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• Future of Work / Return to Onsite Work Project Plan

• Key Takeaways



Return to Onsite Work

The Charge

• Transition back to campus; fully operational by September 1
o This plan is premised on the assumption that the large majority 

of our community members will be vaccinated by the fall.

• Analysis of current workplace models
o COVID-19 remote work lessons and opportunities
o Potential long-term remote or hybrid work opportunities

(subject to supervisor approval)



Future of Work Vision Statement

UCI FUTURE OF WORK VISION STATEMENT

We envision an environment that supports our best work, regardless of location, in
pursuit of our mission of academics, research, health care and public service. We will
embrace and support an innovative workforce model with a diverse set of talented
staff that meets the operational needs of the University while fairly and consistently
optimizing staff work location and schedule flexibility where feasible to create an
exceptional work experience.



Resources and Tools
• Human Resources Future of Work Website

(https://hr.uci.edu/partnership/futureofwork)

• Project Plan
o Excel Workbook Template

• Change Management Toolkit
o Guide, Workbook, Worksheet 

• OIT TechPrep – Keep Working
(https://techprep.oit.uci.edu/working/) RESOURCES FOR LEADERS

-- Keys to Manager Success
-- Tips for Leading a Hybrid Workforce
-- Gallup Resources for Remote Leadership
-- Leadership Mindset Shift:

Pandemic v Future of WorkComing Soon!

Future of Work Resource Group
Email - FOW@uci.edu

FUTURE of WORK / REMOTE WORKING
•  Hybrid-ready Conference Rooms
•  Laptop Computer Recommendations
•  MiCollab Software Phones
•  Connectivity Resources
•  Collaboration Tools

https://hr.uci.edu/partnership/futureofwork
https://techprep.oit.uci.edu/working/
mailto:FOW@uci.edu
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The Basics

Ensure Unit Leadership Alignment
• Future of Work project
• Timeline expectations

Staff Workforce Planning Template &
Staff Remote Work Criteria Checklist

• Determine how work done onsite, remotely, or a blend aligns with your unit’s mission, objectives, services, service hours
• Which positions could be eligible for partial or fully remote work?
• Rethink staff work schedules and the use of onsite workspace and technology
• Reimagine the staff experience and new approaches to leadership

Final Approval of Plans
Implement Plans
Monitor Effectiveness and Update Plans



Change Management

Change is Hard

• March 2020: Work from Home
o Very little planning or preparation time – how did that feel?

• September 2021: Return Onsite (workplace model analysis and remote/hybrid opportunities)
o Time to plan and prepare ourselves and employees
o A more challenging change in some ways



Change Management

Change is Hard… But It Doesn’t Have To Be
“... organizations don’t change, people do.” - Tim Creasey, Chief Innovation Officer, Prosci

• Success of a project
o Amount of “people change”
o The level of change management tools deployed 

• Workforce Model Analysis and Return Onsite
o How much of a "people change"?

• Change management can help!
o Systematic approach to preparing, communicating, supporting, and helping individuals 

and teams successfully implement change.





With and Without Change Management

Current
State

Easier 
St

Current
State



Change Management – Throughout the Project

1.   What is Changing and When?

2.   What is the Purpose?

3.   Who is Impacted?

4.   How Big is the Change?

5.   What are the Challenges/Trainings

6. Mitigation

7.   Communication Plans

8.   Reinforcement
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Communicate, Communicate, Communicate
Communication is Key

When people are under stress, their ability to process information is reduced by 80%

No communication = Absence of information

Inability to process what
is being communicated = Absence of information

Absence of information = Distrust, disengagement and 
rumors

Distrust, disengagement and 
rumors =

Distracts from work and 
jeopardizes the success of the 

change



Sample Communications Plan



Sample Communications Email



Sample Communications Email – Lesson Learned



Question Break!



