracting, retaining,
and engaging top talent.
On the following pages we outline some of the
key actions forward-thinking organizations are
taking to optimize their approach to work and
career architecture.

Between March and May 2020,
Korn Ferry conducted pulse surveys
with 7,660 respondents from 99
countries to gauge the impact of
COVID-19 on rewards and benefits.
Our research identified five key
areas—including job architecture,
job evaluation, and career frameworks—
in which organizations plan to implement
significant changes over the next six
months to two years.
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SIX WAYS ORGANIZATIONS
ARE REDESIGNING WORK.

1

The ability to understand, calibrate, and align jobs and talent will become more critical than
ever. In particular, it will enable organizations to clarify expectations as work—what it is and
how it is done—is transformed. We expect to see organizations use more sophisticated
talent architectures that combine both the leveling of jobs and the leveling of capabilities.
In so doing, they will be able to accommodate the evolution of work and the development
of their people simultaneously.

2
As organizations seek to develop talent internally through reskilling and better mobility
programs, job architecture will help people see relationships across jobs and reimagine
nonlinear career paths. With increased focus on career mobility and employee experience,
career architectures that connect work, people and pay to wider talent strategies are likely
to replace traditional compensation-driven grading structures.

3
As pay becomes increasingly difficult to navigate after the pandemic, job evaluation will
enable organizations to make sense of multiple competing pressures, distinguishing those
related to sustained change in job demands from those caused by fluctuating pay markets
and economic instability. This will help organizations continue to make fair pay decisions,
which is critical for those looking to build more inclusive work cultures and stay ahead of
the curve on pay equity. Credible and defensible job evaluation processes and outcomes
will be a key tool for reconciling and managing the emerging forces driving pay
differentiation.

4

Salary is typically an organization’s biggest cost, and in the future there will be less
tolerance than ever for overcompensating the true value of work. The problem is that the
“going rate” salary for most jobs falls within a wide range. In the context of cost optimization,
how does an organization know if it is worth paying an employee a salary at the higher end
of that range or not? In the past, this question has often been resolved through negotiation
with the individual concerned. However, organizations now have an opportunity to replace
this haphazard method with a more objective, fact-based approach. The competencies
and skills that make a real difference on the job can be identified and measured through
assessment; higher-range salaries would only be paid to individuals who excel in those
areas. This has the added benefit of improving perceptions of fairness, which is critical
when adjusting employee pay, particularly during times of crisis when people want
evidence that “we’re all in this together.”

5
In an era of rapid downsizing, furloughs and repurposing of talent, digital technologies and
effective data management offer organizations the opportunity to gain incredible insights
into workforce distribution, productivity, capabilities, engagement, and costs. The promise
of workforce optimization relies on a current, relevant and organized job catalog, a common
taxonomy of capabilities and skills, and the ability to level and calibrate people against those
jobs and skills. We also see new HRIS implementations prompting organizations to clean up
their existing job catalogs and skills libraries or scrap them and start fresh. The value of work
measurement as a calibration tool to align data about jobs, skills, capabilities, and talent will
be high on the radar for organizations investing in strategic HR infrastructure.

6
Many are already seeking out flexible and efficient digital tools to support job design,
analysis, documentation, and evaluation. They want a “single source of truth” about
work and roles rather than having the information in varied formats spread across
different sources, platforms, and time frames. The focus here is not just on efficiency
and automation of labor-intensive tasks. It’s also about having a common portal that
links together various talent processes, including reward, development, succession,
and talent acquisition, providing the organization with a more integrated and strategic
perspective on jobs and talent.

SUMMARY
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Powered by our Intelligence Cloud, Korn Ferry Architect,
and underpinned by our world-leading job evaluation
methodology, our Career and Work Architecture capability
provides clients with a robust and flexible solution that can
grow and flex with changing business needs.
Contact us to find out how we can help you reshape your
approach to work and drive successful structural change
through the pandemic and beyond.
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