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Introduction



The Essential First 100 Days

The first 100 days in a new role are a 
key time to build momentum and set 
the foundation for long-term success. 

Here is an 8-point plan that has 
helped many successful HR leaders:

Prepare Yourself 
During the Countdown

Align Expectations

Shape Your Human 
Resources Team

Craft Your Strategic Agenda

Start Transforming Culture

Manage Your Boss

Communicate Effectively

Avoid Common Pitfalls

1 
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4

5

6

7

8

The Chief Human Resources Officer 
(CHRO) role is more important than 
ever. As companies face challenges 
like culture change, employee 
retention, and Diversity, Equity, and 
Inclusion (DEI), CEOs rely more on 
CHROs for strategic leadership.

Today's workplace demands that 
CHROs be flexible, forward-thinking, 
and actively involved in creating a 
positive employee experience while 
driving the company's success. This 
guide provides new CHROs with a 
detailed roadmap to manage their 
first 100 days, setting the foundation 
for long-term success and impact.

INTRODUCTION
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PREPARE YOURSELF 
DURING THE COUNTDOWN

01

Preparation is the cornerstone of 
a successful transition. Physically 
and mentally ready yourself for the 
journey ahead. Begin by conducting 
thorough research on the company, 
its culture, and key stakeholders. 

Before starting, create a detailed 
100-day plan and begin a "listening 
tour" with key stakeholders, even 
if it's virtual. Understanding the 
organization's dynamics early is 
crucial for building relationships 
and gaining insights. 
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1. Physical and Mental Preparation

The demands of a new CHRO role require peak physical and 
mental conditions. Maintain a balanced lifestyle with regular 
exercise, a healthy diet, and adequate rest. According to BCG, 
entering your new role with a well-rested and clear mind enhances 
your capacity to handle the intense initial period effectively.

4. External Perspectives and Coaching

Consider hiring an executive coach to provide an external 
perspective on your skills and strategies. Working with a coach 
can help identify and polish areas that need improvement, 
ensuring you’re fully equipped for the challenges ahead. 

2. Comprehensive Research

Conduct thorough research on your new organization. Review 
financial statements, annual reports, and recent press releases 
to understand the company's current position and strategic 
goals. Vistage emphasizes the importance of understanding the 
organization's mission, values, and key challenges before day one.

3. Strategic Listening Tours

Organize a listening tour to gather insights from key stakeholders. 
This can include one-on-one meetings with your direct manager, 
board members, peers, and direct reports.

According to McKinsey, understanding the perspectives of various 
stakeholders is essential for shaping your strategic agenda. Engage 
in virtual or in-person meetings to build rapport and gain a 
comprehensive view of the organization’s culture and operations.
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https://www.bcg.com/publications/2024/how-to-create-a-transformation-that-lasts
https://www.vistage.com/research-center/business-leadership/20240625-perspectives-elevating-strategic-growth/
https://www.mckinsey.com/capabilities/strategy-and-corporate-finance/our-insights/the-pivotal-factors-for-effective-external-engagement


5. Develop a Detailed 100-Day Plan

Draft a detailed 100-day plan with specific tasks and timelines. 
This plan should outline your objectives, strategies for stakeholder 
engagement, and key milestones. Gartner suggests that a 
structured approach helps maintain focus and drive early success. 
Keep a journal to document your progress and insights.

8. Virtual and In-Person Interactions

Maximize your presence both virtually and in person. Schedule 
virtual office visits, coffee meetings, and site visits as soon as 
possible. As noted by BCG, being visible and accessible helps build 
trust and gather critical insights from various organizational levels.

6. Relationship Building with C-Suite Peers

Building strong relationships with your C-suite peers is essential. 
According to the Chief Executives Council, establishing good 
relations with your CFO, CIO, COO, and other executives helps avoid 
conflicts and promotes collaboration. Spend time understanding 
their priorities and how your role can support their goals.

7. Engaging with the Communications Team

Collaborate with the Communications team to develop an 
executive briefing book. This book should provide essential 
information about employee mindsets, communication channels, 
and organizational hot-button issues. This kind of collaboration 
leads to a better-informed and more actionable 100-day plan.

100
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https://www.gartner.com/smarterwithgartner/3-steps-performance-management-delivers
https://www.bcg.com/publications/2024/driving-company-value-with-stakeholders-perceptions
https://chiefexecutivescouncil.org/


9. Understand Decision-Making Processes

Learn about the decision-making processes within the 
organization. Xquadrant emphasizes the importance of 
understanding how decisions are made, who the key 
influencers are, and the formal and informal protocols 
that guide organizational actions. This knowledge will be 
instrumental in managing your new role effectively.

12. Identify Early Wins

Secure early wins to build credibility and momentum. 
Identifying and addressing quick wins demonstrates your 
effectiveness and sets a positive tone for your term. Focus on 
impactful changes that can be achieved swiftly to establish 
your reputation as a proactive leader.

10. Establish Clear Communication Channels

Determine the preferred communication methods and 
frequencies with your stakeholders. Open dialogue and clear 
communication channels are essential for transparency and 
trust. Vistage recommends tailoring your communication 
style to meet the needs of different stakeholders, ensuring 
that your messages are received and understood.

