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    INTRODUCTION
  


  
    The Core Problem
  


  
    Inside most organizations, compensation structure exists more as folklore
    than as architecture. A hiring manager remembers what the last person in a
    role was paid. An HR generalist checks a competitor's job posting and
    adjusts a salary band by instinct. A founder decides what feels fair based
    on a conversation that happened eighteen months ago and was never
    revisited. None of this is malicious. It is simply what happens when an
    organization grows faster than its compensation systems, and it is the
    single most common root cause of the pay disputes, retention failures, and
    legal exposure that compensation professionals are called in to fix after
    the damage has already been done.
  


  
    The absence of a formal compensation structure rarely announces itself
    early. In the first year or two of an organization's life, pay decisions
    made on instinct feel efficient. There are few employees, fewer layers, and
    disputes are settled informally because everyone still talks to everyone.
    The problem surfaces only once the organization has grown enough that
    decisions made for ten people are now being applied, inconsistently, to two
    hundred. At that point, two employees performing substantially the same
    work, hired eighteen months apart, can be earning salaries that differ by
    twenty percent or more, not because of any defensible difference in
    performance or scope, but because the market moved and no one adjusted the
    framework around it. This is not a hypothetical scenario. It is the most
    frequent finding compensation consultants encounter when an organization
    finally commissions a pay audit, and it explains why pay equity has become
    one of the most active areas of HR investment and regulatory attention in
    the past several years.
  


  
    The financial and reputational stakes of this gap are not abstract.
    According to research conducted by the Society for Human Resource
    Management (SHRM, 2026), only 54% of HR leaders conduct pay audits each
    year, and only 46% of organizations regularly conduct internal wage audits
    at all. Put plainly, more than half of all organizations operate without a
    regular mechanism to detect whether their own compensation structure, if
    one exists, is producing fair and defensible outcomes. Of those
    organizations that do conduct audits, 63% report doing so as part of a
    broader commitment to diversity, fairness, and inclusion (SHRM, 2026),
    which signals that audits are increasingly treated as an ethical obligation
    rather than a discretionary administrative task. The absence of structure
    is not a neutral gap. It is a liability that compounds with every hiring
    cycle, every promotion decision, and every market shift the organization
    fails to formally account for.
  


  
    The cost of this gap shows up in three places simultaneously: legal
    exposure, talent retention, and managerial credibility. Legally,
    unstructured pay decisions create exactly the kind of unexplained
    disparities that regulatory bodies and plaintiffs' attorneys are trained
    to find. When pay varies by role without a defensible, documented rationale
    tied to job content, market value, or performance, the organization has
    effectively built its own evidence file for a future compensation
    discrimination claim. From a retention standpoint, employees increasingly
    have access to salary information through pay transparency laws,
    salary-sharing platforms, and simple peer conversation, and when they
    discover unexplained gaps, the damage to trust is immediate and difficult
    to repair through compensation adjustments alone. From a managerial
    standpoint, every manager who has ever had to explain a salary decision
    they cannot actually justify, because no real framework exists behind it,
    understands how corrosive that position is to their own credibility and to
    the employee relationship they are trying to protect.
  


  
    This pattern is not isolated to any single market or regulatory
    environment. As pay transparency legislation has expanded across multiple
    jurisdictions, organizations have been forced to confront how little
    structural foundation often sits beneath their public pay disclosures.
    According to a Pearl Meyer survey reported by WorldatWork (2024), just over
    half of organizations had recently benchmarked market pay levels or updated
    their salary structures specifically in response to changing transparency
    legislation, and nearly half had conducted a pay equity analysis to address
    potential gender or race bias in pay decisions. Yet the same research found
    that only about one-fourth of organizations had actually updated or
    designed their job architecture, the foundational layer beneath any
    credible structure, and communicated that architecture to employees
    (WorldatWork, 2024). In other words, many organizations are now legally
    required to disclose pay ranges they have never actually built on a
    defensible structural foundation, a position that creates exposure
    precisely at the moment transparency was meant to build trust.
  


  
    This is the problem this book exists to solve. Compensation structure
    design is not a theoretical HR exercise reserved for large enterprises
    with dedicated total rewards departments. It is the practical discipline
    of building a defensible, fair, and market-competitive framework for how an
    organization pays its people, and it is a discipline that most
    organizations, regardless of size, either never properly install or allow
    to decay once installed. This book provides the methodology, frameworks,
    and practitioner-level detail required to build that structure from the
    ground up, correctly, the first time.
  


