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Issue
The HR team manages a high volume of complex projects,  
programs and initiatives. 

Coordinating resources and priorities among multiple HR  
functions, and the downstream impacts for implementation  
within group functions, regions and brands was a challenge. 

Priorities lacked alignment and visibility across subfunctions. 

The team needed a practical solution to oversee and coordinate  
work for optimized delivery of intended outcomes. 

Action
Ahold Delhaize developed a focused portfolio management approach to 
narrow the HR function’s scope of work, evaluate resource allocation and 
assess progress, ensuring all of HR’s work is supportive of strategic outcomes. 

Insights 
The “P” in “PM” is as much about people management as it is 
about project management. You can create the best process and 
the simplest of tools, but you must have the right people and 
conversations at the right time to ensure success. 
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Rigor begins by defining project scope. The 
criteria for portfolio-eligible projects are:

Global or regional scope 

Large-scale changes with multiple stakeholders and/or  
countries involved

New initiatives and first-time pilots 

Both short (min. three months) and long-term duration  
projects; end dates must be defined 

Executive-level sponsorship must be defined 

The maximum number of projects was 
determined: 
30-40% of HR’s overall work volume is project-based, with  
the other 60-70% being business-as-usual work

Next, a project management  
approach was implemented: 

Initiation: A business requirement is identified, and a project charter  
is created to request to add a new project to the Global Portfolio 

Assessment: HR Leadership Team determines whether the project 
should be approved and placed on the project list 

Approval: HR Leadership Team determines whether the approved 
project is placed on the backlog or initiated into an active project 

Execution: Project progress and status are updated via the Global 
Portfolio document and monitored during regular HR Leadership  
Team check-ins

This summary of projects and programs does not represent the entirety of 
projects (i.e., excludes business-as-usual work, including HR practices and 
change requests) in the HR domain, but rather those that require focused 
attention, input and decisions from the HR Leadership Team. 

The process requires stakeholder commitment and courageous dialogue 
to assess resource capacity and progress. All HR employees were offered 
Project Management training in an effort to build the overall PM capability 
within the function. 
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Result
A more structured, focused and deliberate approach to managing 
the overall workload within the HR function, reducing overload and 
improving employee satisfaction

Improved accountability and an ability to link to strategic  
outcomes 

A move from XX active initiatives to YY in the first round 

First step 
Understand the function’s current state by capturing  
existing work underway and where resources are deployed. 

Key opportunity
Share frequent and relevant updates broadly across teams. Celebrate 
success, acknowledge great work, and highlight tough choices that align 
with business strategy. 
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Gartner for Chief Human Resources Officers provides expert 
guidance, essential insights and powerful tools to help CHROs 
strengthen their influence with key business partners and the 
board, elevate the impact of the HR function, and promote 
effective collaboration throughout the organization.

Gartner for Chief 
Human Resources 
Officers

  Learn More

Expert guidance

Get unlimited  
access to experts 
to support your 
strategic initiatives.

Decisioning tools

Transition from 
benchmarks and 
frameworks to 
diagnostics and 
templates.

Actionable insights

Gain insights on 
CHRO effectiveness, 
organizational design, 
talent management, 
HR ops and more.

Engaging events

Connect and learn 
from experts and 
peers at in-person 
and virtual events.

Presentations

Invite a Gartner 
analyst to present on 
the latest business and 
technology insights 
to you and your entire 
organization.

https://www.gartner.com/en/human-resources/products/gartner-for-chro
https://www.gartner.com/en/human-resources/products/gartner-for-chro?utm_medium=asset&utm_campaign=RM_GB_YOY_HRL_WT_LP1_DSPHRAHOLDCS&utm_term=case-study
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Connect with us
Get actionable, objective business and technology insights 
that drive smarter decisions and stronger performance on your 
mission-critical priorities.

U.S.: 1 855 322 5484		

International: +44 (0) 3300 296 946

Become a Client

Learn more about Gartner for CHROs  
gartner.com/en/gartner-for-chro

Stay connected to the latest insights

Attend a Gartner conference 
View Conference

https://www.gartner.com/en/become-a-client?utm_medium=asset&utm_campaign=RM_GB_YOY_HRL_WT_LP1_DSPHRAHOLDCS&utm_term=case-study
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