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T H I S  G U I D E  I S  F O R  S U P E R V I S O R S  O F  A / P  F A C U L T Y  T O  D I S C U S S  T H E  N E W  P O S I T I O N
C L A S S I F I C A T I O N  A S  I T  P E R T A I N S  T O  T H E  E M P L O Y E E .

Virginia Tech’s A/P faculty classification structure – along with the
structures in place for staff and T&R faculty - is foundational to how we hire,

pay, develop, and advance our workforce through clear career paths and
competitive and equitable compensation strategies.

  S U P E R V I S O R  D I S C U S S I O N  G U I D ES U P E R V I S O R  D I S C U S S I O N  G U I D E
J O B  A R C H I T E C T U R EJ O B  A R C H I T E C T U R E

 B R Y A N  G A R E Y ,  V I C E  P R E S I D E N T  F O R  H U M A N  R E S O U R C E S

JOB ARCHITECTURE ROLES AND RESPONSIBILITIES

Understanding the employee ’s  funct ion ,  sub-funct ion ,  d isc ip l ine ,
career  t rack ,  career  t rack  leve l ,  and system t i t le .
D iscuss ing quest ions  wi th  the HR d iv i s ion d i rector/HR representat ive .
Meet ing wi th  the employee to  d iscuss  the funct ion ,  sub-funct ion ,
d isc ip l ine ,  career  t rack ,  career  t rack  leve l ,  and system t i t le .
Shar ing resources  wi th  the employee.
Br ing ing quest ions  to  HR.

SUPERVISORS

Rev iewing the funct ion ,  sub-funct ion ,  d isc ip l ine ,  career  t rack ,  career
t rack  leve l ,  and system t i t le .
Shar ing quest ions  wi th  the superv i sor  and the HR d iv i s ion d i rector/HR
representat ive .

EMPLOYEES

Responding to  quest ions  f rom superv i sors .
L ia is ing between the department  and the Compensat ion team.
Support ing employee conversat ions .
Remain ing commit ted to  t ransparency in  communicat ions  and
prov id ing context  where appl icable .  

HR DIVISION DIRECTOR/HR REPRESENTATIVE
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  S U P E R V I S O R  D I S C U S S I O N  G U I D ES U P E R V I S O R  D I S C U S S I O N  G U I D E

J O B  A R C H I T E C T U R EJ O B  A R C H I T E C T U R E

As part  of  the job arch i tecture pro ject ,  employees  are mapped to
pos i t ions  in  V i rg in ia  Tech ’s  new job arch i tecture.  

The mapped funct ion ,  sub-funct ion ,  d isc ip l ine ,  career  t rack ,  and career
t rack  leve l  shou ld capture the essent ia l  funct ion of  the employee ’s
pos i t ion :  the autonomy of  the pos i t ion ,  the complexity  of  the work  the
pos i t ion performs ,  experience and knowledge  needed to  do the work ,
and the scope of  impact  th i s  pos i t ion has ,  such as  departmenta l ,
co l lege-wide,  or  un ivers i tywide.

Does the career  t rack  ref lect  the essent ia l  ro le  and respons ib i l i t ies  of  the
pos i t ion?

I f  you were to  summar ize the pos i t ion in  one to  two sentences ,  would your
summary  look  l i ke  the def in i t ion of  that  career  t rack?

Does the career  t rack  leve l  support  the autonomy,  complex i ty ,  exper ience
and knowledge,  and scope of  impact  for  th i s  employee ’s  pos i t ion?

To conf i rm the pos i t ion c lass i f icat ion that  your  employee ’s  pos i t ion has
been mapped wi th ,  cons ider  the fo l lowing quest ions :

MANAGER CHECKLIST: CONFIRMING EMPLOYEE CLASSIFICATIONS AND SYSTEM TITLES

Explore other  jobs  in  the job arch i tecture f ramework .  Rev iew other  sub-
funct ions  and d isc ip l ines  that  may better  match your  employee ’s  pos i t ion .

Reach out  to  your  HR representat ive .  Descr ibe the key  respons ib i l i t ies  that
are miss ing f rom the career  t rack  and suggest  a l ternat ive  career  t racks  or
career  t rack  leve ls .

