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Executive Summary

This report details how the Chartered Institute of Personnel and Development (CIPD), Human Resources Professional Map (HRPM) professional areas and bands define the HR profession and why the Human Resources Professional Map (HRPM) behaviours are essential to be an effective HR professional.



Introduction 

The 2013 Professional Map outlines the effectiveness of people management practice across ten professional specialisms. It also defines eight important behaviours that underpin good practice irrespective of specialism along with 4 bands of transition and competence. The map is flexible and allows professionals to choose an area to focus on depending on their, level of accountability, area of work and chosen development ambitions. The professional map is designed to evolve and adapt to priorities within organisational change, such as new roles and specialisms and incorporate them (CIPD, 2013). The map is used by professionals as an audit of their personal learning and development. A Professional Development Plan (PDP) is a requirement for all CIPD Members and this map will aid and contribute to a HR professionals’ development. Professional can undertake self-assessments using the map to recognise areas for development and plan future learning. 





How the CIPD HRPM professional areas and bands define the HR profession?
Why the HRPM behaviours are essential to be an effective HR professional? 

Human Resource (HR) professionals can use the 2013 professional map (appendix 1) as a tool to benchmark themselves against. The core of the map details insight, strategy and solution, which is underpinned by a HR professional applying an organisational specialism that delivers performance and an understanding of business and people management. Surrounded by leading HR, the first area of the map defines the knowledge, skills and behaviours that are required as a HR professional (Perkins, Woodhams & Wilkinson 2016, p110). 

Lester (2010) describes a professional as an individual who demonstrates expertise or specialist knowledge, demonstrates judgement, autonomy and a thought process and makes an intended commitment to a set of principles.  Perkins et al (2016) suggest that it is possible for a HR professional to work from a set of expertise and skills that are comparatively unique to the individual as the role is based on knowledge, theory and practice which can be learnt. He also suggests that practitioners possess expertise of which they apply their knowledge and judgement. In contracts these characteristics distinguish a profession from an occupation. 

There are ten professional areas within the capability framework of the HR professional map; service delivery and information, organisational design, organisational development, resources and talent planning, learning and talent development, performance and reward, employee engagement, and employee relations. The elements emphasis the contribution that everyone makes within the profession regardless of role, specialism or level e.g. HR practitioners, managers and consultants.  The professional map demonstrates that the HR profession is diverse e.g. A HR professional responsible for a change management process within their organisation may apply both organisational development and employee engagement skills that demonstrates leadership and management (CIPD, 2013). 

It is not essential that a HR Professional is member of a professional association, as the CIPD does not constitute a formal licence to practice, however professionalism is underpinned by a code of conduct. CIPD is the gold standard of the HR profession and the CIPD code of professional standards document applies to all CIPD members regardless of their level of membership. It specifies that all CIPD members must commit, uphold and maintain their standards and behaviours including professional competence, ethical standards, integrity, representative of the profession and stewardship that demonstrates fair treatment of others and the ability to challenge unethical behaviour. Failure to act ethically as a HR professional can have detrimental effects to an organisation and therefore those who do not adhere to the CIPD Codes of Conduct should not be a member of a profession (CIPD, 2019). 
Eight additional behaviours are detailed within the professional map. The curious professional is open minded and adds value to its organisation through future focused ways of working proactively however, contrasting behaviour can have a detrimental effect e.g. they may fail to see the significance of trends / issues within their organisation and reject ideas without reflection. The decisive thinker is analytical and demonstrates the ability to analyse information and data effectively to make robust decisions and recommendations to their organisation however, a professional should not manipulate decisions that are of the interest of their own department / team. A skilled influencer wants to gain organisational value and gain the support and build relationships with key stakeholders however, it could be detrimental to the organisation if a professional makes essential data analysis errors and fails to recognise their organisations decision making process e.g. Making decisions based on the interests of their own department. A personally credible professional adds value to an organisation and its stakeholders by delivering professional marketable HR expertise however, challenges could occur if they don’t consider the application of HR knowledge and how it fits within organisational context. A collaborative professional is inclusive and works with both internal and external stakeholders. It is important for a professional to maintain this ethos within an organisation as failing to see the views of others and recognising diversity may result in them pursuing their own result without the involvement of stakeholders. A driven to deliver professional is determined to deliver exceptional results within its organisation, however in contrast their failure to keep a track of organisational progress and priorities can have a detrimental effect on organisational performance. A courage to challenge professional’ demonstrations confidence and courage to demonstrate professional skills and challenge resistance. This is essential as displaying an unprofessional lack of knowledge and abilities where individuals allocate accountability for wrong decisions when things go wrong within an organisation can affect organisational reputation. The ‘role model behaviour’ professional is independent and acts with integrity whilst leading by example and considering legal and organisational constraints however, difficulties can occur when professionals act inconsistently and overlook unsuitable behaviours with respect to their organisation’s values, processes and expected behaviours difficulties can occur (CIPD, 2019). 
 