11. Set Expectations and Priorities

Be explicit about your expectations and priorities. 
McKinsey advises new leaders to communicate clearly 
about what they will and won’t do, helping to align the team 
and eliminate unnecessary initiatives. This clarity prevents 
fragmentation and ensures focused efforts on critical priorities.
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https://xquadrant.com/blog/
https://www.vistage.com/research-center/business-leadership/strategic-communications/20220418-conversational-capacity-improves-workplace-communication/
https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-insights/new-leadership-for-a-new-era-of-thriving-organizations


13. Feedback and Adaptation

Establish a feedback loop with your stakeholders to 
continuously assess and adapt your strategies. Regular 
feedback helps identify areas for improvement and adjust 
your approach to better align with organizational needs. 
The Chief Executives Council emphasizes the importance 
of being adaptable and responsive to feedback.

By following these detailed strategies and leveraging insights 
from various case studies, you can ensure a robust start to your 
tenure as a new CHRO, setting the stage for sustained success.

14. Use Past Experiences

Draw on your past experiences and the insights of your 
predecessors. Engaging with former CHROs or leaders 
can provide invaluable context and lessons learned. 
This historical perspective helps avoid repeating past 
mistakes and builds on previous successes.

15. Commit to Continuous Learning

Finally, commit to continuous learning and self-improvement. 
Participate in executive coaching, peer advisory groups, and 
professional development programs to enhance your skills and 
stay abreast of industry trends. Continuous learning is essential 
for sustaining long-term success in your role.
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Microsoft's CHRO

Kathleen Hogan, 
CHRO of Microsoft, 
emphasizes the 
importance of a 
purpose-driven approach 
and a growth mindset.

She navigated the 
transition to remote work 
for 175,000 employees, 
demonstrating the critical 
role of HR in fostering 
a positive employee 
experience and driving 
organizational success.

CASE STUDY
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02

It's crucial to set clear expectations 
with your CEO and key stakeholders. 
Have open conversations about how 
the role has changed, especially 
since the pandemic.

Discuss the metrics for success and 
ensure alignment with your strategic 
agenda. Regular one-on-one meetings 
with team members will help you 
gather insights and align your strategic 
vision with institutional knowledge.

ALIGN 
EXPECTATIONS
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Understanding Your Role and Responsibilities

Clarify Responsibilities: 
From day one, ensure clarity on your responsibilities. Engage 
in conversations with the CEO and other key stakeholders 
to understand the specific expectations they have for you. 
Document these discussions to create a formal agreement 
on your goals and performance indicators. Zavvy has a CHRO 
Onboarding template that can help you get started.  

Set Clear Goals and KPIs: 
Define Key Performance Indicators (KPIs) that align with the 
organization’s strategic goals. These could include employee 
engagement rates, turnover metrics, talent acquisition 
efficiency, and leadership development success. Regularly 
review these metrics to track progress and adjust strategies as 
needed. For more insights, read this article by Cowen Partners.

Engaging with the CEO and Senior Leadership

Build a Strong CEO Relationship: 
Establish a strong working relationship with the CEO. 
Discuss their vision for the HR function and how it 
integrates with overall business objectives. Regular 
touchpoints and strategic alignment meetings can 
help reinforce this relationship. Gain more information 
from this recent Spencer Stuart article. 

Leverage Technology and Data: 
Use HR analytics and data-driven insights to inform 
decision-making and demonstrate the value of HR 
initiatives. Expertise in HR technologies, such as AI 
and predictive analytics, can help in anticipating 
workforce trends and aligning HR strategies.

1 
 
 
 
 
 

2
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https://www.zavvy.io/blog/chro-onboarding-plan
https://cowenpartners.com/the-role-of-the-modern-chro-unlocking-the-value-of-human-capital/
https://www.spencerstuart.com/research-and-insight/the-chro-playbook


Strategic Planning and Execution

Develop a Strategic HR Agenda:  
Create a strategic HR agenda that supports 
the company’s mission and long-term 
goals. This should be a collaborative effort 
with input from various departments to 
ensure it is comprehensive and aligned 
with overall business strategies.

Communicate Your Vision:  
Communicate your vision and strategic 
goals to your team. Use all available 
channels to ensure your message is 
consistent and understood by everyone. 
This includes formal presentations, regular 
meetings, and informal check-ins.

Performance and Feedback Mechanisms

Implement Feedback Loops:  
Establish mechanisms for regular feedback. 
This can include performance reviews, 
one-on-one meetings, and employee 
surveys. Use this feedback to refine HR 
strategies and ensure they meet the needs 
of the organization and its employees.

Monitor Progress and Adjust:  
Continuously monitor the progress of your strategic 
initiatives against the set KPIs. Be prepared to 
adjust your strategies based on the data and 
feedback received. This approach ensures that 
HR initiatives remain relevant and impactful.
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Case Studies and Best Practices

As a new CHRO, align expectations through clear communication, strategic planning, 
and using technology and data. Set clear goals, build strong relationships with the 
CEO and senior leaders, and regularly update your strategies. This ensures your HR 
initiatives match the organization's objectives and add significant value.

