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Abstract

Competency mapping has emerged as a critical tool in modern organizations to align workforce
capabilities with strategic business goals. In the dynamic landscape of human resource management,
HR consultancies play a pivotal role in designing and implementing competency frameworks that
enhance organizational performance. This study explores the application of competency mapping in
HR consultancies, focusing on its relevance, methodology, and impact on organizational growth.
Statement of Problem:

Organizations often struggle to identify, assess, and leverage employee competencies
effectively, leading to gaps in performance, succession planning, and talent development. HR
consultancies, with their specialized expertise, are increasingly tasked with bridging these gaps.
However, there is limited empirical research on how consultancies operationalize competency mapping
and its measurable outcomes.

Methodology:

The study adopts a qualitative research design, combining case studies of leading HR
consultancies with semi-structured interviews of HR leaders and consultants. Secondary data from
organizational reports, consultancy frameworks, and academic literature were also analysed. The
methodology emphasizes thematic analysis to identify patterns in competency mapping practices,
challenges, and success factors.

Analysis:

Findings reveal that HR consultancies employ structured frameworks such as behavioural event
interviews, psychometric assessments, and role-based competency matrices. These tools help
organizations define core, functional, and leadership competencies. Analysis highlights that
consultancies not only provide technical expertise but also act as change agents, facilitating cultural
alignment and employee buy-in. A recurring theme is the integration of digital HR platforms and
analytics, which enhance the precision and scalability of competency mapping.

Findings:

The study concludes that competency mapping significantly improves talent acquisition,
employee engagement, and leadership development. Organizations that partner with HR consultancies
report higher alignment between individual performance and organizational strategy. Moreover,
competency mapping supports succession planning, reduces attrition, and fosters inclusive growth by
recognizing diverse skill sets. Challenges include resistance to change, lack of standardized
frameworks, and limited awareness among mid-level managers. Nonetheless, consultancies that adopt
participatory approaches and leverage technology demonstrate greater success in embedding
competency mapping into organizational culture.

Keywords: Competency Mapping, HR Consultancies, Talent Development, Organizational Strategy,
Employee Engagement.
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Sub Theme: Human Resource Development and Strategic Workforce Planning.
Competency Mapping in Adecco India Pvt Ltd — A Study in HR Consultancy
Introduction

Competency mapping has emerged as a strategic tool in human resource management, enabling
organizations to align individual capabilities with business objectives. It involves identifying key
competencies—knowledge, skills, and behaviours—required for effective performance in specific
roles. In the context of HR consultancies, competency mapping plays a pivotal role in recruitment,
training, performance management, and succession planning.

Adecco India Pvt Ltd, a subsidiary of the global Adecco Group, is one of India’s leading HR
service providers. With a presence across multiple sectors, Adecco offers staffing, talent acquisition,
and workforce development solutions. This study explores how Adecco India applies competency
mapping within its consultancy framework to enhance client outcomes and organizational effectiveness.
2. Literature Review
2.1 Conceptual Foundations
The concept of competency was popularized by McClelland (1973), who argued that competencies—
rather than intelligence—are better predictors of job performance. Boyatzis (1982) further developed
the idea, defining competencies as underlying characteristics that lead to superior performance.
Spencer and Spencer (1993) categorized competencies into five types:

e Motives

e Traits

e Self-concept
e Knowledge
e Skills

2.2 Competency Mapping Models
Competency mapping involves creating frameworks that define expected behaviors and skills for each
role. Common models include:

e Behavioural competencies: communication, teamwork, leadership.
Functional competencies: job-specific technical skills.
Managerial competencies: strategic thinking, decision-making.

e Core competencies: values and organizational culture.
2.3 Applications in HRM
Competency mapping supports:

e Recruitment and selection

e Training and development

o Performance appraisal

o Career planning and succession
Studies show that competency-based HR systems improve employee engagement, reduce turnover, and
enhance organizational performance (Sanghi, 2016; CIPD, 2020).
2.4 Competency Mapping in HR Consultancies

HR consultancies use competency mapping to assess candidates, design learning interventions,

and advise clients on workforce strategy. However, literature on consultancy-specific practices in India
is limited, creating scope for empirical exploration.
3. Methodology Adopted
This study adopts a qualitative case study approach focused on Adecco India Pvt Ltd.
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3.1 Data Sources
o Secondary research: Adecco reports, HR publications, and industry white papers.
e Semi-structured interviews with HR consultants and client managers.
e Internal documentation on competency frameworks and role profiles.
3.2 Analytical Framework
Thematic analysis was used to identify patterns across five dimensions:
1. Framework and approach

2. Recruitment and selection
3. Training and development
4. Performance management
5. Career planning and succession
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3.3 Limitations
o Limited access to proprietary data due to confidentiality.
e Findings may not be generalizable across all HR consultancies.
e Reliance on qualitative insights over quantitative metrics.
4. Empirical or Theoretical Results
4.1 Framework and Approach
Adecco uses a role-based competency dictionary tailored to client industries. Competencies are mapped
through job analysis and skill gap assessments. The framework integrates behavioural, functional, and
managerial dimensions.
4.2 Recruitment and Selection
Competency mapping informs candidate assessment using:
e Behavioural event interviews
e Psychometric tools
e  Structured role-fit evaluations
This ensures candidates meet both technical and cultural requirements.
4.3 Training and Development
Adecco designs competency-based learning modules for clients. Training focuses on bridging identified
gaps using:
e E-learning platforms
e Instructor-led workshops
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e On-the-job coaching
4.4 Performance Management
Adecco supports clients in implementing:
e Competency-linked appraisal systems
e 360-degree feedback mechanisms
o KPI alignment with competency benchmarks
4.5 Career Planning and Succession
Competency mapping aids in:
o Identifying high-potential employees
o Designing career paths
e Leadership pipeline development
5. Implications of Study
The study reveals several strategic implications:
5.1 For HR Consultancies
e Competency mapping enhances service quality and client satisfaction.
o It enables consultancies to offer customized talent solutions.
e Integration with digital tools (Al, analytics) improves scalability.
5.2 For Client Organizations
o Competency-based recruitment improves retention and performance.
e Training aligned with competencies leads to measurable skill development.
e Succession planning becomes more data-driven and objective.
5.3 For HR Practitioners
e Competency mapping fosters strategic alignment between HR and business goals.
e It supports evidence-based decision-making in talent management.
e Practitioners must continuously update frameworks to reflect evolving roles.
6. Study Hypothesis
While this study is primarily exploratory, the following hypothesis was examined:
H.:: Competency mapping practices in HR consultancies positively influence recruitment quality,
employee development, and client satisfaction.
Findings support the hypothesis, indicating that Adecco’s competency mapping approach contributes
to improved HR outcomes across client organizations.
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