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Sitting in my office one-day, I happened to pick up an old textbook from
my undergraduate program from about 30 years ago. I had to chuckle at
two thoughts that crossed my mind:
1. Where did the time go?
2. How far the HR profession has changed within that time!
While perusing the table of contents in the book,
I realized how we used to define and position HR
within organizations has drastically changed. Topics
emphasized in the book included: The Importance
of Good Human Relations at Work, Collective
Bargaining, Long Term Incentives for Management,
and of course, topical points of the day for HR, such
as building participative work teams.
I began to jot down “index headlines” that I thought
should appear in textbooks that better reflect today’s
role of the HR Business Partner (HRBP) including,
facilitating strategic organizational change, leveraging global diversity and inclusion, strategic workforce
planning and aligning talent management processes
for improved business results, just to name a few.
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Today’s HRBP role has morphed from one of tactical
support to a more strategic role in most organizations
(see outcomes based role for the HRBP). However,
many HR and business leaders find a pretty wide
variance in the capabilities exhibited in the HRBP
professionals filling these roles.
We have one theory regarding this visible variance.
Like many business transformation processes, the one
aspect that has gone unchecked is better aligning the

people with the envisioned role. Simply stated,
many organizations transform the HR business model
in many cases but leave the wrong talent in the
right roles. Further, rarely are there clear enough
performance and development expectations to help
people understand how the role has transformed and
what is now expected for peak performance.
If we were to center the HRBP role on the outcomes
outlined below, how would your organization stack
up? How do you spend your time today on actions
that will help you achieve these outcomes? What
specific HRBP capabilities do you find to be in short
supply? What else is standing in the way of achieving
these objectives?

OUTCOMES BASED HRBP ROLE
Attracting Best Fit Talent
Growing Strategic and Diﬀerentiated Capabilities
Improving Individual/Team Performance
Creating a Values Based Culture
Improving HR Organization Eﬀectiveness
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Step 1: A New Model for the HRBP
Only about half of the organizations Camden Delta has surveyed
over the past two years have taken the opportunity to redefine the HRBP
competency model. Furthermore, for those who have defined the new
model, even less have put in place robust talent management processes
to assess and select HR talent to the new model. Lastly, they have failed
to define a learning and development model to help their current players
adopt new skills and abilities.
The lack of having these processes in place begins to
suggest that HR has struggled with certain aspects of
change implementation for truly transforming the
HR organization. The areas that have received the
most investments and attention continue to be in
process management improvement (e.g. redesigning
administrative work processes) and technology
implementations (e.g. manager self service).
The third leg of any successful business transformation is the people/culture component of change. And
this is where things have gotten a bit off track for
most organizations.
As previously stated, many HR organizations
have simply not placed the time investment into
redefining the competency model for the HRBP. There
are a number of reasons for this but the two most
cited by our clients include:

1. COBBLERS CHILDREN. “We don’t have the time and
resources to actually spend on HR’s needs.”

2. OFF-THE-SHELF DOESN’T WORK- While there are a

number of academic and research resources that
have produced standardized HRBP competency
models, many clients will state that these off the
shelf models seem to lack important and unique
aspects for their organization.
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We view an HRBP competency model as a
cornerstone for any successful HR transformation,
and one that is necessary to move forward with
aligning talent to the new realities of today. It helps
the HR organization articulate what is different and
more importantly what will be considered essential
for continued success. The competency model
becomes perhaps one of the most important
change levers in building awareness among HR
practitioners that change is required and new
capabilities are perhaps needed.

One such example is our work with a large global
manufacturer (see HRBP Competency Model Example
and Nissan case). In this case, a small pilot team
came together to organize the work effort and to
engage the HR community in defining the model for
success based on the organization strategy and future
expectations of performance of the HRBP role.
Because the work product truly reflected the
organization’s needs, acceptance of the model became
relatively straightforward.

At Camden Delta, we have helped a number of clients
define a custom competency model that meets their
unique needs and captures the essential aspects
important to the organization. Quite truthfully, while
there is a time investment involved, we find that we
can typically define the competency model with
varying levels of proficiency ratings in a relatively
short frame of time (e.g., 4 weeks).

HRBP COMPETENCY MODEL EXAMPLE
HR Technical Skills and Knowledge
Q Business Acumen

Technical Skills

Q

Analytical Skills

Q

Strategic Analysis and Innovation
Q Judgment and Decision Making
Communication and Active Listening
Q Partnering with the Business
Q Professional Presence and Credibility
Q Relationship Building/Organizational Savvy
Q

Consultative Skills

Initiative and Perseverance
Q Adaptability
Q Negotiation Strategies
Q Effective Influencing
Q

Drive for Results
Leadership Skills
(Managerial Levels)
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Strategic Leadership
Q Talent Development
Q Leadership and Vision
Q

Step 2: Assessing “Right Fit” HR Talent
Similar to the advice we would provide to our business clients, HR stands
a much better chance of selecting talent for these critical HR roles by
applying rigorous assessment practices to fully evaluate incumbents as
well as prospective candidates for HRBP roles.
Once again, off the shelf instruments can provide a
tremendous amount of insight into talent considered
for these roles. However, many clients have found it
incredibly helpful to design assessment processes to
reflect the important nuances and requirements for
given roles. We have seen a deep interest and have
designed customized assessment centers which
include simulations that provide even greater insight
into the strengths and developmental opportunities
for those under consideration.
It is important to remember to design a process that
is both rigorous, but also one that is non-discriminatory. Therefore, we encourage you to seek out the
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right assistance before going down this path. Many
times clients will ask us about how many existing
incumbents could they realistically expect to
transition to the new role of the HRBP. Our answer
typically is one-third on day one, one-third can
eventually get there through targeted development,
and one-third will never transition to the performance expectations of the new role.
The outcome of these investments should lead to a
more effective and strategic HR business model for
the organization with the right talent in the right
HRBP roles.