9 
 
 
 
 
 

10 
 
 

11

Case Study - Microsoft:   
Microsoft revamped its HR strategies by aligning closely 
with business goals and leveraging data analytics to drive 
decision-making. This alignment helped in achieving 
higher employee engagement and lower turnover rates.

Case Study - Google:  
Google’s CHRO implemented a culture of continuous 
feedback and data-driven HR practices, which significantly 
improved employee satisfaction and performance.

Best Practice - Onboarding:  
Effective onboarding practices, such as those used by 
companies like Zavvy, ensure that new CHROs understand 
their roles, responsibilities, and expectations from day one, 
leading to a smoother transition and quicker impact.
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Building a strong HR team is key to 
achieving your strategic goals. As a 
CHRO, your team is the base of your 
operations. Shaping it requires a 
thoughtful and multi-layered approach.

We've put together a 
detailed guide with technical 
information and case studies:

SHAPE YOUR HUMAN 
RESOURCES TEAM

Conduct Comprehensive 
Assessments

Begin with thorough 
assessments of your current 
team members to understand 
their strengths, weaknesses, and 
areas for development. Tools 
like 360-degree feedback and 
psychometric testing can provide 
valuable insights into individual 
capabilities and team dynamics.

1

CASE STUDY

Tesco implemented a 
strategic development 
program to enhance HR 
capabilities, focusing on key 
skills like commercial know-how 
and colleague expertise, leading 
to improved performance and 
alignment with business goals.
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https://www.cipd.org/uk/organisations/people-development-partners/tesco-hr-capability/


CASE STUDY

Deloitte's ALL IN diversity 
strategy significantly increased 
employee engagement and 
promoted an inclusive culture, 
demonstrating the importance 
of diversity in achieving 
business success.

CASE STUDY

Homebase transformed its 
HR operating model to focus 
more on strategic activities 
rather than operational issues, 
using technology to drive 
efficiencies and align with its 
lean operating model.

CASE STUDY

Microsoft’s Autism Hiring 
Program includes tailored 
training that supports 
continuous learning and helps 
integrate employees with autism 
into the workforce, improving 
engagement and productivity.

Embrace Diversity and Inclusion

Diverse teams have been 
shown to drive better results. 
Ensure your team represents a 
mix of backgrounds, skills, and 
perspectives. Implement policies 
and practices that promote 
inclusivity and equal opportunity.

2

Leverage Technology 
and Analytics

Use HR technology to 
streamline processes and 
make data-driven decisions. 
HR analytics can help you 
identify trends, forecast future 
needs, and measure the 
impact of HR initiatives.

3

Focus on Continuous 
Learning and Development

Encourage a culture of continuous 
improvement by providing 
ongoing training and development 
opportunities. This can include 
formal education programs, 
on-the-job training, and access to 
online learning resources.

4
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https://www.scavify.com/employee-engagement/employee-engagement-case-study
https://www.cipd.org/en/knowledge/case-studies/operating-model-homebase/
https://www.scavify.com/employee-engagement/employee-engagement-case-study
https://www.scavify.com/employee-engagement/employee-engagement-case-study


CASE STUDY

The BBC used 
evidence-based practices to 
reinvigorate its performance 
management, emphasizing 
clear communication and 
regular feedback to improve 
organizational performance.

CASE STUDY

Google’s use of Employee 
Resource Groups (ERGs) 
facilitated collaboration and a 
sense of community among 
diverse employee groups, 
enhancing engagement and 
innovation (Scavify).

CASE STUDY

Microsoft’s Azure team used 
virtual team-building events 
to lift spirits and reconnect 
employees during the COVID-19 
pandemic, demonstrating 
the effectiveness of virtual 
engagement strategies.

Implement Effective 
Communication Strategies

Clear, consistent communication 
is vital. Establish regular 
check-ins, team meetings, and 
transparent communication 
channels to keep everyone 
aligned and informed.

5

Promote a Collaborative 
Environment

Encourage teamwork and 
collaboration within your HR team 
and across the organization. This can 
be achieved through team-building 
activities, collaborative projects, and 
open forums for idea sharing.

6

Adapt to Virtual and 
Hybrid Work Models

With the rise of remote work, 
it’s essential to adapt your HR 
strategies to support virtual 
teams effectively. This includes 
using virtual team-building 
activities, ensuring equitable 
access to resources, and 
maintaining engagement.

7
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https://www.cipd.org/uk/knowledge/case-studies/bbc/
https://www.scavify.com/employee-engagement/employee-engagement-case-study
https://www.outbackteambuilding.com/blog/team-building-training-case-studies/


CASE STUDY

At Homebase, aligning 
HR functions with the 
business’s lean operating 
model helped streamline 
processes and focus on 
value-added activities.

CASE STUDY

The McKinsey report highlights 
the importance of reskilling 
and upskilling the workforce to 
keep pace with technological 
advancements, showing how 
innovative HR practices can 
drive business success.

