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Executive Summary

The contemporary business is not immobile anymore. Mergers 
restructure hierarchies in a single night, location policies are rewritten 
by remote-first, new labor regulations come without much notice, and 
the talent race requires the ability to roll out in days rather than in 
quarters. However, most of them end up in a trap: their single-purpose 
HR systems, which were purchased as the ultimate solution to 
workforce complexity, have turned into digital straightjackets.

 

Composable HR Architecture is a different model of operation. Instead 
of substituting a single huge platform with another, it is a design 
philosophy that makes organizations able to construct, reconfigure, 
and upgrade individual HR capabilities Packaged Business Capabilities 
(PBCs) as building blocks without destroying the whole technologic 
base. What is created is a workforce technology stack that is shaped by 
the business and not smashed against it.

 

The white paper discusses why the conventional method of HRMS 
selection is not serving the modern organizations, what composable 
architecture is in practice, and how platforms such as uKnowva HRMS 
are leading the pack with modular, API-first, AI-powered HR solutions 
that expand with the organization and do not limit it.



“Organizations frustrated with rigid, unscalable systems that didn’t 
allow HR to do more with less wanted a better return on investment, 
greater efficiency, and more employee satisfaction. Composable 
platforms offered a better path forward.

— Applaud HR — Key HR Tech Trends 2023–2025 
Source: https://www.applaudhr.com/blog/trends/key-hr-tech-trends-2023-2025-whats-

evolved-whats-emerging-and-whats-next



The Problem Statement

The traditional wisdom of enterprise HR technology, however, was 
straightforward: buy the most expansive platform possible, deploy it to 
an end, and unify all processes in its boundaries. The vendors assured 
that one and the same system would eradicate the data silos, minimize 
the complexity of integration, and provide the workforce with the hard-
to-find single source of truth.

 

That is a promise that has not worn well. The world of work has 
transformed faster than any monolithic platform can adapt, and the 
evidence is now unambiguous and damning:



The issue does not lie in the uninvestment. According to Gartner data, 
HR technology has been the top priority in HR spending in three years in 
a row and 89 percent of HR leaders intended to grow or keep the HR 
technology budget in 2024. The issue is structural: organizations are 
incurring higher costs on platforms that are less and less adaptable to 
the pace and the complexity of the contemporary change within an 
organization.

The Symptoms of Architectural Rigidity

A regulation modification within a single country, which 
necessitates a payroll update that will take six months to 
effect due to the fact that the payroll engine is hidden within 
a rigid HCM suite.



An acquisition will increase the work number two times, and 
the current HRMS would not be able to support another pay 
system or hierarchy without costly professional services.



A business unit requires a specialized performance 
management tool, which workers in a project-based setting 
require, whereas the monolithic platform requires all 
employees to work through the same annual review 
template.



The IT backlog of integrating a new learning system with the 
current HRIS has a span of 18 months, which is already out of 
time by the time the business requirement has lapsed.



“In 2024, the HR function will be impacted by several key trends: an 
unsettled employee-employer relationship, persistent skills shortage, 
transformative technology innovations and pressure to achieve 
operational efficiencies.

— Mark Whittle, VP of Advisory, Gartner HR Practice 
Source: https://www.gartner.com/en/newsroom/press-releases/2023-11-07-gartner-hr-

leaders-survey-reveals-top-two-priorities-in-2024

What it has created is an increasing disconnect between the 
requirements of the HR leaders, agility, insight and speed, and the 
capability of the existing platforms to fulfill them. The traditional 
solution, re-platforming, is expensive, disruptive and more 
unreasonable in a world whereby the next business change could be in 
place before the new system could be completely implemented. A 
superior architectural solution is required in the industry.



Understanding Composable 

HR Architecture

The use of composable business principles, initially defined by Gartner 
as a strategy of core enterprise technology, to the field of human 
resources technology is known as Composable HR Architecture. It is 
fundamentally the act of building HR capabilities using interoperable 
and independently deployable bits instead of buying a single 
monolithic system, which tries to do it all.

