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1. Current status of the action plan

The implemented action plans are being discussed and analyzed in the focus groups to
inquire about opinions, improvements, and overall understanding of them. Of the
aspects analyzed in relation to the established action plan, the contributions obtained

were as follows:

Career Advisory Program: Definition and development of a specific mentorship
program for researchers.
The training committee has been very active during the last three years:
- They have worked on the design and implementation of a PhD program with monthly
internal trainings (scientific and complementary soft skills program) and the deployment
of the annual progress assessment. This procedure includes the selection of a tutor and
an internal advisor in addition of the PhD supervisor, who will support and guide the
PhD student during the whole thesis development and advise him or her during the

annual PhD assessment procedure.

- A postdoctoral mentorship program has also been developed. A data base with internal
and external mentors with different scientific and professional profiles and genders has
been compiled. Postdoctoral researchers can select mentors and once accepted,

meetings can be scheduled.

The information about these two programs is provided during the onboarding/welcome

day and included on the CIC biomaGUNE guide and intranet.

However, the information obtained from the three conducted focus groups shows that
some of the actions carried out are not adequately known. Certain professionals who

are stable members of CIC biomaGUNE confirmed having knowledge about specific
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actions but not being fully aware of the entire program.

The use of email has not been effective in capturing the interest of recipients, so
alternative and more effective communication methods need to be explored.

As improvement proposals, the following actions could be included under (Al):

= (Create awareness of the mentoring programs developed for PhDs and postdocs.
Revise together with the training committee the communication plan in order to
better inform both PhDs and postdocs about the respective career advisory
programs:

= Revise if emails reach correctly to Postdoctoral and PhD Communities.

= Organise 2 informative meetings per year

= Elaborate together with the communications department specific communication
pills: leaflets/posters.

= Qrganize trainings in mentoring skills for mentors and mentees.

* Promote informal café meetings between PhDs/postdocs/senior researchers

= Actively involve the Alumni network at different levels: participation in PhD Day,
providing mentorship to researchers (Action A7. Alumni)

* |mplement workshops to enhance job-seeking skills, such as CV preparation and
interview techniques, and provide information about companies or platforms
where they can find job opportunities (action A2. Soft Skills).

* Provide guidance regarding the local business landscape, opportunities for

researchers to collaborate with other research centers, universities, or companies

to build networks. Disseminate information about talent fairs.

Soft Skills Program: Definition and development of a specific soft skills program to
improve employability after the end of their stage at CIC BiomaGUNE.
The training committee has developed an extended soft skills program on a bimonthly
basis covering multiple topics and aimed at improving employability after the end of the

appointment. Information is available on the intranet and for specific trainings
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registration is requested.

The information obtained from the three conducted focus groups shows that although
the action plan is known to the groups, there is not a clear assertiveness in the proposed
topics or programs. A critical point highlighted is the need for improvement in effective
communication, as the recipients perceive they do not receive information clearly and

concisely. It is not clear who to contact about possible events or activities.

Mass emails with extensive information have proven to be ineffective in capturing the

recipients' attention, leading to a lack of engagement in the proposed initiatives.

As improvement proposals, the following actions could be included under (A2):

= Joint work between the HR Department and the training committee to elaborate
a comprehensive semestral or (ideally) annual training guide calendar with clear
guidelines and with a complete overview of the offered trainings, some
mandatory, others shall be optional. Suggested trainings might include: article
writing, resume building, entrepreneurship, mentoring, etc. Open registrations
well in advance to allow for planning. The goal will be to provide interested
individuals with opportunities for professional development and growth.

= Provide information for postdoctoral fellowships and future external
opportunities.

= Devise new communication channels other than email.

= Revise and improve information about training attendance (to generate
certificates) and satisfaction surveys (useful for HR and training committees).

These tools are already implemented but need to be better communicated.

Internal Communication Plan: Definition and implementation of an Internal

Communication Plan that helps CIC BiomaGUNE researchers and staff to be aware
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of internal policies and procedures.