CASE STUDY

The transformation at Homebase 
included redefining HR business 
partner roles to focus more on 
strategic activities rather than 
operational support, enhancing 
efficiency and alignment.

Align Team Objectives 
with Company Goals

Ensure that your HR team’s 
objectives are closely aligned 
with the broader organizational 
goals. This helps in prioritizing 
initiatives that support the 
company’s strategic direction.

8

Encourage Innovation 
and Agility

Promote a mindset of 
innovation within your HR 
team. Encourage them 
to experiment with new 
ideas, embrace change, and 
be agile in responding to 
evolving business needs.

9

Establish Clear Roles 
and Responsibilities

Define clear roles and 
responsibilities within your team 
to avoid overlaps and ensure 
accountability. This clarity helps 
in managing performance and 
achieving team goals efficiently.

10
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https://www.cipd.org/en/knowledge/case-studies/operating-model-homebase/
https://www.mckinsey.com/capabilities/people-and-organizational-performance/our-insights/the-new-possible-how-hr-can-help-build-the-organization-of-the-future


By implementing these strategies and 
learning from successful case studies, you 
can shape a high-performing HR team 
that supports your organization’s strategic 
goals and drives long-term success.

For more detailed examples and 
insights, explore the full case studies 
provided by Outback Team Building, 
CIPD, plus other leading organizations 
Scavify, and McKinsey & Company.

CASE STUDY: 
IBM's HR Practices

IBM's CHRO, Nickle 
LaMoreaux, emphasizes 
the importance of culture 
transformation and feedback. 
IBM uses AI-powered tools to 
monitor employee experience, 
ensuring the company 
remains aligned with its 
cultural aspirations.
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https://hrexecutive.com/3-hr-practices-that-ibm-relies-on-for-constant-growth/
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DEVELOP YOUR 
STRATEGIC AGENDA

Creating a strategic agenda is 
pivotal for CHROs looking to drive 
organizational success. This agenda 
should be a progressive plan, 
evolving with input from various 
stakeholders and aligned with the 
company’s broader goals.

Here’s an enhanced, detailed 
approach to crafting your strategic 
agenda, bolstered by numerous 
case studies and technical insights.
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Step 1: Building the 
Strategic Plan as a Team

A collaborative approach is 
essential for crafting a strategic HR 
plan. Engaging your team in the 
development process ensures buy-in 
and leverages diverse perspectives. 

This collaborative process can be 
seen in companies like Adobe, 
where Donna Morris transformed 
HR strategies by involving her 
team in redefining performance 
reviews and implementing 
progressive HR practices.

Oracle highlights the importance 
of engaging employees and 
simplifying core HR functions to 
enhance productivity and retention. 
A well-crafted strategic agenda 
should prioritize employee 
engagement and continuous 
improvement.

Step 2: Diagnosing 
Opportunities

Begin by diagnosing the HR team’s 
opportunities through extensive 
listening and analysis. Use tools such 
as employee surveys, focus groups, 
and one-on-one meetings to gather 
insights. For example, Accenture’s 
Ellyn Shook used feedback 
mechanisms to continuously 
improve the employee experience 
and drive strategic HR initiatives.

Step 3: Incorporating 
Technological Insights

Technology plays a critical 
role in modern HR strategies. 
CHROs should link technological 
insights with business decisions, 
implementing tools like 
psychometrics and generative 
AI to streamline processes and 
enhance talent management. 

Accenture, for instance, 
emphasizes upskilling through 
expansive digital training 
programs, ensuring their 
workforce remains at the forefront 
of industry trends.

Step 4: Setting Clear, 
Measurable Goals

Establish clear, measurable goals 
that align with the company’s 
mission and values. This approach 
was successfully implemented by 
Ferrero, where strategic decisions 
and clear objectives led to 
significant business growth.
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https://digitaldefynd.com/IQ/chro-case-studies/
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Step 5: Ensuring 
Flexibility & Adaptability

Your strategic agenda should 
be flexible to adapt to changing 
circumstances. McKinsey suggests 
that CHROs need to pave the 
way for agile workforces by 
decentralizing decision-making and 
fostering a culture of continuous 
learning and adaptability.

Step 6: Securing 
Early Wins

Early victories can build momentum 
and credibility. Focus on addressing 
immediate challenges that can 
showcase your effectiveness. For 
example, Ellyn Shook’s “Truly 
Human” campaign at Accenture led 
to a significant increase in employee 
participation in well-being programs, 
boosting her credibility as a leader 
focused on employee welfare.

Step 7: Engaging 
with Key Stakeholders

Regular engagement with key 
stakeholders, including the CEO 
and board members, is crucial. 
EY’s research highlights the 
importance of CHROs working 
closely with boards to align 
on governance, strategy, and 
culture. This collaboration ensures 
that HR initiatives support the 
company’s overall strategic goals.

Step 8: Addressing 
Cultural Transformation

Transforming company culture 
requires understanding the 
existing cultural dynamics and 
identifying areas for change. 
Engage with employees across 
different levels to gather insights 
and promote an inclusive 
environment. NTT’s Marilyn 
Chaplin emphasizes the need 
for CHROs to address perception 
gaps between employers and 
employees to ensure a cohesive 
and motivated workforce.