 

The Composable HR Application Framework (CHAF) is one of the 
concepts that have been singled out in the Hype Cycle of HR 
Technology provided by Gartner, with the authors remarking that it can 
make the deployment of new employee experiences possible within a 
short period of time, due to packaged business capabilities.

The Three Architectural Layers



“HR teams could now build tailored employee support ecosystems, 
choosing best-fit tools and integrating them through open 
architecture — solutions shaped to exactly how people worked.

— Applaud HR — Key HR Tech Trends 2023–2025 
Source: https://www.applaudhr.com/blog/trends/key-hr-tech-trends-2023-2025-whats-

evolved-whats-emerging-and-whats-next



Why Traditional HR Platforms 

Fail the Change Test

To understand the urgency of composable architecture, one needs to 
diagnose the exact point of failure in monolithic platforms. It is not just 
that the failure is functional, but structural and ingrained in the design 
choices that made these platforms dominate at an earlier, slower age 
of enterprise technology.

The Integration Tax

Each time an organisation integrates a new tool with a monolithic 
HRMS, it pays an integration tax: developer time, middleware costs, 
maintenance fees, and the constant risk of introducing breaking 
changes when the underlying platform changes. A study conducted by 
HR.com has revealed that integration issues are among the leading 
obstacles to the realisation of HR technology value. Integration-as-an-
afterthought cannot be afforded in organisations that currently run 8 or 
more separate HR tools concurrently.

The Upgrade Trap

Monolithic vendors release major platform updates every 18 to 24 
months. With every upgrade, organisations have to reconfigure 
customisations, retrain users, and risk broken integrations. The outcome 
is that most organisations prefer to remain on older versions of their 
core systems, where technical debt is accumulating each quarter. The 
supposed fix only creates new issues.



The Customisation Paradox

The greater the customisation an organisation makes on a monolithic 
platform to adapt it to its own processes, the less aligned it would be 
with the vendor-supported configuration, and the more difficult the 
next upgrade would be. Organisations are stuck in a dilemma: either 
make it business-fit and lose upgradeability, or keep it vanilla-
configured and lose the business fit that warrants the investment.



Key Pillars of Composable 

HR Design

A genuine composable HR architecture is not simply a collection of 
integrated point solutions. It requires deliberate design across five 
foundational pillars that, together, enable the organisation to change 
without re-platforming.

Pillar 1: API-First Fabric Integration

All the elements of a composable stack should present and 
accept well-documented APIs. An API-first solution implies that 
data flows freely and dependably between the payroll engine, the 
performance management module, the learning system, and the 
analytics layer - no matter which vendor provides each part. 
Brittle point-to-point integrations are substituted with webhooks, 
event-driven architecture and open standards (REST, GraphQL).

Pillar 2: Data Sovereignty and Standardised Employee Record

All the elements of a composable stack should present and 
accept well-documented APIs. An API-first solution implies that 
data flows freely and dependably between the payroll engine, the 
performance management module, the learning system, and the 
analytics layer - no matter which vendor provides each part. 
Brittle point-to-point integrations are substituted with webhooks, 
event-driven architecture and open standards (REST, GraphQL).



Pillar 3: Independent Scalability and Modular Deployment

All the capabilities should be independent, deployable, and 
scalable. And a swift expansion can require expanding 
recruitment and onboarding capacity by tenfold without 
impacting the payroll engine. The compliance module can be 
updated without disrupting global HR operations due to a 
regulatory change in a single geography. Composable 
architecture is really cost-effective when the conditions change, 
and independent scalability is its key feature.

Pillar 4: Governance and Security by Design

A non-governed composability is anarchy. A composable HR 
stack includes role-based access controls, data classification 
policies, and audit trails that work consistently across all parts. The 
security standards SOC 2, ISO 27001, GDPR, and, in the Indian case, 
the DPDPA (Digital Personal Data Protection Act) should be 
implemented at the architectural level rather than imposed on 
tools separately.