Johns and Perkins (2016, p76) suggested that ‘there are four concentric circles of HR professionalism; Managing self, groups/teams, upwards and across an organisation. The link between professionalism and action and behaviours is best described within the 4 concentric circles of HR. A HR professional should have the ability to manage their own skills, knowledge and behaviour and maintain relationships with stakeholders, whilst also managing a group or team of employees within an organisational setting, e.g. Problem solving. 

[image: BD98C620]

The map additionally comprises of four professional bands of competence that are split into transitions, that illustrate clear developmental pathways, alongside each activity e.g. Organisational Design. The bands define the contribution professionals make during each stage of their career and illustrate clear developmental pathways (Perkins et al 2016, p110).
Band one delivers the fundamentals and focuses on supporting colleagues with administration, information and processes and their skill balance is 30:70 (CIPD, 2019). In contrast a band two skilled balance is 50:50. They advise stakeholders and focus on advising and managing individual teams on HR related issues with a clear understanding of evaluation processes and solutions, efficiency, accuracy and the application of solutions. The first transition between bands one to two demonstrates that a professional may move from delivering the organisational fundamentals to operational problem solving within the wider organisational agenda. 
A HR professional will face challenges whilst progressing through the bands however, the map provides advice on the skills required in order to progress, e.g. A Band three professional skill balance is 60:40 and would lead / advise stakeholders on a professional area in consultant or co-opted partner role. They would focus on medium- and long-term organisational priorities whilst addressing HR challenges at an organisational level. The second transition moving from bands two to three therefore requires a professional to have the ability to communicate within internal and external stakeholders and manage complex strategic and operational functions, such as change management. In contrast, band four skills balance is 80:20 and would focus on leading on professional area(s) e.g. Developing organisational and HR strategy.  The third transition from bands three to four would require a professional to work at a higher-level demonstrating knowledge and technical expertise, with the ability to influence and engage with stakeholders on long-term complex organisational and strategic problems with little guidance. 

Conclusion

The 2013 HR professional map defines the HR profession as a business discipline that offers HR professionals a developmental tool of useful information to develop their future professional skills at either band three or four, as it not only defines 10 functional activities but also highlights progression from junior to senior roles. The map is designed around professional competence, not job level, role or the structure of an organisation. The map enables professionals to undertake self-assessment which will highlight areas for development and contribute to their Professional Development Plans (PDP), which is a requirement for CIP members. 

The ‘4 concentric circles of HR demonstrates the link between professionalism and action and behaviours for example, a professional who manages their self demonstrates Curious collaborative behaviour. A professional who manages across the organisation will demonstrate curious collaborative behaviour, those who manage upwards may be a skilled influencer and driven to deliver and those who manage groups or teams will demonstrate driven to deliver behaviour, will collaborate and act as a role model. 
In contrast, the 2015 CIPD HR professional map is an international benchmarking tool for HR professionals. It was developed in collaboration with CIPD members, business leaders, industry experts, learning providers and partner organisations to HR professionals may use it to make informed decisions, drive change within an organisation. Modern HR Management has evolved over time to address matters such as performance management, change management, administration and staffing. The new map allows HR professionals to perform at their peak, make confident decisions and progress their career. It also advocates that ethical practice, professional courage and influence, valuing people, work inclusively, commercial drive, passion for learning, situational decision making, insight focused are core behaviours in which a HR professional would apply business discipline, which is dependent on the role the professional has within an organisation (CIPD, 2019). The new profession map introduces changes that have adapted with time and it allows HR professionals to make sound decisions regardless of context, even when there are no rules or models / examples to guide them. There is a focus shift from the activities HR professionals undertake to the impact and value the HR role has within organisations. The new map acknowledges Learning and Development and Organisational Development & Design as both as core and specialist components of the standards.
HR Professionalism is underpinned by a code of conduct. CIPD is the gold standard of the profession and the CIPD code of professional standards document applies to all CIPD members regardless of their level of membership. To stop breaches of code of conduct within organisations ethical practice should be established within an organisations HR policies and practices and should be interlaced within the organisations People Strategy. 