Step 9: Harness 
Data & Analytics

Data-driven decision-making is 
vital. Use HR analytics to identify 
trends, measure the impact 
of HR initiatives, and adjust 
strategies accordingly. McKinsey 
notes the importance of using 
digital tools and analytics to 
enhance talent management 
and organizational performance.
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Step 10: Continual 
Learning & Adaptation

Finally, commit to continual learning and 
adaptation. The strategic agenda is not static; 
it should evolve with ongoing feedback and 
changing organizational needs. This iterative 
approach was demonstrated by companies 
like Roche, where the CHRO engaged the 
board on external market conditions and 
internal talent dynamics to continuously 
refine their HR strategies.

By following these steps and 
learning from the detailed case 
studies of leading organizations, 
CHROs can craft a strategic agenda 
that drives significant, positive 
change within their organizations. 

For more detailed insights, 
explore the sources provided:

EY's perspectives on 
CHRO roles and strategies.

DigitalDefynd’s detailed 
case studies of successful 
CHRO initiatives.

McKinsey’s analysis of the 
evolving roles of CHROs and the 
integration of technology in HR.

Accenture’s documentation 
on HR transformation and 
strategic growth initiatives.
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START TRANSFORMING 
CULTURE WITH 
TECHNICAL PRECISION

Transforming an organization’s 
culture is a key task for a new 
CHRO and needs a detailed, 
methodical approach.

Here, we explore technical 
aspects and share case studies 
of effective strategies.
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Understanding the Existing Culture

Before initiating any changes, it's vital to diagnose the 
current cultural state of the organization. Tools like the SIPOC 
(Supplier, Input, Process, Output, Client) can help map existing 
relationships and workflows within your HR department, 
identifying critical processes that need transformation.

Encourage Collaboration and Continuous Improvement

McKinsey suggests using established change management 
levers—role modeling, understanding and conviction, formal 
reinforcement mechanisms, and confidence and skill building—to 
shift individual behaviors towards cultural aspirations. Encouraging 
collaboration across silos and setting up mechanisms for 
continuous feedback and improvement are key strategies.

Strategic Interventions and Role Modeling

Cultural transformation begins with leadership. Kotter and Heskett’s 
top-down model emphasizes the role of influential leaders in driving 
change. Leaders who successfully implement cultural change often 
come from outside the organization, bringing fresh perspectives 
and proven leadership skills. They quickly establish a sense of 
urgency and challenge the status quo to build a new culture. 

Use Tech and Data

Integrating new HR technologies is key for supporting cultural 
transformation. For instance, an organization that adopted a 
phased integration plan for its HR tools ensured data consistency 
and process continuity, leading to a smooth transformation. Using 
AI and analytics can provide insights into employee behavior and 
engagement, helping to tailor interventions effectively.
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Henkel

Implementing data-driven HR processes, Henkel aligned its 
HR strategies with overall business goals, ensuring better 
decision-making and performance management.

KAIZEN™

In a multinational retail company, the use of KAIZEN™ 
methodologies led to significant improvements in HR 
processes by eliminating waste and standardizing procedures, 
resulting in enhanced efficiency and employee satisfaction.

Grupo Argos

This company transformed its culture by upskilling HR personnel and 
aligning HR practices with strategic business objectives, demonstrating 
the importance of continuous learning and development.

Microsoft

Under Satya Nadella, Microsoft shifted from a “know-it-all” to 
a “learn-it-all” culture, emphasizing continuous learning and 
a growth mindset. This cultural shift was crucial in reviving 
the company’s innovation and market relevance.

HSBC

HSBC’s transformation involved digitizing HR services, making 
it easier for employees to access resources and support, thus 
building a more engaged and productive workforce.

Case Studies
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Build a Culture of Diversity and Inclusion

A diverse and inclusive culture is not only ethically important 
but also drives better business results. Deloitte’s case study 
highlights how fostering an inclusive environment through 
structured diversity programs can enhance employee 
engagement and performance.

Monitor and Sustain Change

Maintaining cultural change needs constant monitoring and 
adaptation. Companies should keep improving HR processes, using 
analytics to fine-tune strategies and align with organizational goals. 
Regular feedback and flexibility are essential for ongoing success.

By understanding the technical intricacies and using best practices 
from these case studies, a new CHRO can effectively lead cultural 
transformation, ensuring a strong and progressive company 
culture that supports overall business success.
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McKinsey's Agile 
HR Practices

McKinsey supports 
the shift to agile HR 
practices, emphasizing 
the need for flexible career 
paths and capability 
building. This approach 
helps organizations 
stay competitive and 
responsive to changing 
business needs.

CASE STUDY
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06
MANAGE YOUR BOSS 
WITH STRATEGIC 
PRECISION

The relationship between a CHRO 
and the CEO is essential, influencing 
the overall success and strategic 
alignment of the organization.

Managing this relationship involves 
a mix of technical acumen, strategic 
insight, and interpersonal finesse.