Several actions have been conducted in order to improve the internal communication:

= Since December 2019 an internal Newsletter is send to all CIC biomaGUNE
personnel on a monthly basis. Our current goal is to improve the design of the
internal newsletter and develop an external newsletter to increase visibility of CIC
biomaGUNE actions.

® |n June 2021 the first version of the CIC biomaGUNE guide was elaborated and
uploaded on the intranet. Since then, the guide has been updated 7 times. It is an
extensive guide with all the information and procedures available at the Center
with useful links to the intranet and external websites. The guide is presented to
all new recruitments at the Center and includes a check list for the 1st day at CIC

biomaGUNE.

The information obtained from the three conducted focus groups shows that
althoughan increase in the amount of information on the intranet and email
communication has been observed, the organization and accessibility of documents is

confusing and sometimes not practical.

The lack of a a search function hinders locating necessary information, leading to

reliance on specific individuals for inquiries.

Notifications of changes, should, whenever possible, be provided with more advance

notice

As improvement proposals, the following actions could be included under (A3):

= Revise onboarding procedure: instead of providing all the information during the

1°t day at CIC biomaGUNE, information should be provided in different times to
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hep new employees to understand and comprehend the information.

® |nvolve the laboratory technicians in the onboarding process to ensure that daily
procedures are well known to everybody.

® |ntranet: the welcome guide was developed as an index to the intranet. It is not
clear whether people use it. We should analyze to have an intranet usage session
(during onboarding for - newcomers - and current employees) or to restructure
the intranet in a way that could be more intuitive and include a search function
for quick access to relevant documents and resources.

= Establish a centralized communication channel: Designate a point of contact or a
team responsible for internal communication to provide quick and efficient
responses to employees' inquiries.

= Schedule notifications in advance: Ensure that notifications of changes, events, or
meetings are provided with sufficient advance notice for students and
researchers to plan and stay informed.

* Encourage feedback: Motivate employees to provide feedback and suggestions
on internal communication to identify areas forimprovement and tailor strategies
to the team's needs.

= Utilize multiple communication channels: Complement the use of the intranet
and email with other communication mediums, such as physical bulletin boards,
printed newsletters, or messages in internal applications, to effectively reach all

team members.

Performance Appraisal System: Establish a methodology for performance
evaluation that ensures equity. Enhance the capacity of managers and Principal
Researchers as supervisors in the career development of PhD students and
postdocs.
CIC biomaGUNE has a performance evaluation system for permanent staff who submit
reports at years 3 and 6.

Group leaders and platform managers have an annual review meeting with the Scientific
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Director.

Since 2021 with the implementation of the PhD assessment program, PhD students
submit reports on an annual basis.

Also in 2021, work was carried out on the design of an assessment and review process
for all the Centre's staff. It consists of an individual report about achievements and
contributions during a specific period and goals and expectations for the coming year.
The form includes room for comments on performance and a two-way feedback.

The template has now been charged to the employee portal. Assessment guidelines are
being developed and hopefully the system can be implemented in 2024 for the whole

CIC biomaGUNE staff.

The information obtained from the three conducted focus groups confirm that there is
not an homogeneous performance appraisal system andthat assessments vary based on
the position or professional category. Although some professionals mention having
support and individual meetings related to performance or their work, they do not
perceive it as a fully established system as it might depend on the group and the

supervisor of each individual.

As improvement proposals, the following actions could be included under (A5):

= Finalize the implementation of technological tools for the assessment and review
process: Utilize technological tools, such as online platforms, to facilitate
performance  tracking, = communication between  supervisors and
students/researchers.

= Personalize the plan: Implement a personalized approach to the performance
appraisal system, considering the individual needs of each student or researcher.
This may involve defining specific goals and objectives for each person, providing
a more tailored focus to their area of work and professional aspirations.

= (Clarify objectives and benefits: It is essential to communicate the objectives of the

performance appraisal system and the benefits it offers to students and
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researchers clearly and concisely. This will help generate greater interest and
understanding of its relevance in professional development.

= Conduct individual meetings: Encourage regular meetings between supervisors
and students/researchers to assess progress, provide constructive feedback, and
discuss professional development opportunities. These meetings will enable

closer monitoring and greater guidance towards professional growth.

