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AVC-CHRO Vision Session

Presenter Notes
Presentation Notes
Hello Everyone. Thank you for joining me in this session. My name is Alex Najera and I am excited to be one of your finalists for the AVC of Human Resources. Having been a staff member here before, I know how precious and limited your time is. I genuinely value and appreciate the fact that you’ve set aside some time to dialogue with me on this very important role. 
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Vision Session Goals

HR Challenges & Opportunities

UCR HR Challenges & Opportunities

Vision For Human Resources

Presenter Notes
Presentation Notes
Today’s session is focused on sharing my perspective for these three general topics. They’ve given me 20 minutes to capture my thoughts on these topics. For those of you who know me, you understand how challenging that can be for me, but I will do my best.

My goal, for this session is that through this opportunity, you arrive at a clear sense of the type of leader, partner and servant I would be for you and for the campus community at large. I think it is important to understand this because the issues and opportunities we discuss today are only a snapshot in time. Anyone who has worked in higher education or the public sector knows all to well that there will never be a shortage of challenges and opportunities. Even if we are able to resolve all the obstacles identified today, new ones will emerge because the world keeps turning and the University continues evolving. In my perspective, the fundamental question that needs to be addressed is “How will they lead?”  How will they respond to the world’s challenges, an unexpected global health crisis, an economic downturn, a change in campus leadership. The responses to those types of questions are invaluable because you need a leader that will adapt to the needs of the campus.

My ambition is that at the end of these session, you will have a clearer sense of your answer to those questions. But before I get to that, I am going to break with standard interview protocol and share a personal testimony.





“What we learn 
becomes part of 

who we are.”
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Presenter Notes
Presentation Notes
It was right after Fathers Day 2020. This was during the first summer of COVID. At this time in the Pandemic, as we remember, hospitals were severely overwhelmed and often times when people who went into the hospital due to COVID did not always come out. It was the time when patients would go in alone and families would not be able to have regular contact with their loved ones. It was during this period  that I contracted COVID and became incredibly sick. I suffered through 9 days of very high fevers (102 – 103). My oxygen levels kept dropping , below 88 and not trending well. I found it hard to breath let alone move. When I called Kaiser to see if I should go in, they advised me to stay home because basically I was still breathing on my own and sadly was better off than the patients already in there. 

I labored to breath. It hurt to move, and I felt a fog in my mind like I had never known before. There, isolated in a corner of my house with the sounds of my kids in the other part of my home, I made one of the most uncomfortable calls I’ve made in my short life. I contacted my benefits manager at CSUSB and shared my situation with her. I told her that things were looking good and that I might need to go to Kaiser. I then proceeded to walk through with her what I needed her to do if I was admitted into the hospital. I shared that as strong as my wife is, the one thing she would not do if I passed was deal with benefit issues – my life insurance, my death benefit, my pension etc. I never told my wife about that conversation until well after I had recovered from COVID.

Thankfully, I did get better, but it came at a great cost. After more than a decade of neglecting my health. Of not eating right, not resting, not taking care of myself and continuously pushing my self physically and mentally, my body finally gave out. All the percolating medical conditions and issues lingering around the corner sprang out into the light – impossible to ignore any more. It felt like I had every major organ system start to fail on me. On top of that I had developed a life-long condition that if not managed would eventually take me. My doctor said I needed to make some major changes fast. And so I did. Much to the dismay of my employer, I took the leap of faith resigned from a role where I had done very well in and was respected by the campus. I sold the house we loved and spent nearly four months focused on my mental and physical improvement.  I spent time with my family – really spent time with them. I spent time with myself and learned what life looked like when not consumed with work. 

At the time it was all happening I felt like a failure and weak. But as time has passed, I’ve come to see what a blessing that experience has been. I’ve come to understand that in my weakness I actually was made stronger. Before that experience, I was living through one fractal of my life and had lost perspective of all the things that mattered. So why am I sharing this very personal information with you at this job interview? For one, as this quote indicates,” what we learn becomes part of who we are.” I was greatly changed by this experience. While I was a thoughtful individual before and aspired to be a caring leader, the experience of 2020 along with the recovery since then has really cemented for me who I am, who I want to be to others, and what type of leadership philosophy I would bring to this role. Ultimately, that is at the heart of what you and the rest of the campus need to determine. Is this person and their approach to life and work the kind of person we need at this organization? Not simply can they fixe today’s problems – which are important but also transient – but do they have the disposition and heart to lead through what is and what will be. 