Here are the key strategies and 
supporting case studies to help you 
master this critical aspect of your role.
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Strategic Alignment 
& Communication

Alignment on Goals:  
It is essential to align with your 
CEO on strategic goals and how 
success will be measured. Clear, 
concise communication about 
your onboarding plan and how 
it aligns with the CEO's vision 
is crucial. This includes setting 
mutual expectations and regularly 
updating your CEO on progress 
and any necessary adjustments.

Metrics and Data-Driven Decisions:  
CEOs are heavily focused on 
metrics. Translating HR initiatives 
into quantifiable data is essential 
for gaining support. This includes 
tracking metrics such as employee 
turnover rates, engagement 
scores, and time-to-hire.

Regular Updates and Feedback:  
Establish a routine for regular 
check-ins with your CEO to discuss 
progress, challenges, and insights. 
This ongoing dialogue helps 
in maintaining alignment and 
adapting to any changes in the 
business environment.

Case Studies 
& Examples

 
Satya Nadella, CEO of Microsoft, 
and Kathleen Hogan, CHRO, 
have demonstrated a successful 
partnership through regular 
communication and alignment on 
Microsoft's cultural transformation 
goals. Their approach emphasizes 
empathy, continuous learning, and 
employee empowerment.

 
During the leadership of Ginni 
Rometty, IBM’s CHRO Diane Gherson 
played a crucial role in aligning HR 
strategy with business objectives, 
particularly around the adoption of 
AI and cloud computing. Regular 
strategic meetings ensured that 
HR initiatives supported IBM's 
technological advancements.

 
Unilever's CEO Alan Jope and 
CHRO Leena Nair have showcased 
how aligning HR strategy 
with sustainability goals can 
drive business success. Their 
collaboration on initiatives such 
as the Sustainable Living Plan 
highlights the importance of a 
shared vision and mutual support.

1 
 
 
 
 
 
 
 
 
 

2 
 
 
 
 
 
 

3
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Practical Tips for Managing the CEO Relationship

Build Mutual Respect:  
Develop a relationship based on mutual respect and trust. 
This involves understanding each other’s working styles and creating a 
safe space for open dialogue. The ability to have difficult conversations 
constructively is a hallmark of a strong CEO-CHRO partnership.

Show Business Acumen:  
Demonstrate your understanding of the broader business context. 
This means being well-versed in the company's financial performance, 
market challenges, and strategic opportunities. Your CEO needs to see 
you as a strategic partner, not just an HR specialist.

Leverage External Networks:  
Engage with external networks and bring fresh perspectives to the CEO. 
This could involve insights from industry conferences, HR think tanks, or 
benchmarking against competitors. For instance, P&G’s CHRO often brings 
insights from external HR forums to enrich strategic discussions with the CEO.

Be the Culture Champion:  
Ensure that your role as a culture champion is clear. The CEO often relies 
on the CHRO to lead cultural transformations and employee engagement 
initiatives. At companies like Google, the CHRO plays a crucial role in 
maintaining the innovative and open culture that the company is known for.

Develop Leadership Programs:  
Implement leadership development programs that align with the company’s 
strategic objectives. These should be designed to build a pipeline of future leaders 
who can drive the company forward. GE’s leadership development program is a 
prime example of aligning HR initiatives with long-term business strategy.

1 
 
 
 

2 
 
 
 

3 
 
 
 

4 
 
 
 

5

Josh Bersin emphasizes the importance of leadership 
alignment and managing the CEO relationship effectively. 
The CHRO must manage complex organizational dynamics 
and maintain strong communication with all stakeholders.

THE NEW CHRO'S PLAYBOOK | 28

https://joshbersin.com/2019/10/the-new-role-of-chro-making-work-more-human/


CONCLUSION

Effectively managing the CEO relationship needs strategic insight, technical skills, and 
strong interpersonal abilities. Align on goals, use data, and keep communication open 
to build a strong partnership with your CEO. Learning from successful companies can 
offer valuable tips and approaches to enhance this critical aspect of your role.
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07
COMMUNICATE 
EFFECTIVELY

Effective communication is the 
cornerstone of successful leadership, 
especially for CHROs managing 
complex and dynamic organizational 
environments. The ability to convey 
your strategic vision, build trust, 
and build a cohesive culture hinges 
on clear, consistent, and impactful 
communication. 

Here’s an in-depth look into 
strategies and best practices for 
mastering communication as a 
CHRO, bolstered by real-world 
examples and case studies.
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Tailor Your Message

Your communication should be tailored to the readiness and interests of 
your audience. This means understanding their concerns, motivations, 
and the context in which they operate. For instance, General Electric’s 
former CHRO, Susan Peters, emphasized the importance of aligning 
communication with business strategy to ensure clarity and relevance.

Consistency and Reinforcement

Consistency in messaging helps reinforce your strategic agenda 
and values. Repeatedly articulating your vision and goals across 
different platforms ensures that the message is embedded in 
the organizational culture. Johnson & Johnson’s Credo is a prime 
example, where consistent communication of their core values has 
been integral to their operations for decades.

Use Modern Comms Tools

Harness modern communication tools and platforms to reach 
different segments of the workforce effectively. Tools like Slack, 
Microsoft Teams, and Asana can enhance real-time communication 
and collaboration. Atlassian successfully uses these tools to maintain 
alignment and streamline communication across global teams.