Future of Work / Return Onsite Project Plan

Phase 1
Pre-Work

• Assign Roles
• Collect, assess and verify staff information
• Leadership checkpoint (timeline approval)
• Change Management plan development and communications

Phase 2
Staff Planning Template

and
Remote Criteria Checklists

Phase 3
Return Onsite

and
Adjust as Needed

• Department mission, objectives, services and service hours
• Remote Criteria Checklists (leadership determine remote eligibility)
• Workforce composition draft (leadership approval)
• Work location/equipment survey
• Work schedules/use of office space (leadership approval)
• Final Unit Planning Template approved/signed

• Project handoff to Return Onsite Logistics Team
• Evaluate and adjust



Phase 1 | Pre-Work

Form Future of Work Team Unit 
Leader • Assign Roles: Project Sponsor; Project Manager; Change Manager

Leadership Decision 
Checkpoint

Project Plan Approval

Unit 
Leader

• Approval of project plan and timing of execution of plan
• Present Project Plan to Unit Cabinet with emphasis on importance of

objectivity, equity, fairness, change management and communications

Data Collection Project 
Manager

Data Clean Up Project 
Manager

• Determine what level of managers will compete checklists/planning documents 
for each department

• Verify unique roles by department for Remote Criteria Checklist work

Form
Return Onsite
Logistics Team

Project 
Sponsor

• Team will execute the return onsite plans (timing, space and technology)
• Roles: Project Sponsor; Project Manager; Facilities Manager; IT; Purchasing; HR; one 

representative from each physical location (individuals can act in dual capacities)

Change Management Change 
Manager

• “What to Expect” email to Employees and “What to Expect” email to Leaders
• Schedule recurring progress / milestone updates with Unit leadership (example: 

Monday Morning Cabinet Meetings)

• Staff Information (lists) by department (names; leaders; AVCs; notations of union 
positions; in-place work assignments and accommodations)

• Initial estimation of unique roles
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Project Plan Workbook in Excel



Sample Project Plan – Tab 1



Sample Master Data Spreadsheet – Tab 2



Question Break!



Change
Management

Phase 2 | Staff Planning Template, Steps 1a-1b
Step 1a

Department mission, objectives, 
services, service hours

Project 
Manager

• Identify Department Mission, Objectives, Services & Service Hours
• Document on Planning Template, Email to Project Manager

Step 1b Pre-Work
Remote Criteria Checklists

Project 
Manager/

Area 
Leaders

• Remote Criteria Checklists by Department

Leadership Decision 
Checkpoint

Remote Eligibility Approval

Unit 
Leader

• Leadership to determine remote-eligibility of unit roles based on the following: 
business need (step 1a) and summary of data collected with remote criteria checklists 
(step 1b pre-work)

Leadership Decision 
Checkpoint

Workforce Composition by Department

Unit
Leader

• Leadership to approve department recommendations for workforce composition 
(% Onsite/Remote), Step 1b

Change 
Manager/

Area 
Leaders

• Announcement about remote-eligibility decisions by role and preparation for 
forthcoming work location and equipment preference survey to all staff

• Managers meet with employees individually on remote-eligibility decisions by role

Step 1b
Workforce Composition; 

Benefits/Challenges of Hybrid Model 

Project 
Manager

• Workforce Composition (# and % Onsite; Partially Remote; Remote)
• List of Working Titles Working Onsite, 3+ Days, 1-2 Days or Remote
• Benefits/Challenges of Hybrid Model & how they will be addressed



Change
Management

Phase 2 | Staff Planning Template, Steps 1a-1b
Step 1a

Department mission, objectives, 
services, service hours

Project 
Manager

• Identify Department Mission, Objectives, Services & Service Hours
• Document on Planning Template, Email to Project Manager

Step 1b Pre-Work
Remote Criteria Checklists

Project 
Manager/

Area 
Leaders

• Remote Criteria Checklists by Department

Leadership Decision 
Checkpoint

Remote Eligibility Approval

Unit 
Leader

• Leadership to determine remote-eligibility of unit roles based on the following: 
business need (step 1a) and summary of data collected with remote criteria checklists 
(step 1b pre-work)

Leadership Decision 
Checkpoint

Workforce Composition by Department

Unit
Leader

• Leadership to approve department recommendations for workforce composition 
(% Onsite/Remote), Step 1b

Change 
Manager/

Area 
Leaders

• Announcement about remote-eligibility decisions by role and preparation for 
forthcoming work location and equipment preference survey to all staff

