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Validate and Continue

In the report, you’ll validate some of your behaviors by comparing them with the behaviors of the interviewees. The report may even help you reveal some of the unconscious behaviors you’ve been doing that are effective.

Start and Stop

The insights from the interviewees can help you determine what you can start doing and behaviors that you should stop doing.

Notations

©2022 GARY A. DEPAUL, PhD

ISBN: 9798201494650

When referencing the report, please credit Gary A. DePaul, PhD or Gary DePaul Leadership.

APA citation: 

DePaul, G. A. (2022). The HRBP Report: A Qualitative Research Summary about the HR Business Partner Role (Report No. 2022). Gary DePaul Leadership. https://www.garyadepaul.com/The-HRBP-Report

Other editions:

PDF: Interactive (free)

PDF: Color Print (free)

Paperback: Premium Color

Kindle

eBook (various distributors)

	[image: ]
	 	[image: ]


[image: ]
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From the Author, Gary A. DePaul, PhD

Let’s face it: being an effective Human Resource Business Partner, or HRBP, is not easy. If you monitor professional social media, listen to attendees at HR conferences and chapter events, and read blogs and articles, you’ll learn that too many professionals struggle to become perceived as trusted partners to the business.

One thing apparent is that many struggle to understand the HRBP role and function. Not surprisingly, many HR professionals who want to become HRBPs don’t understand what is involved in performing the role or what they need to learn to succeed. Organizations’ HRBP workforces vary in maturity. As a result, professionals may have the title but function less like an HRBP and more like generalists, employee-relations consultants, recruiters, or a collection of eclectic HR-related functions.

While HRBP models describe the role hypothetically, they may not articulate effective HRBP practices. To overcome this, I researched the role and created the HRBP Report for you. Using a qualitative approach, I interviewed practitioners who successfully built strong partnerships with business executives. Because I did a qualitative study, the findings aren’t generalizable. However, you’ll find value in how these HRBPs describe their role, function, struggles, and successes. Enjoy!

HRBPs: Human Resource Business Partners

BPs: Business Partners who work in management within a line of business (from C-Suite to department heads to managers in a department)

This report is primarily written in the first and second person and speaks to the HRBP reader.

The study

FROM 2020 TO 2021, I interviewed 18 HRBPs to discover content themes about:

	Their role

	What makes an HRBP successful

	Their challenges and struggles

	How they learned HR and their role


The interviewees

OF THE 18, THREE WERE managers of a team, and two were Chief HR Officers (or heads of HR). All worked with BPs, but those in management did so at a higher level within their organization.

Demographics

THE 18 WORK IN THE continental United States from California to Florida. Some come from small organizations with less than 500 employees, while others work in global organizations with more than 50,000 employees. Most have more than ten years of experience, and none were new to the field.

To conduct the study, I asked more than 100 LinkedIn connections to volunteer. 

Five knew me when I managed teams in large organizations. 

One had been my client.

The rest interacted with me through LinkedIn.
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The Function
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HRBP Maturity Levels

In the forthcoming book, HRBP 3.0, you’ll learn about the HRBP Maturity Levels, which I depicted in the infographic (described in the next three page). 

As an HRBP, your foundation is strategic work. All tactical work supports the business strategy, and your HR department has outsourced most of the transactional work to other HR professionals or automated with self-service. 

Much of your tactical work is project management, in which you orchestrate CoEs in the design, development, and delivery of solutions or interventions.

What I described is HRBP 3.0, in which the role has evolved so that, even when working tactically, you are thinking strategically and ensuring the work aligns strategically.

Almost all interviewees appeared to function at the Optimized Level (3.0). Interviewees discussed five HRBP functions, which are described in the remainder of this topic.

The Five HRBP Functions

	Be Strategic

	Act as a Change Agent

	Protect the Brand

	Guide and Coach

	Leverage Analytics


The HRBP Maturity Levels

THE SHIFT FROM BEING Transaction-focused to Solution-focused to Results-focused

––––––––
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HRBP 1.0: HYBRID “WORK in Progress”

Directives

	Work as generalists

	Work strategically with the business


Support from the Organization

Little to no professional development

Results

	Focus more on transactional work

	Lack strategic capabilities

	Difficult to win trust with the business


Many organizations still use the hybrid HRBP role!

HRBP 2.0: Strategically Positioned “Work in Progress”

Directive

	Remove generalist responsibilities 

	Expect HRBPs to concentrate more on strategic work

	Gatekeep and manage solution-focused CoE* work


Support from the Organization

	Create a CoE process for developing solutions

	Train HRBPs to:

	Execute the CoE process

	Build stronger business-partner relationships


Results

	Too often, new HRBP training is inadequate or focused on the wrong capabilities

	Work tends to be tactical and transactional rather than strategic


* CoE means either Centers of Excellence or Centers of Expertise. Examples of CoEs are talent development, talent management, organizational effectiveness, and talent acquisition.

HRBP 3.0: Optimized Set to Go!