  

    
      Figure I.1 — Early Warning Signs of an Absent or Decaying Pay Structure
    


    
      
        
          	Diagnostic Signal
        

      

      
        
          	
            Two employees in substantially similar roles are paid noticeably
            differently with no documented rationale tied to performance or
            scope
          
        


        
          	
            New hires are routinely offered salaries close to or above what
            tenured employees in the same role currently earn
          
        


        
          	
            Managers cannot explain, in concrete terms, why a given salary was
            set for a role they oversee
          
        


        
          	
            Salary decisions reference “what we paid last time” rather than
            current market data or a defined grade
          
        


        
          	
            No regular cadence exists for reviewing whether pay ranges still
            reflect current market conditions
          
        


        
          	
            The organization has never conducted a pay equity audit, or has not
            conducted one in more than two years
          
        

      
    


    
      Note: The presence of even two or three of these signals
      typically indicates that no defensible compensation structure currently
      governs pay decisions, regardless of how the organization may describe
      its own practices internally.
    


  


  
    It is worth pausing on why these signals so often go unaddressed for years
    before anyone formally intervenes. Compensation structure, unlike a broken
    process or a missed deadline, rarely produces an immediate, visible
    failure. An organization without a defensible structure does not experience
    a single dramatic event that forces the issue. Instead, it accumulates a
    slow series of small inconsistencies, each individually defensible in
    isolation, that only become visible as a systemic problem once someone
    steps back and examines the pattern across the entire organization rather
    than one decision at a time. This is precisely why so many organizations
    only discover the extent of their exposure during a pay equity audit, a due
    diligence process ahead of an acquisition, or a wave of employee turnover
    that prompts leadership to finally ask why people are leaving. By the time
    the pattern becomes visible through one of these external triggers, the
    cost of correction is substantially higher than it would have been had the
    structure been built deliberately from the outset.
  



Why This Book Is Different

	Most HR literature on compensation treats structure design as a finishing topic, a chapter near the end of a broader total rewards textbook, summarized in a handful of pages between benefits administration and performance management. That treatment fundamentally misrepresents the discipline. Compensation structure design is not a supporting topic inside HR. It is foundational infrastructure that everything else in the employment relationship sits on top of, from how performance is rewarded to how internal mobility functions to how legally defensible the organization's pay decisions are when challenged. This book treats the subject with the depth that warrants: an entire framework, built chapter by chapter, from the architecture of jobs themselves through to the governance processes that keep a structure honest over time.

	The difference in approach is also methodological. Many HR resources describe compensation concepts at a theoretical level without giving the reader the actual mechanics of construction: how to set a range spread, how to position a midpoint against market data with defensible logic, how to diagnose and correct pay compression once it has already taken hold. This book is written from the practitioner's seat, not the lecture hall. Every framework introduced here has been applied inside real organizations facing real constraints, including limited budgets, legacy pay decisions that cannot simply be erased, and the political reality that compensation changes touch every employee's sense of fairness simultaneously.

	This book is written for three overlapping audiences. The first is the HR professional who has been asked to “fix” compensation at their organization and has discovered that no one before them ever built a structure to begin with. The second is the business owner or executive who senses that pay decisions inside their company are inconsistent but does not have the technical vocabulary or framework to address it systematically. The third is the HR consultant who needs a comprehensive, defensible methodology they can apply across client engagements, particularly when those engagements involve organizations with no prior compensation architecture at all. Each of these readers will find the book organized around the same central premise: that compensation structure is buildable, repeatable, and teachable, provided the right framework is followed in the right order.

	What the reader will gain from this book is not a single technique but a complete system. By the end, the reader will understand how job architecture precedes job evaluation, how job evaluation feeds directly into grade and range construction, how market data must be benchmarked correctly before it can inform pay decisions, and how governance processes protect the integrity of the structure once it exists. These are not independent topics to be studied in isolation. They are sequential, interdependent stages of a single discipline, and this book is structured to reflect that sequence precisely.

	The distinction from standard HR textbooks is also one of tone. Compensation structure design carries real consequences when done incorrectly, including legal liability, talent attrition, and damaged trust between the organization and its workforce. This book reflects that weight. Where a generic HR textbook might present multiple options neutrally and leave the reader to choose, this book takes a position rooted in what has actually proven effective in practice, because pay structure is one of the few areas of HR where ambiguity is itself a risk factor.