Pillar 5: AI as a Horizontal Capability Layer

Artificial intelligence is most powerful when it operates across the 
entire HR stack rather than being siloed within individual modules. 
In a composable architecture, AI functions as a horizontal 
capability that draws on data from the entire ecosystem — 
predicting attrition from performance and engagement signals, 
personalising learning journeys from skills-gap analysis, and 
surfacing compliance risks from attendance patterns — delivering 
intelligence that no single-module AI can replicate.



The Business Case: ROI Without 

Ripping Out the Core

Composable HR architecture has the strongest argument against the 
philosophical argument, rather than the financial and operational 
arguments. Companies that have transitioned from monolithic to 
composable models have reported consistent improvements across 
four dimensions: cost efficiency, time-to-capability, employee 
experience, and strategic agility.

Cost Efficiency
When Full-service software licenses, implementation, data migration, 
change management, and productivity loss are included in the total 
cost, re-platforming a core HRMS for a mid-sized organisation (1,000 to 
5,000 employees) would cost between 500,000 and 2 million dollars. 
Composable architecture does away with this periodic cost disaster by 
enabling incremental upgrades at the capability level. Organisations 
invest in fixing what is broken rather than cutting what is working.



Time-to-Capability
With a monolithic model, the addition of a new HR functionality, a new 
performance model, a new learning platform, a new onboarding 
process, and so forth, is scoped with the main vendor, the development 
and release cycle is completed, and the integration of the new model is 
assimilated into the existing system. A new PBC can also be integrated 
and deployed in weeks not months in a composable model. For 
organisations operating in the rapid talent market, this speed 
difference is a real competitive edge.

Employee Experience as a Strategic Lever
Employee experience can no longer be considered a soft measure. 
Studies have consistently linked positive HR technology experience with 
retention, engagement, and productivity. Composable architecture in 
organisations that provide personalised employee experiences with 
role-appropriate interfaces, rather than subjecting all employees to a 
single, monolithic interface, results in significant changes in the metrics 
of interest to the business.



Strategic Agility in the Talent Market
The HR technology market is estimated to reach up to 70 billion dollars 
in 2033, with organisations investing in more dynamic, intelligent 
workforce management applications rather than the current 36 billion 
in the year 2024. Those organisations that have already established 
composable foundations will be in a position to adopt the latest AI 
features, new analytics applications, and workforce management 
innovations as they emerge, without the multi-year lag of re-
platforming loops.



How uKnowva HRMS Embodies 

Composable Architecture

In the Indian and emerging market context, uKnowva HRMS stands as 
one of the clearest examples of composable HR architecture designed 
from the ground up. Founded in 2016 by Vicky Jain (Founder & CEO) and 
the team at Convergence IT Services, uKnowva was built on a 
fundamental conviction: HR technology should adapt to how 
organizations work, not the other way around.

“HR should be strategic, not transactional. If a software can handle 
the routine, the human can focus on building maturity and agility in 
the organisation.

— Vicky Jain, Founder & CEO, uKnowva HRMS 
Source: https://eli-podcast.com/story/uknowva-smart-hrms-hcm-vicky-jain

uKnowva’s architecture operationalises composability through several 
distinctive design decisions that directly address the failure modes of 
traditional monolithic HRMS platforms:



The Extension Store: Composability in Practice

The composable model of uKnowva is based on its on-cloud Extension 
Store, which provides add-on functionality across 10+ categories, 
including eLMS, Analytics, Helpdesk, and more. These extensions can be 
activated, configured, and integrated into organisations without 
interfering with the core system. This is similar to the Packaged 
Business Capabilities model outlined by Gartner, as HR teams can add 
to their capabilities as they grow rather than disruptively change their 
platforms.

Modular Architecture Across the 

Employee Lifecycle



Security and Compliance as Architectural 

Constants
Composability can only be useful when it is accompanied by 
governance. uKnowva solves this by providing enterprise-level security 
across all elements: SOC 2 certification, ISO compliance, GDPR 
compliance, and full compliance with the Digital Personal Data 
Protection Act (DPDPA) in India. The four levels of the cloud security 
model used by the platform ensure that when the next modules are 
turned on, they have the same security posture as the core 
composability, without governance debt.