Directive

	Leverage a business-driven methodology

	Use a revived CoE process that emphasizes analysis and being solution-neutral / results-focused


Support from the Organization

Implement and train a business-driven methodology and process

Results

	Substantially contribute to achieving business and performance goals

	Build stronger business-partner relationships

	Balance between strategic and tactical work


The HRBP 3.0 Model is adapted from the forthcoming book, HRBP 3.0
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1. Be Strategic

STRATEGIC HRBPS ARE well-versed in the organization’s strategy and understand the alignment between the organization’s and BP’s strategy. While engaging with BPs, you help ground BPs to the strategy by:

	Ensuring that tactical and transactional requests support the strategy.

	Helping BPs develop their strategy and clarifying the employee performance needed to support the strategy.


Along with the BP’s strategy, you have your own people strategy. One interviewee noted:

“Like the business, HRBPS create a plan or strategy that supports the BP’s.”

Another interviewee described the HRBP function this way:

“HRBPs know where the company is headed, and they bring people with them. They are business leaders, shepherds, counselors, and trusted advisors to their customers. They help BPs and employees shine a light on how their work contributes to strategy realization and the promise to the customer.”

[image: image]

For HRBPs to function strategically, organizations need to provide structure and support.

HRBP MANAGERS NEED to coach their teams to balance strategic, tactical, and transactional work. They remove barriers, coach their team, and position them to succeed.

2. Act as A Change Agent

AS AN HRBP, YOU CHAMPION the business and organization. You help BPs align with and implement their strategies.

You also anticipate the performance needs before BPs express them. You ascertain how business decisions, projects, new initiatives, and processes affect employees. You then develop plans with your BPs to address change.

Here is how one interviewee described this function:

“The HRBP works closely with BPs to become keenly aware of business needs. HRBPs then anticipate the people’s needs [and performance needs] to enable the business results that BPs want to achieve.”

3. Protect the Brand

[image: image]

HRBPs model the culture and core values of the organization. You help others understand your role as it relates to the business and the culture. You partner and advocate for diversity, equity, inclusion, and belonging (DEIB). Some organizations create and execute a DEIB strategy for their BPs (which aligns with an enterprise DEIB strategy).

“HRBPs are protectors of the brand, culture, and strategy. They are a bridge that brings known (and unknown) business functions together at precisely the right time to create spectacular results.”

YOU ALSO REPRESENT the employees and act as their voice when working and collaborating with BPs. You contribute the employee perspective when problem-solving and act as the liaison between the workforce and the business.

Giving voice to those not at the table is a way to embrace inclusion and belonging. It also mitigates unrealistic performance expectations of the workforce.

4. Guide and Coach

HRBPS KNOW HR PROCESSES, and BPs frequently need help navigating people-related changes. Part of what you do is translate what BPs want into HR terms and tasks.

You coach BPs on how to develop their people. BPs own their people’s performance and are responsible for developing the workforce to perform effectively.

You coach BPs to own and shape their culture. You hold BPs accountable so that BPs own their business and problems. You don’t allow BPs to pass ownership to HR.

5. Leverage Analytics
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EFFECTIVE HRBPS USE advanced analytics to support and drive business objectives. Of the five functions, this one, most likely, is underutilized.

A People Profession Survey from CIPD reports that, of HR professionals polled:

	37% collect and use basic HR data.

	6% use advanced analytical techniques.


HRBPs who want to get and maintain a seat at the table (so to speak) need to bring something of value to BPs. HR analytics brings insight when making business plans and considering what workforce performance is needed.

BPs are accountable for the health of their business unit’s culture, workforce performance, and their people’s development. HRBPs coach BPs in managing these areas.
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Qualities and Skills
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The Iceberg Model: What Drives Observable Behaviors

Visible on the water surface

Observable behaviors

Invisible below the water surface

One level underneath: 

Practices, Knowledge, and Skill Capabilities (most concrete)

Two levels underneath:

Beliefs

Three levels underneath:

Guiding Principles

Four levels underneath:

Qualities (most abstract)
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“HRBPs need to be highly credible, trustworthy, passionate, and insatiably curious. They must explore continuous improvement with relentless fervor. They need to lead at helping others see what they see while enabling BPs to believe that they got there on their own.”

Skills

OF THE SKILLS THAT interviewees identified, business acumen is probably the most underrated and misunderstood. Business knowledge or business intelligence may be more descriptive.

Business acumen is more than business etiquette. It involves learning your organization’s industry, the marketplace, competitors, suppliers, investors, and variables that can affect your organization.

It also means learning your BPs’ business unit or department. If your BP is the CIO, your knowledge should include the technology field, professional associations, standards, and certifications.

––––––––
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“If you don’t display a sense of confidence in what you are saying or doing, BPs will walk all over you, which is the best-case scenario. Alternatively, BPs may dismiss you altogether.”



Interviewees identified the following HRBP skills:


	Leadership (results in influencing)

	Collaboration

	Relationship building

	Empathy

	Coaching

	Critical thinking

	Systemic thinking 

	Data analytics

	Agility

	Facilitation

	Negotiation

	Business acumen

	Strategic thinking 

	Resource alignment

	Project management

	Change management

	Delegation


Qualities
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YOUR HRBP BEHAVIORS are based on practices, knowledge, and skills. Those are based on beliefs about HR and the HRBP role. The beliefs are founded by guiding principles, which are shaped by qualities. 

If you sincerely adopt HRBP qualities, the guiding principles, beliefs, practices (along with the knowledge and skills) will drive the appropriate
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