Out of this experience, I’ve developed into a restorative leader. What does that mean? Restorative leaders are those who feel comfortable in their own skin. They are open to other people and other points of view. They are focused on creating connection with those around them, and establishing environments rooted in safety so everyone can show up and be their best. As a restorative leader is comfortable in not knowing everything ad confident that a solution can be found through co-creation and collaboration instead of control. Restorative leaders balance having clear expectations and accountability with an understanding of the value of  forgiveness and learning from mistakes. Restorative leaders encourage those around them and celebrate and support the whole human. I challenge the people I lead to be their best, to stand for what’s right and to walk the fine line between truth and grace.

This perspective, these values underpin who I am and how I led, and it sets up what my vision of HR would be going forward.





•
•
•
•
•

Human Resources As

UCR Human 
Resources Vision
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• Employee Health & Wellbeing
• Talent Attraction & Retention
• Prioritizing Org Development & Culture
• Employee Training, Development & Engagement
• Navigating Post COVID Work Realities

HR Opportunities & Challenges

Presenter Notes
Presentation Notes
Start with the Opportunities and Context: The challenges listed here are not all limited to UCR but are challenges in part facing Higher Education Institutions and beyond
Break from past paradigms 
Reimagine HR value and purpose
Candidly address unhealthy drivers/habits
Demonstrate people are greatest resource

Talent Attraction & Retention (Challenges/Opportunities):  
Rising wages are here to stay unless they’re partially offset by a recession or automation. Companies are setting aside an average 3.9% of total payroll for wage increases in 2022. Pay will continue to rise through 2023 and beyond, especially for blue-collar jobs. Companies with toxic or even just mediocre cultures will have no choice but to continuously raise wages. HR will need to double down on non-monetary aspects of the employee experience, such as career growth opportunities and work flexibility, as it becomes impossible for employers to keep wages in line with inflation.

Employees have awakened to the reality that they don’t need to have a corporate or central employer to meet their needs. COVID has crystalized their priorities and contextualized for them that securing that promotion, being recognized as the next big “it” person at a job does not carry the same weight. This is even more prominent for our newer generation of employees – Gen Zers. This paradigm shift is here to stay. If employers cannot wrap their mind around this mental framework shift then they will be using tools and techniques that come across as outdated and tone deaf.

Opportunities:  
Money may get people in the door, but it can’t make them stay, as there will always be an opportunity to make more elsewhere. However, the one thing your competitors can’t easily duplicate is your company’s culture—its’ values, beliefs, behaviors, and default attitudes about how and when work gets done.

The opportunity our organization faces is to reset and revitialize the work culture to help them transition to this new paradigm. Providing comprehensive compensation and employee benefits packages coupled with meaningful experiences and greater sense of purpose and autonomy. Capitalize on fact that talent no longer is limited to a geographical location. Organizations must incorporate as much flexibility as is operationally feasible. This will look different for each industry. That’s not to say there is one single model of remote work arrangement that needs to be implemented but we must really push ourselves past our comfortable previous models and see how we modernize to meet the reality of the current workforce. Survey after survey (CUPA, Paycor, PWC, Willis Towers Watson) point the three drivers here as CULTURE, SALARY/BENEFITS and FLEXIBLE WORK ARRANGEMENT. 