Proven at Scale
The composable architecture of uKnowva is not a theory. The platform 
has more than 500,000 users worldwide and has been deployed in 
institutions such as Kotak Mahindra Bank, IndusInd Bank, IDFC First Bank, 
Cadila Pharmaceuticals, Delhivery, and Khansaheb Group. These 
organisations vary in terms of industry, geography, and workforce size - 
exactly the environment in which composable architecture 
demonstrates its value compared to inflexible monolithic options.



Implementation Roadmap: 

From Monolith to Modular

The project to adopt a composable HR architecture is not a big-bang 
approach. The most successful transformations are gradual, 
capability-based, and business-driving, rather than technology-driven. 
The roadmap below offers a viable guide to HR technology leaders who 
are transitioning through this change.

Phase 1: Architecture Audit and Capability 

Mapping (Months 1–3)

Begin by mapping all existing HR capabilities against business 
requirements. The goal is to identify which capabilities are genuinely 
working, which are sources of friction, and which are missing entirely. 
Critically, assess which capabilities are tightly coupled to the existing 
platform versus which could theoretically be replaced independently. 
This audit creates the foundation for a composable roadmap 
grounded in business reality rather than technology aspiration.

Phase 2: Establish the Composable Core (Months 3–6)
Select or confirm the platform that will serve as the stable System of 
Record — the authoritative source for employee master data, 
organizational hierarchy, and statutory compliance. This core must 
have strong API capabilities, robust data governance, and a 
demonstrated commitment to open integration standards. For growing 
organisations in India and the broader Asian market, platforms like 
uKnowva HRMS provide this foundation, with the added advantage of 
local compliance expertise and built-in modular extensibility.



Phase 3: Prioritise and Deploy High-Value PBCs (Months 6–12)

Identify the two or three capabilities that are generating the most 
friction or the most lost opportunity value. Deploy these as independent 
PBCs, integrated to the core via APIs. Measure the impact rigorously. 
Use early wins to build organisational confidence in the composable 
model and to develop internal integration competency, which will 
accelerate future capability deployments.

Phase 4: Institutionalise Integration Standards (Ongoing)
As the composable stack grows, governance becomes increasingly 
important. Establish an Integration Center of Excellence (ICoE) or 
equivalent function responsible for API documentation, data standards, 
security reviews for new components, and architectural decision 
authority. This function ensures that composability remains an 
organisational capability rather than a one-time project outcome.

Phase 5: Activate AI Across the Stack (Months 12–24)
Once the composable foundation is in place, AI delivers its highest 
value not within individual modules but across the entire ecosystem. 
Predictive attrition models can combine performance data, 
engagement scores, compensation data, and external labor market 
signals. Personalized learning recommendations can draw from skills 
assessments, career path data, and performance trends. Workforce 
planning models can incorporate real-time productivity signals from 
project management systems. This cross-stack AI is only possible with 
a composable architecture that makes all data accessible through a 
common integration layer.



Real-World Impact: What 

Composable HR Looks Like in 

Practice

The abstract architectural principles can be realised only when applied 
to real organisational problems. The following are some scenarios 
where a composable HR architecture, and more specifically its 
implementation by uKnowva, can help organisations respond to 
change without re-platforming.

Scenario 1: Geographic Rapid Expansion

An Indian-based financial services company is planning to expand into 
2 more and 7 more Indian states over the next 18 months and has a 
compliance issue: each state has different labour laws, PF contribution 
plans, and leave policies. In monolithic HRMS, this will involve vendor 
interaction, development, and testing that will take months. The 
composable model in uKnowva does not rely on the underlying 
employee data structure used by payroll and compliance settings. The 
compliance module allows new state-specific rules to be configured 
without any adjustment to payroll calculation logic or performance 
management systems - and can be deployed in weeks instead of 
months.



Scenario 2: Workforce Modelling Change

When a technology company shifts from an entirely permanent 
workforce to a blended structure of permanent, contractual, and gig 
workers, its current HRMS is unable to support a variable pay structure, 
project-based performance models, or self-onboarding processes for 
contracted workers. Instead of re-platforming, it triggers uKnowva 
modular recruitment and onboarding PBC, and a bespoke contractor 
workflow, which are built through the Extension Store, without affecting 
the core payroll and permanent employee management system.