Outreach Program: Identify actions and create a timetable for the development of
dissemination activities that integrate all the research groups of the center. Provide

dissemination participants with the necessary tools.

We developed a section on the intranet that includes the annual schedule of the main
outreach activities organized by the center (Emakumeak Zientzian, Mujer en ciencia y
tecnologia, Pinf of Science, Donostia WeekInn, Encuentro de vidas cientificas, Inspira
STEAM, scholar visits at CIC biomaGUNE):

https://intranet.cicbiomagune.es/research_database/admin/outreach/outreach_even

ts/outreachCategory/

The main organizer of each outreach activity is identified and once the schedules is
organized volunteers can express their interest in joining the activity. Open calls for

volunteers are frequently launched for each activity.

The information obtained from the three conducted focus groups is diverse, some
individuals confirm they actively participate in outreach activities while others indicate
that they are not aware of them. Additionally, many participants were not aware about

Open Science.

As improvement proposals, the following actions could be included under (A6):
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Improve internal communication of the outreach program. Revise together
with the Outreach Committee the communication plan in order to better
inform about the activities organized and how to take active participation.

Elaborate together with the communications department specific
communication pills: leaflets/posters.

Develop a CIC biomaGUNE data management policy

Increase awareness of open science




2.1. Process

An email was sent on 19 June 2023 to all CIC biomaGUNE employees,
communicating the start of the internal assessment of the 40 principles of the
Charter and Code. In this communication, all employees were requested to fulfill

a questionnaire (with deadline 28th June 2023).

Following this, three focus groups (8-10 people each) met during July to discuss

the outcome of the questionnaire.

The General Management and Human Resources Unit analyzed all the
information gathered and together with the C&C Team priorized the ideas for

improvement and actions to be conducted.

= Questionnaire to collect quantitative data.

The main objective of the survey was to collect researchers' opinion about Human
Resources Strategy (HRS4R), as well as whether they knew which measures have been

taken during implementation period since November 2021.

The communication informing the researchers of the possibility of completing the
survey was sent to everyone in the organization. In order to obtain a higher response
rate, a reminder of the survey was sent out, which helped to improve the participation
rate. In this way, people who took part in the process carried out in 2020 and people

with less seniority in the organization participated in the survey.

To measure the impact of the HRS4R strategy and the measures implemented since
2021, the survey consisted of 30 questions and a suggestions section. These questions
measured the researchers' knowledge and evaluation of: 1. 1. Recruitment, 2. Working

conditions, 3. Ethical and professional aspects, and 4. Training. Training. In addition, the
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actions carried out in this process were evaluated to measure the impact and

satisfaction of the researchers.

The evaluation of the questions was measured with scales of 4, with 1=Strongly disagree

and 5=Strongly agree and 6=DK/NA (don't know/no answer).

Of the 165 researchers currently employed at CIC biomaGUNE, a total of 139 responded
to the survey. Number of responses by participants:

- Director: 2 participants.

- PhD student: 46 participants.

- Management & Services: 14 participants.

- Postdoctoral Researcher / Entrepreneurial Researcher: 29 participants.

- Technical Team (laboratory technician, platform specialist): 25 participants.

- Platform Manager: 8 participants.

- Researcher Associate: 6 participants.

- Principal Researcher: 9 participants.

The overall response rate was 87%. The survey questions remained consistent with
those used in 2020 to ensure better traceability when analysing the results. However,
it's important to note that approximately 53% of the staff, primarily consisting of PhDs

and Post Docs, has changed since 2020, which makes traceability in the analysis of

results somewhat challenging. Below, the data is presented in ascending order based on

the scores obtained.
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Average score per group principles
W 2023 =2020

I, 7,06
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ETHICAL AND PROFESSIONAL ASPECTS

Figure 1: Average score per group principle. Comparison between 2020 and 2023

results.