	This is also a book that treats compensation structure design as inseparable from organizational trust. Every decision documented in this book, from how a job is leveled to how a pay range is communicated to an employee who asks why their compensation differs from a colleague's, ultimately rests on whether the organization can explain its own logic honestly and consistently. A compensation structure that cannot be explained to the people it governs is not really a structure at all; it is simply a set of numbers waiting to be challenged. This book is written to ensure that, by the time the reader reaches the final chapter, their organization's compensation logic is something they can stand behind in any conversation, with any employee, under any scrutiny.

	Figure I.2 — How This Book's Approach Differs from Standard HR Treatment

	
		
				Dimension

				Standard HR Treatment

				This Book's Approach

		

		
				Depth

				One chapter within a broader total rewards text

				An entire dedicated, sequential framework

		

		
				Perspective

				Theoretical, academic framing

				Practitioner-built, applied in real organizations

		

		
				Stance

				Presents options neutrally

				Takes a position based on what proves effective

		

		
				Output

				Conceptual understanding

				Templates and checklists for direct implementation

		

	

	Note: This comparison reflects the author's professional assessment of how compensation structure design is typically treated across general HR literature, based on direct consulting experience advising organizations that had previously relied on such material.

	It is also worth being direct about what this book does not attempt to be. This is not a comprehensive total rewards textbook covering benefits design, retirement planning, or wellness programming, and readers seeking that broader scope should look elsewhere. This book is deliberately narrow and deliberately deep on one specific discipline: the architecture of base pay and how it is structured, evaluated, benchmarked, governed, and sustained. That narrowness is a design choice, not a limitation. Compensation structure design, treated properly, is substantial enough to warrant a dedicated, complete treatment, and diluting it by folding in adjacent total rewards topics would have come at the cost of the depth this discipline actually requires to be implemented correctly.

	 


How to Use This Book

	This book is structured as a sequential build, meaning each chapter constructs on the foundation established by the chapter before it. Reading the chapters out of order is possible, but the full value of the methodology depends on following the architecture in sequence, because compensation structure design is itself a sequential discipline. A grade structure built without a completed job evaluation is unstable. A job evaluation conducted without clear job architecture underneath it is unreliable. The book's chapter order mirrors the order in which this work must actually happen inside an organization.

	Figure I.3 — The Ten-Chapter Build Sequence

	
		
				Chapter

				Stage

				What It Establishes

		

		
				1

				Risk Foundation

				Why unstructured pay creates measurable organizational risk

		

		
				2

				Job Architecture

				Job families, levels, and career frameworks defined before any pay is assigned

		

		
				3

				Job Evaluation

				The formal bridge from defined roles to assigned compensation value

		

		
				4

				Grade Construction

				Salary grades, range spreads, and midpoints built with defensible logic

		

		
				5

				Market Pricing

				Credible benchmarking data and percentile interpretation

		

		
				6

				Equity vs. Competitiveness

				Resolving the internal fairness vs. external market tension deliberately

		

		
				7

				Structural Repair

				Diagnosing and correcting pay compression and inversion

		

		
				8

				Total Compensation

				Variable pay and incentive design aligned with the grade structure

		

		
				9

				Governance

				Compliance, pay equity, and audit discipline that keep the structure defensible

		

		
				10

				Implementation

				Rollout, communication, and the maintenance cycle that sustains the structure

		

	

	Note: Each stage builds directly on the one before it. Skipping a stage, particularly Job Architecture (Chapter 2) or Job Evaluation (Chapter 3), undermines the defensibility of every later stage.

	Chapter 1 establishes why unstructured compensation creates measurable organizational risk, setting the foundation for why every subsequent chapter's framework matters in practical, not theoretical, terms, and introducing the diagnostic questions a reader can use to assess how exposed their own organization currently is. Chapter 2 addresses job architecture, the often-skipped foundational step of defining job families, levels, and career frameworks before any salary number is ever assigned, and walks through the practical sequencing of that work even within organizations that have limited time or dedicated compensation resources. Without this foundation, every later stage of structure design inherits the inconsistency baked into undefined roles.

	Chapter 3 introduces job evaluation methodology, the formal bridge between defined roles and assigned compensation value, covering point-factor, market-pricing, and hybrid evaluation approaches and the circumstances under which each is most defensible, including guidance on which approach fits organizations of different sizes and structural complexity. Chapter 4 moves into the technical core of the discipline: constructing salary grades, setting range spreads, and positioning midpoints using proven methodology rather than guesswork, with worked examples that show the calculations behind each decision rather than presenting only the finished output.