• Managers meet with employees individually on remote-eligibility decisions by role

Step 1b
Workforce Composition; 

Benefits/Challenges of Hybrid Model 

Project 
Manager

• Workforce Composition (# and % Onsite; Partially Remote; Remote)
• List of Working Titles Working Onsite, 3+ Days, 1-2 Days or Remote
• Benefits/Challenges of Hybrid Model & how they will be addressed
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Sample Staff Remote Work Criteria Checklist



Sample Checklist Burndown Curve – Tab 3



Sample Remote Eligibility Data – Tab 5
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Sample Workforce Composition – Step 1b



Sample Workforce Composition Data – Tab 6
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Change Management

Leadership Decision 
Checkpoint

Final Department Planning Template

Phase 2 | Staff Planning Template, Steps 2-4
Step 2 Pre-Work

Employee Work Location/
Equipment Survey

Project 
Manager

• Create/deploy work location/equipment preference survey to remote-eligible employees
• In email, ensure expectations about budget are managed 
• Provide survey results to department leaders for use in planning step 2

Step 2
Work Schedules; Use of Office Space

Project 
Manager/

Area 
Leaders

• Determine how to stagger staff work schedules to leverage use of office space
• Create revised floorplans (offices; workstations; hoteling spaces in each department)

Leadership Decision 
Checkpoint

Work Schedules; Use of Office Space

Unit 
Leader • Leadership to approve revised work schedules and floorplans

Change 
Manager

• Review and update change management plan relative to the unit’s return to campus 
• Step through communications to stakeholders; key messages; who will deliver them; 

timing; methods for delivery; etc.

Unit 
Leader/
Project 

Sponsor

• Obtain electronic signatures from: Project Manager; Department or Local HR and 
Dean, VC or Chief

• Note: Plan may be approved with modifications 

Steps 3 & 4
Reimagine the Employee Experience

Project 
Manager/

Area 
Leaders

• Team Collaboration and Communication; Inclusion and Connectivity 
• Team Resource Optimization; Leadership 



Sample Work Location and Equipment Preference Survey
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Phase 2 | Staff Planning Template, Steps 2-4
Step 2 Pre-Work

Employee Work Location/
Equipment Survey

Project 
Manager

• Create/deploy work location/equipment preference survey to remote-eligible employees
• In email, ensure expectations about budget are managed 
• Provide survey results to department leaders for use in planning step 2

Step 2
Work Schedules; Use of Office Space

Project 
Manager/

Area 
Leaders

• Determine how to stagger staff work schedules to leverage use of office space
• Create revised floorplans (offices; workstations; hoteling spaces in each department)

Leadership Decision 
Checkpoint

Work Schedules; Use of Office Space

Unit 
Leader • Leadership to approve revised work schedules and floorplans

Change 
Manager

• Review and update change management plan relative to the unit’s return to campus 
• Step through communications to stakeholders; key messages; who will deliver them; 

timing; methods for delivery; etc.

Unit 
Leader/
Project 

Sponsor

• Obtain electronic signatures from: Project Manager; Department or Local HR and 
Dean, VC or Chief

• Note: Plan may be approved with modifications 

Steps 3 & 4
Reimagine the Employee Experience

Project 
Manager/

Area 
Leaders

• Team Collaboration and Communication; Inclusion and Connectivity 
• Team Resource Optimization; Leadership 



Sample Workspace Data – Step 2



Sample Workspace Data – Tab 7

By Department, Current

By Department, New



Sample Workspace Data

By Location, Current

By Location, New
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Phase 2 | Staff Planning Template, Steps 2-4
Step 2 Pre-Work

Employee Work Location/
Equipment Survey

Project 
Manager

• Create/deploy work location/equipment preference survey to remote-eligible employees
• In email, ensure expectations about budget are managed 
• Provide survey results to department leaders for use in planning step 2

Step 2
Work Schedules; Use of Office Space

Project 
Manager/

Area 
Leaders

• Determine how to stagger staff work schedules to leverage use of office space
• Create revised floorplans (offices; workstations; hoteling spaces in each department)

Leadership Decision 
Checkpoint

Work Schedules; Use of Office Space

Unit 
Leader • Leadership to approve revised work schedules and floorplans

Change 
Manager

• Review and update change management plan relative to the unit’s return to campus 
• Step through communications to stakeholders; key messages; who will deliver them; 

timing; methods for delivery; etc.