Employee Health & Wellbeing: Foundational Issue (Challenges)
Amongst most critical issues facing HR post 2020 is the preeminence of employee health and wellbeing. This has gone from being an important element of a good work environment to a critical factor. It also has evolved to include an emphasis on incredible importance of mental health. Survey after survey, including the recent CUPA survey released in July 2022, speaks to how critical this has become for all facets of HR. This is a foundational item. If this is not done well then none of the other focus areas (Talent Attraction, retention, engagement, development etc) will matter. An organization could have the best theoretical talent acquisition, development and retention strategies but if the lived experience of employees is perpetual exhaustion, burnout and cynicism, they will choose to leave or tune out. We will be in an endless cycle that only depends the environmental challenges an organization faces. Most dangerous of all is that this perpetual cycle of loss has a compounding and pervasive effect. It places greater and greater weight on those that remain causing increase physical and mental strain and makes the task of digging out of that “hole” greater and greater. 

Employee Health & Wellbeing: Foundational Issue (Opportunities)
Embrace and adjust to the inevitable and permanitized change that COVID has introduced by ensuring current work models prioritizes employee health and well being. Helping to infuse our work with autonomy, flexibility, responsive to evolving needs of employee to the greatest extent operationally feasible

Make building a healthy work relationships that build trust, respect, and autonomy for employees a cornerstone of how we live, work and define success
Prepare for continuing compliance and legal changes (key part of the technical training that needs to be included as part of workflow) 

Org Development post COVID 
Is an effort that focuses on improving an organization’s capability through the alignment of strategy, structure, people, rewards, metrics, and management processes. HR initiatives focus on people practices. Desired outcome is the design, development, and implementation of the solution or set of solutions meant to correct the problems, close gaps, improve or enhance organizational performance and effectiveness, or seize opportunities. Outputs may include a communication plan, a role-and-responsibility matrix, a training plan, a training curriculum, an implementation plan, a risk management plan, an evaluation plan, or a change management plan.

 Human process initiatives that include team building, interpersonal and group process approaches, and coaching and fostering communication and collaboration
 Techno-structural initiatives that include restructuring organizations (i.e. flexible work design, business process engineering, total quality management, quality of work life)
 Human resource management initiatives that include employee engagement, employee experience, performance management, employee development, succession planning, coaching and mentoring, career development, and diversity awareness
 Strategic initiatives that include organization transformation, culture change, leadership development, and attraction and retention initiatives

Training & Development: 
Ability to have responsive upskilling and reskilling (UCR is also right-skilling) in an ever-changing landscape. Employees want learning, upskilling and reskilling opportunities – Gartner Study cites that # of skills require for a job increases 10% year over year. Employees understand this and see employers support of upskilling and reskilling as indication of investment and care for them. 

Identify new solutions for training programs and professional development that accounts for rapidly changing technical skills and long-term transferable skills. Consider using Employee Development Committees
Technical training has shortest self-life so build it into workflow as much as possible which keeps people update, informed and engaged
Long-term transferable skills have longer shelf life and should be cumulative to help practitioner improve how they deliver the service (critical thinking, emotional & social intelligence, communication, change management). Long term skills need to be seen as foundational for long term leadership opportunities and leadership development. 

Embracing Inevitable Change: 
Supervisors do not feel comfortable or prepared (still) to continue supervising remotely. (IC) Creating a tension between managers and employees. Caught unprepared with outdated policies and we had no idea how to manage remote teams. (MGR)

With exhaustion compounding heavy workloads, the idea of ongoing change can really dampen the spirit of a team. This is particularly true if the change that is occurring feels disjointed, uninformed, unclear, and divorced from the lived reality of staff. Rather than experiencing change as a challenging but productive opportunity, it is seen as a mill stone tied around an already beleaguered group. 

Employers must embrace the inevitable change that COVID has introduced and understand that in this new reality, continued flexibility and understand is critical.
Prepare for continuing compliance and legal changes (key part of the technical training that needs to be included as part of work flow)
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• Navigate Leadership Instability Impacts
• Revitalize HR Culture, Values & Community
• Ensure Ongoing Resource & Service Alignment 
• Make Staff & Ops Investment A Cornerstone
• Establish A Unified Campus HR Voice

UCR HR Opportunities & Challenges

Presenter Notes
Presentation Notes
I liken the conditions at UCR currently to that of an advanced stress fracture. Stress fractures are dangerous because it is difficult to identify crack in a bone caused by repetitive stress and force, overuse and increasing the amount or intensity of an activity too quickly. Bone adapts gradually to increased loads through remodeling a normal process that allows a bone to naturally breakdown then rebuild. Bones subjected to unaccustomed force without enough time for recovery limits the ability to rebuild stronger bones

