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No One Likes Change

“If you want to make enemies, try to 

change something”

~Woodrow Wilson
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No One Likes Change

“People are very open-minded 

about new things, as long as they’re 

exactly like the old ones.”

~Charles F. Kettering
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No One Likes Change

“There is nothing more difficult to 

take in hand, more perilous to 

conduct, or more uncertain in its 

success, than to take the lead in the 

introduction of a new order of 

things.”

~Nicolo Machiavelli



5

So Why Disrupt

• Improve performance

• Improve the bottom line

• Enhance the competitive edge

• Keep pace with the evolving business 

community
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Our Story
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Who We Are



Points of Pride
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Our Original State



The Challenge

• 1 university

• 3 business units

• 3 approaches to delivering 

HR services

• 3 reporting lines for HR

• 2 sets of procedures 

• 1 client caught in the middle



The Opportunities

• Timing

• New Players

• New Role for HR



UCI’s Strategic Plan

Four Strategic Pillars



HR’s Impact on the Strategic Plan
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HR Transformation
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HR Transformation
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Key Roles to Transform HR
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Key Roles to Transform HR
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Key Roles to Transform HR
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Key Roles to Transform HR



The New Model 
Model
Original State
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Goals of New Model

• IMPLEMENT enterprise-wide strategy

• INTERPRET and APPLY policies and 

practices consistently

• REDUCE redundancies

• LEVERAGE best practices

• RESPOND quickly to change

• EMPOWER PEOPLE SUCCESS



UCI’s New Model for HR
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HR Business Units

• Each led by an executive director
• Focus on providing excellent 

customer service to clients 
• Three main areas:

• Client Services – direct client 
access

• Specialized Services – HR 
subject matter experts

• Organizational Services – LSU 
support
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Partnership



People Services

• Provides Tier 0 platforms and Tier 1 
information/case triage

• Provides specialist support for 
“employment events” (recruit, hire, leave, 
WC/DM, retire)

• Delivers services directly to candidates, 
employees, and managers

• Processes or supports “transactions” and 
confirming appropriate approvals

• Generates, maintains, and retains records 
and documents

• Provides reports on operations (case 
volume, time-to-close)

• Manages day-to-day interactions with 
vendors and UCOP HR functions



Employee Experience Center
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Centralized UCI service team that 

supports all UCI employees, 

dedicated to answering 

commonly asked questions and 

providing support related to HR, 

UCPath, benefits, leaves, payroll, 

and HR systems.
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Service Tiers
Tier 0 Tier 1 Tier 2 Tier 3 Tier 4

Self Service People Services HR Generalists
Case Managers

Functional Experts
HRBPs

Partnership / Executive 
Directors

Employees Employees Supervisors / 
Managers

Chairs, Directors, CAOs Deans, Unit Leaders

+ Electronics tools 
(knowledge base, 
website, FAQs) to 
provide information 
and assist with 
navigation of 
programs and 
services

+ Staff and systems 
(case management) 
to support 
transactions, records 
management, and 
employee 
correspondence

+ System/data 
escalation support 
for all HRIS 
applications

+ Consultation and 
support for 
employees and 
managers related to 
specific workforce or 
employment 
situations or matters

+ HR systems support

+ Build and maintain 
security model 
across all HR 
applications

+ Consultation 
regarding workforce 
plans, programs, or 
structures to support 
unit and/or 
enterprise goals

+ Advice regarding 
complex or 
exceptional cases

+ Oversight of all tiers 
of service relative to 
unit and enterprise 
goals

+ Decisionmaking with 
regard to 
exceptional cases

+ Strategic partnership 
initiative leader

+ Initiate business 
process 
improvements

+ Accessing 
information and 
resources

+ Making basic 
requests / changes

+ Providing navigation 
of information and 
services

+ Executing processes

+ Reporting & People 
analytics supporting 
tools and training

+ Providing 
consultation and 
decision support

+ Interpreting policy 
and programs

+ Compliance 
reporting & trending

+ Reporting & 
analytics

+ Providing 
interpretation of 
policy or more 
detailed analysis

+ Evaluating complex 
cases

+ Providing strategic 
guidance

+ Authorizing 
exceptions

+ Evaluating and 
mitigating enterprise 
risk

+ Execute/manage 
formal system 
change control 
process
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Service Tiers
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Service Tiers
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Service Tiers
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Service Tiers
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Service Tiers
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Model Implementation

Phase I

Hired the team

Created the structure

Phase II

Changing 
perceptions

Introduced the 

HRBP Model

Phase III

Centralized 
administrative 
transaction with 
a focus on the 
client



Our Process

• Establish sense of urgency

• Form a powerful guiding coalition

• Create a vision

• Communicate the vision

• Empower others to act on the 

vision

• Create short-term wins

• Institutionalize new approaches



Establish Sense of Urgency



Form a Powerful Guiding Coalition
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Create a Vision
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Create a Vision
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Create a Vision



Realizing the Vision
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Measuring Success
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Measuring Success
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Communicate the Vision
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Communicate the Vision



Empower Others to Act



Create Short-Term Wins



Create Short-Term Wins



Create Short-Term Wins



Create Short-Term Wins



Create Short-Term Wins



Create Short-Term Wins



Create Short-Term Wins



Create Short-Term Wins



Institutionalize New Approaches



Institutionalize New Approaches



Institutionalize New Approaches



Institutionalize New Approaches



Institutionalize New Approaches



Institutionalize New Approaches



HR Points of Pride
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We’re Still Evolving

“To remain static is to lose ground”

~David Packard
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Our New Model Allows Us To Be…
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COVID-19 Support

TIMELY AND AGILE LEADERSHIP & SUPPORT

• Employee Experience Center

• Leave eligibility guidance

• Position Management Program

• Hiring guidelines

• Focus on the Frontline

• Telecommuting guidance

• Childcare for essential staff

• Tracking and reporting of all COVID-19 cases

• Continued onboarding to keep operations 

going

• Resumption of Work Activities committee 

• Engagement resources for remote work

• Extensive offerings for self-care and mental 

health

Empowering the UCI community to 
overcome COVID-19.



64

COVID-19 Support

EMPLOYEE RETURN TO WORK

• Resumption workgroup

• A Telecommuting mindset

• Social distancing in an office environment

• Staff health protection

• Accommodations

• Child care

• Employee screening app

• Clinical triage support from SOM

• Safety campaign and communication

Empowering the UCI community to 

overcome COVID-19.
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Support for Frontline Co-Workers

o 68,142 combined 

donations

o Onsite food trucks

o Groceries for 

COVID+ coworkers

Meal and Gift 

Card Donation
Pet & Music 

Therapy

o Individual, private 

30-minute 

support session

o Supportive 

counseling

Nursing Staff 

Support Services
Financial 

Wellbeing

Samueli Institute 

Wellness Programs

o One-on-One session 

with Fidelity

o Provide guidance 

during the economic 

impact of COVID

o Mindfulness & Meditation

o Guided Acupressure (no contact)

o Guided Massage (no contact)

o Yoga (no contact)

o Stress management strategies

o To date, served for 14,000 

coworkers

o Trained therapy 

dogs to benefit 

patients and 

coworkers

o "Music to Heal"
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Support for Remote Co-Workers
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One More Word on Change

“If you’re offered a seat on a 

rocket ship, don’t ask what seat. 

Just get on.”

Sheryl Sandberg



UCI HR Strategy

Empower 

People 

Success