	Chapter 5 addresses market pricing and benchmarking in depth, covering how to select credible salary survey data, interpret percentiles correctly, and avoid the benchmarking errors that quietly distort structure design from the outset, including the specific mistakes that cause an otherwise sound structure to drift out of alignment with the market within a single budget cycle. Chapter 6 confronts the central tension in nearly every compensation conversation: the trade-off between internal equity, ensuring fairness across roles within the organization, and external competitiveness, ensuring the organization can still attract and retain talent against market alternatives, and provides a decision framework for resolving that tension deliberately rather than by default.

	Chapter 7 diagnoses the structural failures that emerge after initial design, particularly pay compression and pay inversion, and provides the corrective frameworks used to repair a structure that has begun to erode, including how to sequence corrective pay adjustments within a constrained budget without creating new inequities in the process. Chapter 8 extends the discussion beyond base salary into variable pay and total compensation architecture, addressing how bonus and incentive design must align with the underlying grade structure rather than operate as a disconnected afterthought, a misalignment that undermines the credibility of both systems simultaneously when it occurs.

	Chapter 9 covers the governance, compliance, and pay equity dimensions of structure design, the guardrails that keep a compensation structure legally defensible and ethically sound as regulations and market conditions shift over time, including the audit cadence and documentation discipline that distinguishes a defensible structure from one that merely looks defensible on paper. Chapter 10 closes the core content with implementation and sustainment, addressing the change-management reality that a structure is only as good as the rollout and maintenance discipline behind it, and providing the communication frameworks needed to introduce a new or revised structure to a workforce without triggering the exact trust erosion the structure was designed to prevent.

	Following the ten chapters, the book provides a dedicated Templates and Checklists section containing practitioner-ready tools tied directly to the frameworks introduced throughout, a Glossary defining the technical vocabulary used across the book, and a References section documenting every source cited. Readers are encouraged to treat the templates not as supplementary material but as the practical extension of the book's methodology, the tools that translate the frameworks into action inside their own organizations.

	Author's Context

	This book is written from more than ten years of direct, hands-on compensation and benefits consulting experience, work that has involved building pay structures, designing job evaluation systems, and correcting the kinds of structural failures this book addresses in Chapter 7, inside real organizations facing real constraints. That experience has not been theoretical. It has involved sitting with finance leaders who needed to understand why a proposed grade structure would or would not fit inside an existing payroll budget, sitting with line managers who needed to understand why two roles that felt similar to them were evaluated differently under a defensible methodology, and sitting with employees whose trust in the organization depended on a pay decision being explainable in terms they could actually understand.

	Muhammad Ahsan Mehboob, the author of this book, holds a Bachelor of Commerce and a Master of Business Administration with a specialization in Banking and Finance, an academic foundation that shapes how compensation structure is approached throughout this book: not purely as an HR exercise, but as a financial discipline with direct implications for payroll forecasting, budget governance, and organizational cost control. This financial lens matters because compensation structure design that ignores the underlying economics of an organization, however fair or well-intentioned, will not survive contact with a budget cycle. The frameworks in this book are built to satisfy both the fairness test and the financial test simultaneously, because a structure that fails either one is not a structure an organization can actually sustain.

	The author's professional certification through the Chartered Institute of Personnel and Development (CIPD), the internationally recognized professional body for HR and people management standards, has further shaped the methodology presented here, ensuring that every framework introduced reflects globally recognized professional standards rather than ad hoc or improvised technique. Compensation structure design, as a discipline, does not vary fundamentally based on geography. The underlying mechanics of job evaluation, grade construction, and market benchmarking apply with equal force whether the organization operates in North America, Europe, or any other global market, and this book is written from that global vantage point, drawing on internationally recognized frameworks and methodologies from bodies including CIPD, SHRM, Mercer, and WorldatWork rather than any single regional regulatory context.

	This practitioner orientation also shapes how this book treats disagreement and nuance within the field. Compensation structure design is not a domain where every expert agrees on every methodology, and this book does not pretend otherwise. Where genuine debate exists, such as the relative merits of point-factor job evaluation against simpler market-pricing approaches, this book takes a clear position and explains the reasoning behind it, rather than presenting every option as equally valid and leaving the reader to guess which one actually works under real organizational pressure. That willingness to take a position, grounded in direct consulting experience rather than academic neutrality, is itself part of what distinguishes this book's approach from more conventional treatments of the subject.