Engage Through Storytelling

Storytelling can make your message more relatable and 
memorable. Sharing stories that reflect organizational values 
and successes can build a stronger connection with employees. 
Southwest Airlines uses storytelling to celebrate employee 
achievements and reinforce its customer-centric culture.

Measure Communication Effectiveness

Use metrics and feedback to gauge the effectiveness of 
your communication strategies. Surveys, focus groups, and 
engagement analytics can provide insights into how well your 
messages are being received and understood. IBM employs 
comprehensive metrics to continuously improve its internal 
communication strategies (source: IBM Think Blog).
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Crisis Communication

In times of crisis, rapid and transparent communication is 
critical. Acknowledge the situation, provide clear guidance, and 
maintain a steady flow of information to reassure and guide 
employees. During the COVID-19 pandemic, Microsoft effectively 
communicated remote work policies and health guidelines, 
maintaining employee trust and productivity.

Use Tech for Personalization

Use AI and data analytics to personalize communication. 
Personalized messages can increase engagement and relevance. 
Netflix uses data analytics to personalize employee training and 
communication, resulting in higher engagement and satisfaction.

Visual Communication

Incorporate visual aids like infographics, videos, and 
slides to make complex information more digestible. 
Salesforce frequently uses visual content in its internal 
communications to enhance understanding and retention.

Promote Two-Way Communication

Encourage feedback and dialogue to make communication a 
two-way street. This not only makes employees feel heard but 
also provides valuable insights for improving communication 
strategies. Google builds an open communication culture 
through regular town halls and Q&A sessions with leadership.

Cross-Cultural Communication

In global organizations, understanding and addressing cultural 
differences in communication styles is essential. Coca-Cola has 
developed robust cross-cultural communication strategies to ensure 
coherence across its global operations (source: Coca-Cola Journey).
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Real-Time Updates

Provide real-time updates on important issues and changes within 
the organization. Real-time communication tools can help in keeping 
everyone informed promptly. Tesla uses internal apps to provide real-time 
updates to their workforce, ensuring everyone is on the same page.

Transparency

Being transparent in your communication builds trust. Share 
both successes and challenges with your team to create a culture 
of openness. Buffer, a social media management company, 
practices radical transparency by sharing company financials 
and decision-making processes openly with employees.

Emotional Intelligence

Use emotional intelligence to tailor your communication 
style to different individuals and situations. This can help 
in managing conflicts and building stronger relationships. 
Adobe emphasizes emotional intelligence in its leadership 
training programs to enhance communication skills.

Use of Social Media

Use social media platforms for internal communication. 
Platforms like Workplace by Facebook can help in creating 
a social and collaborative work environment. Zappos uses 
social media to keep employees connected and engaged.

By integrating these strategies and learning from industry leaders, CHROs can 
enhance their communication effectiveness, thereby fostering a more engaged, 
aligned, and productive workforce.
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Microsoft's 
Communication 
Strategy

Microsoft's CHRO, 
Kathleen Hogan, 
highlights the importance 
of a purpose-driven 
approach and clear 
communication to 
maintain a positive 
employee experience 
during challenging times 
(HR Executive).

CASE STUDY
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08
AVOID COMMON 
PITFALLS

Avoiding common pitfalls is 
important for a new CHRO to 
maintain momentum and credibility. 

Here are some detailed strategies 
to overcome the most frequent 
challenges, supported by technical 
information and case studies.
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CASE STUDY

The new CHRO at Procter & 
Gamble developed a detailed 
100-day plan focusing on key objectives 
like enhancing employee engagement 
and streamlining HR processes.

This plan was periodically reviewed and 
adjusted, leading to a 15% increase in 
employee satisfaction within the first 
year of the P&G HR Strategy.

CASE STUDY

The CHRO at IBM implemented 
a phased approach to decision-making, 
involving thorough analysis and 
stakeholder consultations. This method 
reduced turnover by 10% and improved 
morale in IBM HR Practices.

CASE STUDY

The CHRO at Microsoft 
initiated monthly board meetings 
to discuss HR strategies and 
progress. This approach ensured 
alignment and supported major 
HR initiatives, such as diversity 
and inclusion programs and 
Microsoft HR Strategy.

Lacking a Formal Plan

A formal plan for the first 100 days 
is crucial. It should include clear 
objectives, timelines, and milestones. 
Studies show that leaders who plan 
are 30% more likely to succeed in 
their role. An effective plan should 
be dynamic, allowing adjustments 
based on new insights and 
changing circumstances.

1

Making Rash Decisions

New CHROs have a wide scope 
for action but should avoid hasty 
decisions. A deliberate approach helps 
in understanding the underlying issues 
and crafting sustainable solutions. 
Analysis shows that premature 
decisions often lead to a 25% 
increase in turnover rates.

2

Failing to Connect with the Board

Early and effective communication 
with the board is essential. Regular 
updates and involving board members 
in strategic discussions can bridge gaps 
and align goals. Research indicates that 
40% of CHROs who frequently engage 
with their boards are more likely to 
achieve strategic objectives.