I f  you d id  not  answer  “yes”  to  a l l  the quest ions :

Remember  that  the funct ion ,  sub-funct ion ,  and d isc ip l ine
present  an overa l l  p icture  of  the type of  work  the pos i t ion does
for  the un ivers i ty .  I t  does  not  re late to  the person cur rent ly  in
the ro le  or  where the pos i t ion reports  at  the un ivers i ty .
Addi t ional l y ,  career  t racks  and career  t rack  leve ls  wi l l  not
inc lude every  task  your  employee performs but  shou ld ref lect  the
core funct ions  of  the pos i t ion .
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J O B  A R C H I T E C T U R EJ O B  A R C H I T E C T U R E

As a manager ,  your  ro le  i s  c ruc ia l  in  exp la in ing the new A/P facu l ty
pos i t ion c lass i f icat ion informat ion to  your  employees .  Whi le  your
employees wi l l  not  be impacted d i rect ly  in  the i r  day-to-day ro les ,  th i s
conversat ion ho lds  h igh s takes  due to  the changes ,  mak ing effect ive
dia logue essent ia l .  You ’ l l  meet  ind iv idual l y  wi th  your  employees ,  and
poss ib ly  your  HR representat ive ,  to  d iscuss  the i r  new c lass i f icat ion.

Start  with  heart :  Keep in  mind the co l laborat ive  intent  of
th is  d iscuss ion.  F rame the message to  share context  and
intent ,  a iming to  avo id misunderstandings .

Set  expectat ions:  I n form your  employee about  the job
arch i tecture pro ject  and what  wi l l  be d iscussed.  Let  them
know you va lue the i r  quest ions  and wi l l  share informat ion
as i t  becomes avai lab le .

BEFORE THE EMPLOYEE DISCUSSION

GOAL OF THE CONVERSATION
Prov ide the employee wi th  the informat ion and explanat ion of

the i r  new A/P facu l ty  pos i t ion c lass i f icat ion ,  inc lud ing the
funct ion ,  sub-funct ion ,  d isc ip l ine ,  career  t rack ,  career  t rack  leve l ,

and system t i t le .

Fami l iar ize  yourse l f  wi th  the pro ject ’ s  purpose and benef i ts .
Fami l iar ize  yourse l f  wi th  what  wi l l  change and what  wi l l  s tay  the
same.

Jot  down the quest ions  you ant ic ipate f rom the employee.
F ind the answers  to  some of  your  ant ic ipated quest ions  -  rev iew the
FAQ page,  and resources  on the webs i te ,  and reach out  to  your  HR
representat ive .

Get informed:  

Prepare for  quest ions:  
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When people know what to expect, they are more likely to respect the process and get comfortable with what is
ahead.

https://www.hr.vt.edu/content/dam/hr_vt_edu/compensation/AP%20Faculty%20Job%20Architecture%20Definitions.pdf
https://www.hr.vt.edu/compensation/job-architecture/about.html
https://www.hr.vt.edu/compensation/job-architecture/about.html
https://hr.vt.edu/compensation/job-architecture/FAQS.html
https://www.hr.vt.edu/compensation/job-architecture/training-information.html
https://www.hr.vt.edu/compensation/job-architecture/about.html
https://www.hr.vt.edu/compensation/job-architecture/about.html
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Be prepared to  exp la in  why the pos i t ion c lass i f icat ion captures  the
job dut ies  and complex i ty  of  the employee ’s  cur rent  pos i t ion .

NOTE :  I f  you d isagree wi th  the pos i t ion c lass i f icat ion informat ion ,
contact  your  HR representat ive  to  d iscuss  your  quest ions  and
reasons .  Together ,  you wi l l  e i ther  better  understand the rat ionale
for  the ass igned pos i t ion c lass i f icat ion or  ident i fy  and update the
pos i t ion c lass i f icat ion.

Rev iew re lated sub-funct ions  and d isc ip l ines .
I f  the employee ’s  new system t i t le  has  a leve l ,  rev iew the other
leve ls  of  the job.
Rev iew re lated jobs  in  the same sub-funct ion and d isc ip l ine.
Rev iew other  jobs  wi th  which the employee might  ident i fy .

Share informat ion about  the job arch i tecture pro ject ,  such as  the
webs i te .
Let  your  employees  know what  wi l l  be d iscussed.
Inv i te  your  employees  to  br ing the i r  quest ions .
Let  your  employees  know you may not  have a l l  the answers ,  but  you
wi l l  share what  you know,  and communicate as  you get  more
informat ion.