As shown below, there is minimal variation in most of the aspects evaluated between
the values obtained in 2020 and those obtained in 2023. Although employees with little
seniority in the organization may not perceive the changes implemented since 2021,
multiple actions have been implemented following the proposed plan and there have

been improvements in certain aspects compared to the results from 2020.

m Ethical and professional aspects Recruitment m Working conditions and social security mTraining

Researcher Associate  [IEEZ
PhD student 7,24
Technical Team (laboratory technician, platform specialist)
Principal Researcher 7,23
Postdoctoral Researcher/ Entrepreneurial Researcher
platform mManager [T 4,80 6,43
Management & Services
Director [ INEENENN

Figure 2: Average score per staff category and group principle.
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Nonetheless, some of these values still fall below our expected standards, indicating a
potential necessity for additional improvement initiatives. A more detailed breakdown

of the results will be provided in the results section.

8,17 6,69
8,17 6,69
8,17 5,69
811 6,69
793 6,69
792 669
7,82 6,69
7,35 6,57
720 6,49
7.26 6,32
7,18 631
7,18 6,26
7,12
7,04 L
575
5,70
675 5,52
673 5.8
6,69
6,69 458
6,69 453
6,69 427

Figure 3: Average score per staff category and group principle.

= Focus Group to collect qualitative data.

In order to have a better understanding of the results of the questionnaire, meetings with three
focus groups were held on July 12 and 19. These meetings were published and announced
internally to everyone in the organization, in order to extend participation in the focus groups.
In each of these focus groups the community of researchers ranging from R1 to R4 was

represented. It was ensured that all collected information was anonymous and confidential.

ieTeam Consultores led the focus groups that initially consisted in a review of the HRS4R
strategy implemented in CIC biomaGUNE, for this purpose, the actions carried out since 2020
were presented. Subsequently, participants were informed of the results and suggestions
obtained in the questionnaire. Finally, participants were asked to give their opinion and

feedback on the action plan presented and on the 40 C&C Principles. It's important to note that
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during the focus group discussions, the principles with the lowest scores were specifically
addressed as they were deemed the most critical. This approach was taken to ensure that we

gathered all relevant information pertaining to these specific aspects.
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2.2. Results
Below, you'll find both the quantitative and qualitative results for each of the analyzed principles. Qualitative information has been
included for the aspects considered most critical, which correspond to those that received low scores and were discussed in the focus

group.

Researchers generally
understand that contractual and * Increase awarness of CIC
legal obligations are explicitly biomaGUNE ethics code (including

5. Contractual outlined at the start of their legal and contractual responsibilities), A3.
and legal 6,57 6,32 appointments. However, they  both for newcomers and staff. Revise Communication
obligations often overlook this aspect in this section on the onboarding. Plan

their daily activities. Making this * Organise training in ethics and good

information more readily scientific practice

available could be beneficial.
The information obtained from * Improve internal communication of

the three conducted focus the outreach program. Revise together
groups is diverse, some with the Outreach Committee the
individuals confirm they actively communication plan in order to better
9. Public articipate in outreach activities inform about the activities organized
6,47 6,75 SEILHEL . . il A6. Outreach
engagement while others indicate that they and how to take active participation.

ETHICS AND PROFESSIONAL ASPECTS

are not aware of them. Elaborate together with the
Additionally, many participants communications department specific
were not aware about Open communication pills: leaflets/posters.
Science. * Develop a CIC biomaGUNE data
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management policy
* Increase awareness of open science

* Implement and standarize an
Assessments vary based on the evaluation/appraisal system using e-

position or occupational tools to facilitate performance

category. While certain levels tracking, communication between
11. follow an established process, in supervisors and students/researchers. AS
Evaluation/ other cases, the evaluation ;

. 6,28 5,75 ) ) Performance
appraisal method may not be applicable, * Encourage regular meetings betweenA ical
systems and it falls upon the group's supervisors and students/researchers ppraisa

manager to determine if and to assess progress, provide
how these assessments should constructive feedback, and discuss
be conducted professional development
opportunities.
- Researchers acknowledge the
E 21. existence of soft-skill and
(el Postdoctoral transversal training, yet it would * Elaborate a semestral or (ideally)
Ud’ appointments: help to have a centralized yearly calendar with trainings. Open
ayclear calendar with trainings registrations well in advance to allow
<Z,: development 5,19 5,53 announced with sufficient time. for planning. A2. Soft Skills
=4 policy, They also express that * Provide information for postdoctoral
sqproviding information about scholarships fellowships and future external
training and and future external opportunities.
opportunities. opportunities would be * Devise new communication channels