McKinsey - Board Engagement.

3
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CASE STUDY

Google’s CHRO embraced 
the unique culture and 
leveraged innovative HR 
practices to enhance employee 
engagement, resulting in a 
30% increase in productivity - 
Google’s HR Innovations.

CASE STUDY

General Electric's CHRO 
implemented open-door 
policies and regular town 
hall meetings, fostering 
transparency and trust across 
the organization -  General 
Electric HR Policies.

CASE STUDY

Salesforce’s CHRO created 
forums for employees to voice 
their opinions and suggestions, 
leading to improved innovation 
and a more inclusive workplace 
-  Salesforce Employee 
Engagement.

Living in the Past

Relying on past experiences without 
adapting to the new organization's 
context can be detrimental. Flexibility 
and openness to new ideas are crucial. 
Studies suggest that CHROs who 
adapt their strategies to the current 
organizational culture see a 20% 
improvement in performance metrics.

Forbes - Adapting to Culture.

4

Becoming Isolated

Visibility and accessibility are key. 
Engaging with employees at all 
levels helps in understanding 
their concerns and building 
trust. Research shows that visible 
leadership can improve employee 
trust by up to 35%.

Deloitte - Visible Leadership.

5

Stifling Dissent

Encouraging diverse opinions can 
lead to better decision-making and 
innovation. Suppressing dissent 
may result in losing valuable 
insights and talented employees. 
Studies show that inclusive 
environments have 1.7 times more 
likelihood of being innovation 
leaders in their market.

Gartner - Inclusive Environments.

6
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CASE STUDY

The CHRO at Johnson & 
Johnson balanced relationships 
by setting up cross-functional 
teams to ensure comprehensive 
input into HR strategies - 
Johnson & Johnson Cross-
functional Teams.

CASE STUDY

The PepsiCo CHRO identified 
key influencers through 
network analysis and 
engaged them in strategic 
initiatives, ensuring smoother 
implementation of HR policies 
- PepsiCo Network Analysis.

CASE STUDY

Unilever’s CHRO prioritized 
sustainability and employee 
well-being, leading to significant 
improvements in both areas 
and enhancing the company’s 
reputation - World Economic 
Forum - Employee Well-being.

Overplaying the CEO Relationship

Balancing attention between 
the CEO and other stakeholders 
is crucial. Overemphasis on the 
CEO can alienate other important 
constituencies. Effective CHROs 
allocate their time equitably, 
ensuring all voices are heard.

HBR - Balancing CEO Relationships.

7

Misreading Power Sources

Understanding the real influencers 
within the organization helps in 
navigating politics effectively. 
Regularly updating this 
understanding is important as 
power dynamics can shift.

LinkedIn - Influencers in Organizations.

8

Picking the Wrong Battles

Focusing on high-impact issues 
rather than trivial ones is critical. 
Prioritization based on strategic 
importance ensures that efforts 
yield significant results

Unilever Sustainability Efforts.

9
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CASE STUDY

Amazon’s CHRO established 
clear performance metrics 
and provided continuous 
development programs, 
resulting in a highly productive 
HR team - Amazon HR Metrics.

Not Addressing Your Team

Clear expectations and strong 
leadership are essential for team 
effectiveness. Regular feedback and 
development opportunities are vital. 
Teams with clear goals and strong 
leadership are 50% more productive.

Gallup - Team Productivity.

10

By understanding and avoiding these common pitfalls, new CHROs 
can significantly enhance their effectiveness, ensuring a smooth 
transition and long-term success in their role.

1. SHRM - Importance of Planning

2. Procter & Gamble HR Strategy

3. Harvard Business Review - Decision Making

4. IBM HR Practices

5. McKinsey - Board Engagement

6. Microsoft HR Strategy

7. Forbes - Adapting to Culture

8. Google’s HR Innovations

9. Deloitte - Visible Leadership

10. General Electric HR Policies

11. Gartner - Inclusive Environments

12. Salesforce Employee Engagement

13. HBR - Balancing CEO Relationships

14. Johnson & Johnson Cross-functional Teams

15. PepsiCo Network Analysis

16. LinkedIn - Influencers in Organizations

17. Unilever Sustainability Efforts

18. World Economic Forum - Employee Well-being

19. Gallup - Team Productivity

20.  Amazon HR Metrics
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The first 100 days as a new CHRO 
are critical in setting the tone for 
your tenure and establishing your 
leadership within the organization. 
By following a structured plan, 
aligning with key stakeholders, and 
focusing on strategic priorities, you 
can build momentum and drive 
meaningful change. 

The insights and strategies 
outlined in this guide, supported 
by real-world case studies, provide 
a comprehensive framework for 
navigating this crucial period. 

Remember, success in your role 
as a CHRO not only impacts the 
HR function but also contributes 
significantly to the overall success 
and resilience of your organization. 

Embrace the challenge, 
leverage your expertise, 
and lead with confidence 
to make a lasting impact.

Hit the Ground Running: 

YOUR FIRST 100 DAYS 
AS A NEW CHRO
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