It starts off as something barely noticeable with just some tenderness and minor pain. However, if left untreated treated or incorrectly treated, the fracture only gets worse either healing improperly, leading to arthritis or significant loss of use. Left untreated, there is a significant diminishment if not loss of many of the critical functions. The ability to bear weight, ability to function with other key body parts for the purposes of movement and healthy activity are negatively impacted until it no longer is what it used to be. In the worse case scenario it develops into a full break. Let me walk you through some of these elements and challenges present at UCR HR

Long term leadership instability: 
 Unit has had turnover in the leadership ranks for several years and extends beyond CHRO position. 
Without a stable leadership team any organization experiences a fragmented and silent “Voice”. The ability to have an effective influence on decisions that affect HR and the broader employee experience is diminished. 
Instability also makes it difficult for the remaining employees to make decisions on strategic investments for the organization. Discussions and decisions on succession planning, long term budgeting, training and development, department culture, technology enhancements are placed are suspended. This creates the conditions for employees to feel less engaged, more discontented, and motivated to seek opportunities elsewhere. 

Revitalize Culture, Values & Community – Building a Resilient Organization
Create a culture around 4 basic themes 
Establish and maintain a high-trust workplace where employees feel psychologically safe.
Prioritize communication and transparency because it builds trust and authenticity
Work with HR Leadership to enhance effectiveness in managing change dynamics for teams

Purpose & Resource Misalignment – The organizational and leadership instability also introduces a situation where the resources of the department (people and finances) are not aligned with the purposes, projects, or strategic initiatives of the campus. Without a coherent and stable voice, decisions to embark on new efforts or projects only place further strains on an already limited existing resources resulting. These were challenges that existed before COVID. Add to those conditions the paradigm shattering COVID experience and what transpires is a group of dedicated and determined professionals who feel over extended, fatigued, undervalued and out of balance. This reality is not just UCR HR but really is a challenge facing higher education and public sector employers in general. A recent CUPA survey released this summer affirms that these conditions have led more than 70+% of higher education professionals to consider changing roles, leaving current employers or the industry in general. 

Paradoxically, the chain of events described becomes a vicious cycle that once started is difficult to break. If left unattended, unaddressed with a thoughtful and concerted approach, the organization finds itself in a quicksand environment whereby, like quicksand, the more you thrash around aimlessly the deeper you go. Slowly, and in some cases not so slowly, talent begins to leave. Institutional knowledge begins to diminish. Unit cohesion and efficacy drops. Positions go longer and longer without being filled leaving more and more on the employees that remain, pushing more to feel disengage from work or leave work altogether. Round and round it goes until you reach a point where it is no longer simply a diminishment of service quality but the disablement of service capabilities.

If I had to sum up the challenge HR faces in a simple statement, I’d say HR has operated under severe stress fracture conditions and it has finally reached a breaking point. The efforts of the current staff and  HR leadership are admirable, but unsustainable. The good news is that the campus has taken measures to acknowledge the ailment and is engaged in the effort to take the difficult but necessary measures to help stabilize HR. 




• Strengthen Team Efficacy
• Focus on Transparency & Trust
• Revitalize Culture and Values
• Address Baseline Needs/Structure
• Deepen, Widen Realign Talent Pool
• Mend Networks & Partnerships
• Make communication a cornerstone

Empowerment 
Leadership
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Pathway 
Forward

Presenter Notes
Presentation Notes
Strengthen Team Efficacy
Belief that they can be successful when carrying out a particular task. It is more than just providing training or enhancing skills. It is the psychological and emotional belief that there exists a psychologically safe, supportive environment where you will be provided with the tools, opportunity for success. This is about dialogue and engagement.