beneficial to them. other than email.
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Researchers generally

understand that contractual and * Increase awarness of CIC

legal obligations are explicitly biomaGUNE ethics code (including

5. Contractual outlined at the start of their legal and contractual responsibilities), A3.

and legal 6,57 6,32 appointments. However, they  both for newcomers and staff. Revise Communication
obligations often overlook this aspect in this section on the onboarding. Plan

their daily activities. Making this * Organise training in ethics and good

information more readily scientific practice

available could be beneficial.

* Improve internal communication of
The information obtained from the outreach program. Revise together

the three conducted focus with the Outreach Committee the
- groups is diverse, some communication plan in order to better
B individuals confirm they actively inform about the activities organized
E’ 9. Public 6,47 6,75 par.ticipate in.ou.treach activities and how to take activ_e participation. A6. Outreach
el € Ngagement while others indicate that they Elaborate together with the
<Zf are not aware of them. communications department specific
o Additionally, many participants communication pills: leaflets/posters.
5 were not aware about Open * Develop a CIC biomaGUNE data
o Science. management policy
& * Increase awareness of open science
% 11. Assessments vary based on the * Implement and standarize an
f,‘:, Evaluation/ 6.8 5 75 position or occupational evaluation/appraisal system using e- Pe|.'formance
% appraisal ’ ’ category. While certain levels tools to facilitate performance ——
il systems follow an established process, in tracking, communication between

INTERNAL REVIEW 2023
19




other cases, the evaluation supervisors and students/researchers.
method may not be applicable,

and it falls upon the group's * Encourage regular meetings between
manager to determine if and supervisors and students/researchers
how these assessments should to assess progress, provide

be conducted constructive feedback, and discuss

professional development
opportunities.
Researchers acknowledge the
21. existence of soft-skill and
Postdoctoral transversal training, yet it would * Elaborate a semestral or (ideally)
appointments: help to have a centralized yearly calendar with trainings. Open
clear calendar with trainings registrations well in advance to allow
development 5,19 5,53 announced with sufficient time. for planning. A2. Soft Skills
policy, They also express that * Provide information for postdoctoral
g providing information about scholarships fellowships and future external
training and and future external opportunities.
opportunities. opportunities would be * Devise new communication channels
beneficial to them. other than email.
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Referring to the 4 main groups of principles (ethical and professional aspects,
recruitment and selection, Working conditions and Training and development), the
results obtained in each of them are as follows:

ETHICAL AND PROFESSIONAL ASPECTS | /,3 1
RECRUITME N T N G,5 7
WORKING CONDITIONS AND SOCIAL SECURITY o G, | 7

TR AN N G o 7,06

Ethical and professional aspects

This section has the highest score obtained according to the results of the questionnaire,
therefore, it is considered one of the existing strengths of our Center.

The highest rated principles were Research freedom (8.17), Ethical principles (8.17) and
professional responsibility (8.17).

This positive result reflects the Center's dedication to upholding values such as integrity,
accountability and transparency. Attention to ethical practices contributes to an
enabling environment for researchers and supports the overall mission of the center.
On the other hand, some areas require attention, particularly in: Evaluation/appraisal
systems (5.75), Contractual and legal obligations (6.32) and Good practices in freedom
(6.69). These areas received lower scores, indicating a need for improvement.

Taking into account the comments from the focus groups on the lowest rated factors,
the following aspects for improvement have been identified:

e Legal and Contractual Responsibilities: Researchers generally understand that
contractual and legal obligations are explicitly outlined at the start of their
appointments. However, they often overlook this aspect in their daily activities.
Making this information more readily available could be beneficial.

e Public engagement: The information obtained from the three conducted focus
groups is diverse, some individuals confirm they actively participate in outreach
activities while others indicate that they are not aware of them. Additionally,
many participants were not aware about Open Science.

o Evaluation/ appraisal systems: Assessments vary based on the position or
occupational category. While certain levels follow a structured process, in other
cases, the evaluation method may not be applicable, and it falls upon the group's
manager to determine if and how these assessments should be conducted.
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Recruitment and selection

The average score for recruitment and selection was 6.57, and comments from the focus
group highlighted areas for improvement. In particular, concern was expressed about
the lack of clarity regarding career opportunities. In order to improve the recruitment
and selection process, it is considered appropriate to implement actions aimed at
communicating available opportunities in Job Offers or on the website. This will ensure
that potential candidates are well informed, making the hiring process more
competitive and attractive.