	What this professional background contributes most directly to the book is a practitioner's instinct for where compensation structure projects actually fail. They rarely fail because the underlying methodology was wrong. They fail because the methodology was applied without sufficient buy-in from finance, without clear communication to managers who would need to defend the structure to their teams, or without a governance process to keep the structure from decaying within eighteen months of being built. This book addresses all three failure points directly, not as an afterthought, but as core content woven through every chapter.

	This consulting background also informs the book's treatment of organizational size and resource constraints. Not every organization implementing these frameworks has a dedicated compensation analyst, a sophisticated HR information system, or an unlimited research budget for market data. The methodology in this book has been deliberately built to scale, meaning the same underlying logic that governs compensation structure at a large, multinational organization can be applied, in a leaner and more pragmatic form, inside a smaller organization building its first formal pay structure. Readers should not interpret the absence of enterprise-level resources as a reason to abandon structure altogether. The frameworks in this book are written to be adapted, not merely adopted wholesale, and each chapter includes guidance on how to right-size the methodology to the realities of the organization actually implementing it.

	Finally, this background shapes the book's insistence on documentation as a discipline in its own right, not as an administrative afterthought. Throughout a decade of consulting engagements, the single most consistent predictor of whether a compensation structure survived a leadership transition, an acquisition, or a regulatory audit was whether the rationale behind every grading and pricing decision had been written down clearly enough for someone outside the original project team to understand it. Structures that existed only in the institutional memory of the person who built them tended to erode within a few years, once that person moved on or the organizational context shifted. This book treats documentation not as paperwork to be completed after the real work is done, but as part of the real work itself, and that emphasis appears consistently across every chapter that follows.

	Key Definitions

	Before proceeding into the chapters, it is necessary to establish a shared vocabulary. Compensation structure design uses a number of terms that are frequently misunderstood, used inconsistently across organizations, or assumed to be self-explanatory when they are not. The following definitions establish the foundational terms used throughout this book.

	A pay structure is a coordinated framework of grades, levels, or bands that links related jobs within an organizational hierarchy and provides the mechanism through which reward strategy and pay policy are actually implemented (CIPD, 2025). A pay structure is not simply a list of salaries. It is the architecture that determines how those salaries relate to one another, how an employee can progress within and between levels, and how the organization defends the logic of its own pay decisions when questioned.

	A pay grade refers to a single level within a pay structure, typically encompassing a defined salary range within which multiple, related job roles are positioned based on their evaluated level of responsibility, complexity, and required skill. Grades exist to group roles of comparable organizational value together, allowing the organization to manage pay consistently across similar roles without setting an individual, ungoverned salary for every position.

	The range spread of a pay grade is the percentage difference between the minimum and maximum salary within that grade's range. A grade spanning from a minimum of fifty thousand to a maximum of seventy-five thousand currency units, for example, carries a fifty percent range spread (CIPD, 2025). Wider spreads provide greater room for an individual's pay to grow within a single grade through tenure or performance, while narrower spreads compress that room and push progression decisions toward promotion into a higher grade instead.

	A differential, in the context of pay structure design, refers to the percentage difference in pay between the midpoint of one grade and the midpoint of the next grade above it (CIPD, 2025). This differential must be calibrated carefully: too small, and the structure fails to meaningfully reward the additional responsibility associated with moving to a higher grade; too large, and the structure creates pressure for unjustified grade inflation as managers seek to reward valued employees through promotion rather than through legitimate progression within their current grade.

	Job evaluation is the formal, systematic process of assessing the relative value of different roles within an organization, typically based on factors such as scope of responsibility, required skill and experience, decision-making authority, and impact on organizational outcomes. Job evaluation is the analytical bridge between defining what a role actually involves and determining where that role belongs within the organization's pay structure, and Chapter 3 of this book is dedicated entirely to the methodologies through which this evaluation is conducted credibly.

	Market pricing is the practice of setting or validating pay levels by reference to compensation data for comparable roles in the external labor market, typically sourced through structured salary surveys rather than informal observation (CIPD, 2025). Market pricing answers a different question than job evaluation: where job evaluation asks how valuable a role is relative to other roles inside the organization, market pricing asks what the external labor market is currently paying for comparable work, and a defensible compensation structure must reconcile both perspectives rather than relying on either one alone.