Confirm funct ion,  sub-funct ion,  discipl ine,  career  track,  career
track level ,  and system t i t le:  

Set  expectat ions:

BEFORE THE EMPLOYEE DISCUSSION

DURING THE EMPLOYEE DISCUSSION

When the s takes  are h igh ,  and let ’ s  be honest ,  s takes  are h igh when
th ings  are changing that  aren ’ t  a lways  understood c lear ly .  So ,  when
emot ions  run h igh dur ing change,  your  abi l i t y  to  mainta in  effect ive
dia logue i s  c ruc ia l .

https://www.hr.vt.edu/compensation/job-architecture.html
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J O B  A R C H I T E C T U R EJ O B  A R C H I T E C T U R E

Start  with  facts:  Begin  wi th  speci f ic ,  observable
descr ipt ions .  A l ign your  thoughts  wi th  context  and c lear
intent .  Cons ider  what  you want  for  yourse l f ,  the other
person ,  the re lat ionsh ip ,  and the organizat ion.

Share your  intent:  Make your  pos i t i ve  in tent  c lear .
Reassure them of  your  respect  and shared va lues .  People
rare ly  get  defens ive because of  the content  of  the
message,  but  because of  the perceived intent  behind the
message.  “ I  don ’ t  in tend. . . ”  [pause]  “ I  do intend. . . ”  
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Share the purpose of  the job arch i tecture pro ject .
Exp la in  how system t i t les  were ass igned and career  t rack  and career
t rack  leve ls  were created.
Share the new c lass i f icat ion and expla in  i t s  appropr iateness .
Rev iew respons ib i l i t ies  of  the new career  t rack  and career  t rack  leve l .
D iscuss  the facets  that  remain  unchanged.
Inv i te  the employee to  ask  quest ions .
L i s ten act ive ly  to  the i r  quest ions  and reasoning.

Use state my path and explore their  path:
1 .

2 .

3 .
4.
5 .
6 .
7 .

Create safety  and maintain  cur iosi ty:  Encourage quest ions  and be open
to the i r  perspect ive .  Don ’ t  focus  on conv inc ing.  Ins tead,  encourage the
shar ing of  ideas and l i s ten before responding.  

Confirm shared understanding:  Based on the informat ion shared,  ask  i f
they  understand where the i r  c lass i f icat ion a l igns  wi th  the new Vi rg in ia
Tech A/P facu l ty  job arch i tecture.

Use the fo l lowing check l i s t  to  he lp dr ive  the conversat ion.
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Shared the purpose of  the job arch i tecture pro ject?
Expla ined how the funct ions ,  sub-funct ions ,  and d isc ip l ine were
determined for  th i s  pos i t ion?
Expla ined how the career  t rack  and career  t rack  leve l  was
determined?

To help the employee understand the project ,  have I :

DURING THE EMPLOYEE DISCUSSION

  S U P E R V I S O R  D I S C U S S I O N  G U I D ES U P E R V I S O R  D I S C U S S I O N  G U I D E
J O B  A R C H I T E C T U R EJ O B  A R C H I T E C T U R E

Shared and expla ined the i r  new system t i t le?
Reminded them of  what  does not  change?
Rev iewed the i r  career  t rack  and career  t rack  leve l?
Given opportun i t ies  for  the employee to  ask  quest ions  about  the i r  new
class i f icat ion?
L is tened to  the employee ’s  quest ions  and react ions? 

To help the employee understand their  c lassif icat ion ,  have I :

I nv i ted the employee to  fo l low up wi th  me regard ing addi t ional
quest ions  af ter  the meet ing?

To help the employee understand what wi l l  happen next ,  have I :

AFTER THE EMPLOYEE DISCUSSION

Move to  act ion:  Summar ize the d iscuss ion and out l ine the
next  s teps .

Document  next  steps:  Make sure to  document  key  points
and any  agreed-upon act ions . F
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Remember ,  the goal  i s  to  ensure that  your  employee understands the changes ,
fee ls  heard ,  and i s  a l igned wi th  the i r  new c lass i f icat ion.  Mainta in ing open
dia logue and foster ing a co l laborat ive  atmosphere wi l l  lead to  a smoother

t rans i t ion and pos i t i ve  outcomes.