Step 3: A Learning Map for Successful
Transformation
After working for more than a decade on these and related efforts, we
have put forth a learning map (facing page) to help the HRBP community
to understand the developmental investments required to build the skills
necessary to become a strategic business partner.
The learning map is aligned to many of the core
competencies illustrated above, but also takes into
account aspects of the role that require the person to
perform in three very distinct ways:
Q

Coaching for individual performance

Q

Coaching for improved team performance

Q

Coaching to develop leadership in others

One of our clients described the role of the HRBP as
the “quarterback” of the HR team. We agree with this
analogy and would go further to state that the HRBP
role is truly a complex and often under valued role.
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The role is required to take into account business
strategy, process management, as well, as the people
and cultural aspects of the organization. Acting as an
internal managing consultant, the HRBP role straddles
a number of organizational roles including employee
advocate, business ally, talent manager, change
facilitator and implementation leader. Only through
a comprehensive lens that takes into account all of
these, plus a dash of good intuition and experience
will the player excel in the quarterback role.
Therefore the learning and development associated
with the role needs to be well thought out and then
aggressively implemented.

FOUNDATIONS FOR SUCCESS
Business Acumen
What HR Needs To Know
About Business
Building Shareholder Value
Through People
Engaging The Line To Create
Winning People Strategies

CONSULTATIVE AND TECHNICAL EXPERTISE
Consultative Skills for HRBPs

Analytic Skills

Talent Management

Consulting Models &
Application

Applying Fact Based Decision
Making

Human Capital Strategy

Getting to Yes

Building Meaningful Analytics

Strategic Workforce Planning

Contracting for Success

Decision Framework for
Improved Results

Total Compensation Essentials

DRIVE FOR RESULTS
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Coaching Skills for HRBPs

Change Management Skills for HRBPs

Coaching for Improved
Individual Performance

Managing & Leading Change

Coaching for Improved Team
Performance

Essentials for Effective Project
Management

Coaching Managers for
Success

Partnering with
Centers of Expertise

Points for Moving Forward
While we do not assume the
preceding thoughts are earth
shattering, we do find it somewhat
surprising at how few organizations
apply these three steps as part of
their HR transformation plan. This
lack of follow though is perhaps a
result of the challenges and
difficulties associated with driving
change. When we talk about transforming the people, we often shy
away. It gets difficult particularly
when some players have been in the
role for more than a decade.
While we are certainly sympathetic to this challenge,
there are unintended consequences; such as:

Once again, we have seen unprecedented change in
industry and in HR over the past thirty years. Clearly
the role of the HRBP will continually shift and adapt
to reflect on-going changes. Most organizations
agree this role is absolutely pivotal for how the HR
organization operates and is perceived. Therefore, we
encourage our clients and you to put forth the effort
and investment in taking your HRBP players to the
next level of performance. We believe the timing is
perfect and the urgency is there.

Q

Customers fail to adopt more appropriate HR
service channels (e.g., HR Service Center);

Q

Credibility as trusted advisor or strategic partner
within the business may be jeopardized;

Q

Conflicts arise within the HR organization as to
who should engage with a client group on given
topics;

Q

Centers of Expertise resources working around
and not with their HR Business Partners to solve
client or business challenges; and

HOW WE HELP OUR CLIENTS:
Q

HR Strategy & Organization Effectiveness

Variance in customer satisfaction stemming from
how the HRBP role is involved in designing
solutions and decision making.

Q

HR Competency Model Development

Q

HR Talent Assessments

Q

HR Learning & Development

Q
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About Camden Delta
At Camden Delta we help our clients analyze, define, execute and measure the right people programs to
achieve strategic organizational change objectives. We do this in collaboration with our clients and within
the context of the world around us. Our solutions focus on:
Q

Strategic workforce planning

Q

Change management

Q

HR strategy & HR organization eﬀectiveness

Q

Talent strategy and integrated talent management process improvement

Q

Leadership / Individual coaching for change.

Our model of working with our clients is centered on the philosophy that organizations must constantly
strive to balance the need for results with the needs of their people. We strive for long-term strategic
relationship with our clients and are committed to providing value in every encounter.
Camden Delta consultants typically have more than 20 years of experience in leading and collaborating
with clients on critical organizational initiatives. We bring a unique blend of experience to the table and
have a passion for what we do.
To learn more or to schedule a Camden Delta Sharing Session, please visit www.camdendelta.com,
e-mail us at info@camdendelta.com, or feel free to call 404-460-8200.
Find us on:

9 | HRBP

www.camdendelta.com