HR professionals also require the ability to manage upwards, as without this skill professionals will be unable to implement and integrate specific strategies within the context of wider organisational strategies. It is essential that HR professionals manage horizontally and can manage and integrate HR activity across their organisation, e.g. implementing strategies and plans across their organisation as soon as they have been agreed. It is also vital that professionals influence line managers and highlight the benefits of successful HR application within their organisation. If HR professional develop these skills and demonstrate that they can apply their understanding of an organisations business and context, they will have the ability to meet organisational need tailor its current and future strategies (Perkins et al 2016). 


Recommendations 

HR professionals should continue to use the 2013 professional map in conjunction with the 2015 map, to keep up with their professional development.




Appendix 1 
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Executive Summary

This report details the concept of group and team dynamics and how political behaviours within and organisation can impact on the achievement of organisational objectives. 



Introduction 

Teams or groups within an organisation consist of two or more individuals, who may already exist or may be brought together for a purpose, such as a set of targets, aims and objectives. They exist in many forms such as formal, informal, professional occupational, project and teams, brainstorming groups. It’s essential that the purpose of a group’s formation is understood and accepted by all members involved, whilst considering the interest of members and all members follow through with their tasks and organisational requirements (Pettinger, 2010).





Group and team dynamics and how political behaviours within and organisation can impact on the achievement of organisational objectives. 

Group dynamics are described as how team members distinct roles and behaviours impact other group members and the whole group. It can be affected by environmental factors such as, leadership styles, power and status issues including the nature of the individuals within the group, structure of the group, along with communication structures or processes (Johns & Perkins 2016, p84).
Individuals with different agendas and needs within a group affect its balance. Johns & Perkins (2016) suggest that groups are significantly affected by individuals within leadership positions. Huczynski & Buchanan (2010) suggests that power and status along with the negative use of political activity can hinder a groups effectiveness. HR professionals need to have the ability to work collaboratively and possess conflict resolution skills. Forsyth (2009) agrees and suggests that conflict may arise within a group when individuals have competing requirements. In this instance a HR professional should look at views, needs and wants of both groups and apply negotiation skills, as organisational productivity and individual motivation are reduced by poor team working e.g. Suggesting a variety of options, which both parties can compromise to resolve the problem situation.
Team dynamics are defined as two or more people working together to independently meet a specific goal (deakinco,2017). A team may vary in structure and size depending on the reason for its formation and be formed for a specific reason within an organisation. Perkins & Johns (2016) propose that HR professionals don’t only work with others in formal teams, they also work with a variety of stakeholders, but essentially, they must have the ability and skills to manage groups/team to solve a problem. Huczynski and Buchanan (2010) suggest that teams can take many forms within an organisation: advice, action, project, and production teams. Teams are influenced by dynamics, power struggles, structure, leadership and individual personalities within a team however, to be effective HR professionals must develop collaborative working and conflict resolution skills. Yemm (2008, p84) claims that influencers that are affective possess the following characteristics; friendliness, vision with the ability to build alliances, expertise, knowledge and bargaining skills. 
There are two well know theories of teams. Tuckmans (1965) theory of team development and Belbins (1981 & 2007) theory of team roles. 
[bookmark: _Hlk27986807]Tuckmans (1965) theory of team dynamics focuses on 5 stages, Forming, Storming, Norming, Performing and Adjourning (Pettinger, 2010). The stages are implemented from the time the group meet until a project end. The theory emphasises the way a team challenges a job from its initiation, through to the completion of a project. It details the process that teams go through to form a bond, it illustrates that teams don’t always perform well together when a group is first formed. It could be suggested that the 5 stages are necessary for a team to plan work, tackle problems, grow and find solutions and deliver organisational results. 
Forming is the initiation stage of individuals coming together to form a group. Group members personalities are presented, some may be positive and present strengths and capabilities whilst others feel anxious (Cartwright, Collins, Green & Candy,1993).
Storming occurs within a group when members make their feelings known and sometimes push boundaries. Cartwright et al (1993, p108) suggest that “it’s a natural part of group evolution”. Conflicts tend to be displayed at this stage due to personality differences or different preferences with a style of working e.g. conflicts between the group and personal agendas of team members may reduce productivity at this stage. Some teams do not progress beyond this stage (Pettinger, 2010).
At the Norming the group differences should be resolved, and the group should build on each other’s strengths. At this stage groups should be working together towards a set of objectives with an understanding of group boundaries e.g. a code of group conduct may be established to reinforce the group values set by the norms (Pettinger, 2010).
At the performing stage an effective high performing team should be tackling the group objective and assessing performance measures that produce results. A group will reach this stage when objectives have been achieved.  
Adjourning refers to the closure stage of a team. At this stage individual and collective achievements should be recognised. 
Belbin (1981) believes that every individual possesses a pattern of behaviour that represents one person’s behaviour to another in enabling /empowering the progress of a team. Belbin (1981) defines a team role as “A tendency to behave, contribute and interrelate with others in a particular way” (Cambridge University, 2019). Belbin (1981) and his team discovered that there are nine clusters of behaviour called 'Team Roles'. There are three action-oriented roles - Shaper, Implementer and Completer Finisher; Three people-oriented roles - Co-ordinator, Team worker and Resource Investigator and three cerebral roles - Plant, Monitor Evaluator and Specialist. In contrast McGregor (1960), suggests that the plant (creative) and the shaper (critical thinkers) should be counterbalanced by the Monitor-evaluator (critical thinker) to balance roles within managerial teams (Cartwright et al, p116). Belbin’s (1981) theory details teams would be unbalanced if members had the same strengths, weaknesses and behaviours. He suggests that if a group member fully understands their role, they can develop their strengths and manage their weaknesses to improve objectives (ifm.eng.cam,2019).
Belbin’s tool is widely used to support team building and designed to describe an individual’s preference within a team environment. It could be suggested that strength in one team role could be seen as a weakness in another team. Belbin’s tool helps groups understand how different personalities undertake tasks using different methods, to understand why a group member has undertaken a task in a certain way. 
It could be suggested that Belbin’s team role define and predict potential success of management teams and identify strengths and weaknesses along with recognition that the strongest teams have a diversity of characters and personality types. It could be argued that Belbin’s theory unfairly refers to someone belonging to a particular group or having particular skills. 
Political behaviour within an organisation refers to irrational behaviour of individuals within a workplace to obtain advantages over their peers. Coercion, persuasion, creation of obligation and impression management are examples of political behaviour (Simons et al. 2001). Cropanzano, Howes, Grandey, & Toth (1997) suggest that organisational politics sets the stage for a negative work environment, thus employees may find it difficult to trust colleagues and feel demotivated. Politics causes stress and decrease organisational productivity. Members may fail to achieve organisational business objectives within a stipulated timeframe, which could have an effect on the credibility of an organisation. However not all political behaviour is negative, it can help organisations reach its full potential. Kreitner & Kinicki (2013) suggest organisational politics involve acts of influence to enhance or protect the self-interest of individuals or groups. Schuler et al (2000) points out that organisational politics are activities that managers engage in to increase their power and use it to influence decision making, to persue goals that favour their individual, functional and divisional interest rather than organisational interest e.g. political behaviour allow a manager to seek out those people who can help within change management process.