Unit 
Leader/
Project 

Sponsor

• Obtain electronic signatures from: Project Manager; Department or Local HR and 
Dean, VC or Chief

• Note: Plan may be approved with modifications 

Steps 3 & 4
Reimagine the Employee Experience

Project 
Manager/

Area 
Leaders

• Team Collaboration and Communication; Inclusion and Connectivity 
• Team Resource Optimization; Leadership 



Change Management

Leadership Decision 
Checkpoint

Final Department Planning Template

Phase 2 | Staff Planning Template, Steps 2-4
Step 2 Pre-Work

Employee Work Location/
Equipment Survey

Project 
Manager

• Create/deploy work location/equipment preference survey to remote-eligible employees
• In email, ensure expectations about budget are managed 
• Provide survey results to department leaders for use in planning step 2

Step 2
Work Schedules; Use of Office Space

Project 
Manager/

Area 
Leaders

• Determine how to stagger staff work schedules to leverage use of office space
• Create revised floorplans (offices; workstations; hoteling spaces in each department)

Leadership Decision 
Checkpoint

Work Schedules; Use of Office Space

Unit 
Leader • Leadership to approve revised work schedules and floorplans

Change 
Manager

• Review and update change management plan relative to the unit’s return to campus 
• Step through communications to stakeholders; key messages; who will deliver them; 

timing; methods for delivery; etc.

Unit 
Leader/
Project 

Sponsor

• Obtain electronic signatures from: Project Manager; Department or Local HR and 
Dean, VC or Chief

• Note: Plan may be approved with modifications 

Steps 3 & 4
Reimagine the Employee Experience

Project 
Manager/

Area 
Leaders

• Team Collaboration and Communication; Inclusion and Connectivity 
• Team Resource Optimization; Leadership 



Sample Employee Experience – Step 3



Sample Workspace Data – Step 4



Change Management

Leadership Decision 
Checkpoint

Final Department Planning Template

Phase 2 | Staff Planning Template, Steps 2-4
Step 2 Pre-Work

Employee Work Location/
Equipment Survey

Project 
Manager

• Create/deploy work location/equipment preference survey to remote-eligible employees
• In email, ensure expectations about budget are managed 
• Provide survey results to department leaders for use in planning step 2

Step 2
Work Schedules; Use of Office Space

Project 
Manager/

Area 
Leaders

• Determine how to stagger staff work schedules to leverage use of office space
• Create revised floorplans (offices; workstations; hoteling spaces in each department)

Leadership Decision 
Checkpoint

Work Schedules; Use of Office Space

Unit 
Leader • Leadership to approve revised work schedules and floorplans

Change 
Manager

• Review and update change management plan relative to the unit’s return to campus 
• Step through communications to stakeholders; key messages; who will deliver them; 

timing; methods for delivery; etc.

Unit 
Leader/
Project 

Sponsor

• Obtain electronic signatures from: Project Manager; Department or Local HR and 
Dean, VC or Chief

• Note: Plan may be approved with modifications 

Steps 3 & 4
Reimagine the Employee Experience

Project 
Manager/

Area 
Leaders

• Team Collaboration and Communication; Inclusion and Connectivity 
• Team Resource Optimization; Leadership 



Change Management

Leadership Decision 
Checkpoint

Final Department Planning Template

Phase 2 | Staff Planning Template, Steps 2-4
Step 2 Pre-Work

Employee Work Location/
Equipment Survey

Project 
Manager

• Create/deploy work location/equipment preference survey to remote-eligible employees
• In email, ensure expectations about budget are managed 
• Provide survey results to department leaders for use in planning step 2

Step 2
Work Schedules; Use of Office Space

Project 
Manager/

Area 
Leaders

• Determine how to stagger staff work schedules to leverage use of office space
• Create revised floorplans (offices; workstations; hoteling spaces in each department)

Leadership Decision 
Checkpoint

Work Schedules; Use of Office Space

Unit 
Leader • Leadership to approve revised work schedules and floorplans

Change 
Manager

• Review and update change management plan relative to the unit’s return to campus 
• Step through communications to stakeholders; key messages; who will deliver them; 

timing; methods for delivery; etc.