Scenario 3: HR Integration after the Merger

After acquiring two organisations, they need to combine HR systems 
without disrupting payroll, benefits, or compliance reporting. A 
composable model allows the data of the acquired entity to be 
transferred into the core record system of the acquirer and its 
performance management structure, specialised, to be temporarily 
maintained as a separate PBC. Integration occurs in capability over 
time instead of a single disruptive cutover, radically lowering the risk of 
M&A integration and disrupting the employee experience.

“By combining the four pillars of HR — Talent Management, 
Acquisition, Development, and Engagement — into a single modular 
ecosystem, uKnowva is helping enterprises move beyond 
spreadsheets and into the future of work.

— ELI Podcast, uKnowva Profile 
Source: https://eli-podcast.com/story/uknowva-smart-hrms-hcm-vicky-jain



What’s Next

Composable HR Architecture is not the place to go to — it is a pose. 
Companies that embrace it are not complete once the initial PBCs are 
implemented, but they are enabled to take in every subsequent wave 
of workforce and technology transformation without the disruption of a 
complete platform swap. These are the developments that can be 
considered the near-term frontier of composable HR technology, and 
they highlight why the composable foundation should be built now as a 
strategic necessity rather than a future concern.

AI agency: Between automation and 

autonomous action

The further development of AI-assisted HR is agentic AI - the systems 
that do not just propose the actions but autonomously implement the 
multi-step HR processes. The first ones are AI agents that can tell when 
there is a gap in skills, suggest a learning path, book a coaching 
session, update the employee's development plan, and inform the 
manager without any human intervention in any of the steps. For an 
organisation with a composable HR stack, agentic AI is a logical 
extension: the AI agent can navigate the entire ecosystem via APIs. For 
organisations using monolithic platforms, agentic AI is a replacement 
requirement rather than an incremental capability.



Skills-Based Organisation Architecture

The most rapidly evolving paradigm shift in workforce management, 
such as the shift from organisational to skills-based models, does not 
architecturally fit most monolithic HRMS. The HR systems are needed to 
model the workforce in ways other than the traditional employee-role-
hierarchy structure required by skills ontologies, internal talent 
marketplaces, and dynamic project-based staffing. Only a 
composable architecture, with the capability to add skills intelligence 
as a separate PBC integrated with the core, is a viable way to 
accomplish skills-based transformation without complete re-
platforming.

Predictive Workforce Intelligence

The recent convergence of HR, operational, and external labour market 
information into single workforce intelligence platforms will be the next 
significant breakthrough in HR technology. Companies whose data 
bases are composed: that is, where all HR systems are opened up to 
clean, accessible APIs to an underlying analytics tier) will be capable of 
developing true predictive capabilities: predicting attrition 90 days in 
advance, simulating the workforce effects of business decisions before 
they are implemented, and maximising workforce constructions in real 
time. Organisations whose data is stored on a monolithic platform have 
this intelligence structurally inaccessible.



uKnowva HRMS: The Composable Future, 

Available Now

These are future-generation capabilities under development by 
uKnowva HRMS as part of its composable architecture. uKnowva offers 
an open Extension Store, more than 100 in-built intelligent, AI-driven 
applications, a governance architecture that meets international 
standards of security, and an expanding ecosystem of integrations with 
business systems and ERP, and it provides organisations, whether an 
Indian startup or a multinational enterprise, with the composable 
platform necessary to compete in the world of ever-changing 
conditions.

 

The companies that will win the decade of talent rivalry are the ones 
that have ceased to ask which platform we should replace our current 
system with and have started asking how we can create an HR 
architecture that will never require replacement again. The solution is a 
composable HR Architecture. And you know it is on the market today.

“We built uKnowva knowing that technology alone doesn’t transform 
workplaces — people do. The real power lies in the insight and 
wisdom of HR leaders who understand culture, complexity, and 
change.

— uKnowva HRMS Team  
Source: https://uknowva.com/about-us
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