Conclusion

To be an effective team / group it’s essential that all members work in cohesion and there’s clear identity and clarity regarding the purpose of the group, which is understood by all. Human and shared values is also essential for the effective functioning of the group, with a high level of mutual trust and respect between individuals. Allcorn (1985) identified three types of specific roles that group members may take on; group tasks that focus on productivity, group maintenance and self-orientated roles.
The relationship between the group lead and the wider group is essential to its running. Clear lines of engagement should be apparent at the initiation of the group, and assurance of respect and trust between all group members established and assured. For a group to be effective it is essential that individual and operational success is recognised and continued at its outset. 
Communication within an organisation is essential to get the best out of employees “evaluating the pros and cons of an idea always helps in the long term”. Cohesion is therefore an essential element to the effectiveness of a group and if this is not maintained members input, performance and contribution will reduce. Conflict can occur within a group for several reasons; competition between group members, bad communication and misunderstandings, integrity, territory, prestige, agenda and poaching of team members. 
Mcshane & Van-Glinow (2000) suggest that organisational politics is as an attempt to influence others using discretionary behaviour to promote personal objectives and can have both positive and negative effects on an employee and the organisation (hmars.com). It’s important that political behaviour is managed with an organisation and managers allow colleagues to demonstrate responsibility and autonomy. If an initiative is planned with a damaging effect on the group, it’s essential that it’s abandoned as it will have an effect on the cohesion of the group. 
All groups come to an end and it’s important that every group member is recognised and appreciated for their contribution. 
. 
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