Unit 
Leader/
Project 

Sponsor

• Obtain electronic signatures from: Project Manager; Department or Local HR and 
Dean, VC or Chief

• Note: Plan may be approved with modifications 

Steps 3 & 4
Reimagine the Employee Experience

Project 
Manager/

Area 
Leaders

• Team Collaboration and Communication; Inclusion and Connectivity 
• Team Resource Optimization; Leadership 



Phase 3 | Implement the New Model

Project Handoff to
Return Onsite

Logistics Team

Project 
Manager/

Return 
Onsite 
Team

• Submit copies of the approved workforce model(s) to Return Onsite Logistics Team 
Project Manager and Sponsor

• Logistics, technology, execution of staff work agreements, etc. to be managed by the 
Return Onsite Logistics Team

Change Management
Monitor and Adjust

Change 
Manager

• Provide tools to monitor effectiveness of new workforce model and empower staff to 
share feedback

• Sample language for group meetings, one-on-one meetings, email communications; 
mechanisms for feedback and two-way discussions

• Continue to communicate and discuss workforce model and outcomes with staff and 
leadership
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Phase 3 | Implement the New Model

Project Handoff to
Return Onsite

Logistics Team

Project 
Manager/

Return 
Onsite 
Team

• Submit copies of the approved workforce model(s) to Return Onsite Logistics Team 
Project Manager and Sponsor

• Logistics, technology, execution of staff work agreements, etc. to be managed by the 
Return Onsite Logistics Team

Change Management
Monitor and Adjust

Change 
Manager

• Provide tools to monitor effectiveness of new workforce model and empower staff to 
share feedback

• Sample language for group meetings, one-on-one meetings, email communications; 
mechanisms for feedback and two-way discussions

• Continue to communicate and discuss workforce model and outcomes with staff and 
leadership



Question Break!



ZOT!  ZOT!  ZOT!



Resources and Tools
• Human Resources Future of Work Website

(https://hr.uci.edu/partnership/futureofwork)

• Project Plan
o Excel Workbook Template

• Change Management Toolkit
o Guide, Workbook, Worksheet 

• OIT TechPrep – Keep Working
(https://techprep.oit.uci.edu/working/) RESOURCES FOR LEADERS

-- Keys to Manager Success
-- Tips for Leading a Hybrid Workforce
-- Gallup Resources for Remote Leadership
-- Leadership Mindset Shift:

Pandemic v Future of WorkComing Soon!

Future of Work Resource Group
Email - FOW@uci.edu

FUTURE of WORK / REMOTE WORKING
•  Hybrid-ready Conference Rooms
•  Laptop Computer Recommendations
•  MiCollab Software Phones
•  Connectivity Resources
•  Collaboration Tools

https://hr.uci.edu/partnership/futureofwork
https://techprep.oit.uci.edu/working/
mailto:FOW@uci.edu


Key Takeaways
• Return Onsite

o Analyze workforce for remote or hybrid models

• Change Management (it’s the people)
o What can derail a project?

 Lack of communication and collaboration about the project
o What keeps a project on track?

 Keeping people informed and involved
o Communication is key

• What’s mandatory?
o Staff Workforce Planning Template
o Staff Remote Work Criteria Checklist

• What’s good to do?
o Change management strategies
o Return Onsite Project Plan



Key Takeaways
• Return Onsite

o Analyze workforce for remote or hybrid models

• Change Management (it’s the people)
o What can derail a project?

 Lack of communication and collaboration about the project
o What keeps a project on track?

 Keeping people informed and involved
o Communication is key

• What’s mandatory?
o Staff Workforce Planning Template
o Staff Remote Work Criteria Checklist

• What’s good to do?
o Change management strategies
o Return Onsite Project Plan



Questions, Comments, Suggestions?
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