Transparency/ Trust Revitalizing organizational culture, values. – 

Trust is also one of the most essential forms of capital a leader has. Building trust requires thinking about leadership from a new perspective. The traditional leadership narrative is all about you: your vision and strategy; your ability to make the tough calls and rally the troops; your talents, your charisma, your heroic moments of courage and instinct. But leadership really isn’t about you. It’s about empowering other people as a result of your presence, and about making sure that the impact of your leadership continues into your absence.

Trust has three core drivers: authenticity, logic, and empathy. People tend to trust you when they believe they are interacting with the real you (authenticity), when they have faith in your judgment and competence (logic), and when they feel that you care about them (empathy). When trust is lost, it can almost always be traced back to a breakdown in one of these three drivers.

My job as a leader is to create the conditions for my people to fully realize their own capacity and power. And that’s true not only when I’m in the trenches with them but also when I’m not around and even—this is the cleanest test— We call it empowerment leadership. The more trust one builds, the more possible it is to practice this kind of leadership. Foundational to this is having a psychologically safe workspace. There are several things we need to do to facilitate psychological safety, including:�
 inviting participatory leadership: giving people a say in the priorities for their teams
 providing opportunities for autonomy in the things people own
 defining individual roles or role clarity—what is the team depending on me for?
 warm regard (teams that spend time together and have fun together).
 Invest in intentional, deliberate communications to help team members see the role they play in driving success forward
 Connect daily work to business strategy and then empower them to get work done to help feel more invested and engaged

Organizations are five times more likely to have a successfully and sustained transformation when leaders role-model the behavior they are asking their employees to make. It is paramount to establish a cadence that moves the organization forward and achieves strategic objectives in a manner that acknowledges the realities of fatigue, burnout, and duress of these past 2.5 years. Not to stop from striving but to stride with clear purpose and at a pace that let’s employees know their well being, their development, their prosperity is a priority.  It is not enough to tell employees they are valued, having dollars allocated for training programs, establishing performance enablement programs will not take root if employees are too over extended, fatigued and unable to take advantage of these efforts. The efforts, comments and concerns will not be seen as genuine.

HR Leadership Team must consistently engage in the effort of being coaches and employee advocates. Helping our leaders be the best mentors and coaches they can be is critical to having a fighting chance in the talent acquisition and retention battles. Employees may leave a job for sub par pay and benefits but they WILL leave a job for a less than effective leader. Leadership development needs to help leaders understand that their # 1 measure of success is being able to keep projects and initiatives on track and that is done by supporting employees in all the facets they need and removing roadblocks to their success. To truly be successful at this, it requires good communication, empathy, awareness and strong acumen.

Address organizational baseline needs – OD Work
Candid dialogue with Campus Senior Leadership on the correct alignment of available resources with the Campus’ strategic needs and goals. Current allocation and nature of allocation is not sustainable if we wish to proceed with the work at hand or future endeavors. Being able to finally right size expectations to resources will go a long way to staff buy-in.. HR employees must have a clear sense of key projects, impacts to their world and their role in the organizations future success 

Honest and regular dialogue and information sharing with leadership, with HR colleagues and campus community about needs. Need to build employee confidence in the organization, its’ leadership team and our focus on their well being. Need to focus on engagement by building both a sense of “team” and a sense of “team spirit” keeping people invested in the culture, mission and purpose of the organization. Reestablish a unified and coherent for voice for HR.  Need to connect with employees and have a candid conversation on their sense of engagement as well as understand the factors contributing to that from their perspective. 

Deepen & Widen HR Talent Pool
Identify new solutions for training programs and professional development that accounts for rapidly changing technical skills and long-term transferable skills.
Technical training has shortest self-life so build it into workflow as much as possible which keeps people update, informed and engaged
Long-term transferable skills have longer shelf life and should be cumulative to help practitioner improve how they deliver the service (critical thinking, emotional & social intelligence, communication, change management). Long term skills need to be seen as foundational for long term leadership opportunities and leadership development. 
Leadership development needs to help leaders understand that their # 1 measure of success is being able to keep projects and initiatives on track and that is done by supporting employees in all the facets they need and removing roadblocks to their success. To truly be successful at this, it requires good communication, empathy, awareness and strong acumen





Presenter Notes
Presentation Notes
Thank audience again for joining. 
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