	Pay compression describes the condition in which the difference in pay between employees at different experience or tenure levels, or between different grades, becomes too narrow to meaningfully reflect differences in responsibility or experience. Pay compression often emerges gradually, as market rates for entry-level hiring rise faster than the organization adjusts pay for its existing, more senior employees, eventually compressing what should be a meaningful pay gap into something negligible. Chapter 7 of this book addresses the diagnosis and correction of this condition in detail.

	Pay equity refers to the principle and practice of ensuring that employees performing substantially similar work are compensated fairly, accounting for legitimate factors such as experience, performance, and scope of responsibility, while eliminating disparities linked to protected characteristics such as gender or race. Pay equity is both an ethical commitment and, in most jurisdictions, a legal obligation, and Chapter 9 of this book addresses the governance mechanisms required to maintain it as an ongoing discipline rather than a one-time audit exercise.

	A total rewards framework extends beyond base salary to encompass the complete value an organization provides to an employee in exchange for their work, including variable pay, benefits, and non-financial elements of the employment relationship. Chapter 8 addresses how variable pay components specifically must be architecturally aligned with the underlying grade structure rather than designed in isolation from it.

	A compa-ratio is a calculated measure of where an individual employee's pay sits relative to the midpoint of their assigned grade, typically expressed by dividing the employee's current salary by the grade midpoint. A compa-ratio at or near one hundred percent indicates the employee is paid at the midpoint the organization has established for that grade, while a ratio meaningfully below or above that figure signals that the employee's pay has drifted from the structure's intended positioning, whether through prolonged time without adjustment, an aggressive starting offer, or a market shift the structure has not yet absorbed. Compa-ratios are one of the most practical diagnostic tools available to a compensation professional, because they translate an abstract sense that “pay feels off” into a specific, calculable, and trackable metric across an entire workforce.

	Job architecture refers to the foundational framework an organization uses to organize its roles into job families, sub-families, and levels, prior to and independent of any pay decision attached to those roles. Job architecture answers the question of what a role actually is and how it relates structurally to other roles in the organization, before job evaluation ever attempts to answer what that role is worth. Organizations that attempt to build a pay structure without first establishing clear job architecture frequently discover, partway through the process, that they cannot consistently apply their own job evaluation methodology, simply because the roles being evaluated were never clearly or consistently defined to begin with. Chapter 2 of this book addresses job architecture as the necessary first step in the sequence, precisely because skipping it undermines every stage that follows.

	These definitions are not exhaustive of every term used throughout the book, and a complete Glossary is provided at the back matter for reference throughout the reading process. They are, however, the foundational vocabulary required to engage meaningfully with the frameworks introduced beginning in Chapter 1.



Figure I.4 — Key Terms Quick Reference

	
		
				Term

				Core Meaning

		

		
				Pay Structure

				Framework of grades/bands linking jobs within a hierarchy

		

		
				Pay Grade

				A single level grouping roles of comparable organizational value

		

		
				Range Spread

				Percentage difference between a grade's minimum and maximum salary

		

		
				Differential

				Percentage gap between midpoints of adjacent grades

		

		
				Job Evaluation

				Systematic assessment of a role's relative organizational value

		

		
				Market Pricing

				Setting pay by reference to external labor market survey data

		

		
				Pay Compression

				Erosion of meaningful pay gaps between tenure or grade levels

		

		
				Pay Equity

				Fair pay for substantially similar work, free of protected-class bias

		

		
				Total Rewards

				Complete value provided to an employee beyond base salary

		

		
				Compa-Ratio

				Employee salary divided by grade midpoint, expressed as a percentage

		

		
				Job Architecture

				Foundational framework organizing roles into families and levels

		

	

	Source: Author synthesis based on CIPD (2025) and standard compensation practice terminology. Full definitions with context appear above; complete entries also appear in the book's Glossary.

	Reader Commitment

	This book is designed to be used, not simply read. Compensation structure design is a discipline that only produces value when its frameworks are actually applied inside a real organization, against real roles, with real market data. A reader who finishes this book having understood the concepts intellectually but never applies the methodology to their own organization's pay practices will have gained insight without gaining outcome, and outcome is the actual purpose of this work.

	The most effective way to engage with this material is to treat each chapter as a working session rather than a passive read. As job architecture is addressed in Chapter
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