The principle with the lowest score in this area was Postdoctoral appointments with a
score of 5.52 out of 10. While the other principles obtained a scored close to 7.
Feedback from focus groups emphasized the need for improvement, particularly in
clarifying career opportunities. To enhance recruitment and selection, it was
recommended to implement actions that communicate available opportunities
effectively, making the hiring process more competitive and appealing.

During the focus groups, researchers emphasized the importance of giving greater
attention to postdoctoral appointments within the overall recruitment and selection
process.

Researchers acknowledged the existence of soft-skill and transversal training, yet they
feel that it would help to have a centralized calendar with trainings announced with
sufficient time.

They also express that information about scholarships and future external opportunities
would be beneficial to them.

Regarding the recruitment process: Researchers generally appreciated the transparency
in the recruitment process, considering it a positive aspect.

Working conditions

The overall rating of 6.17 out of 10. for working conditions, indicates that there are
specific areas that require attention to improve the well-being and overall
satisfaction of researchers. Focus group comments have indicated issues related to
stability and tenure, professional development, and access to career counseling. To
address these concerns, the Center will strive to improve the professional
development of individuals, as the contractual constraint related to contract length
cannot be addressed. To this end, priority will be given to professional development
through concrete actions that enhance the employability of professionals for the
future. Addressing these issues will not only foster a better working environment
but will also build talent and knowledge loyalty within the center, ultimately
contributing to its long-term success.
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Taking into account the comments from the focus groups on the lowest rated
factors, we highlight the following:

e Stability and permanence of employment: The researchers perceive that the
stability of the contracts affects negatively the working conditions. This aspect is
not related to the good practices of the center, its conditioned by the research
sector. In reference to the continuity of the professional careers, programs will
be explored to offer longer-term continuity and improved professional
development.

e Funding and salary conditions: the participants have the perception that they
received lowers salaries compared to the other research centers.

e Career advice: The feedback gathered from the three groups indicates that while
there has been some improvement in the availability of a support point, there
are still communication gaps due to a lack of awareness. It is essential to
enhance communication efforts to educate employees on how to effectively
utilize this resource.

e Participation in decision-making bodies: Although several committees are
stablished in the Center, employees are unaware of them and feel that they do
not have the opportunity to participate in decision-making.

Training and development

The training and development aspect has received a favorable score of 7.06, reaffirming
our commitment to researchers' growth and skill development. Positive scores across
all items indicated effective alignment of our training and development efforts with
objectives.

Feedback from focus groups underscored researcher satisfaction with the training
program. However, they highlighted the need to improve communication about training
courses, as researchers sometimes remained unaware of specific offerings.

In conclusion, the second internal audit solidified "Training and Development" as a
consistent strength. Our commitment to researchers' professional growth remains
unwavering, and we are on the right path. Addressing communication gaps will further
enhance our training and development efforts, ensuring that all researchers can benefit

from these valuable resources.

INTERNAL REVIEW 2023
23




In conclusion, the center has demonstrated timely ethical and professional standards,
which is reflected in its score of 7.31 in the corresponding aspect. Although there are
areas for improvement in recruitment and selection (6.57) and working conditions
(6.17), addressing the concerns raised by the focus groups will lead to a more
competitive and conducive environment. The favorable score of 7.06 in training and
development highlights the center's dedication to improving the competencies of
researchers. If the comments are taken into account and specific improvements are
made, the center will be able to continue to improve its performance by providing a

better experience for its professionals.
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3. Actions



3. Actions

As proposals for improvement, communication has to be addressed as a priority, since
many negative aspects are derived from the lack of knowledge about the systems in

place and how they work. However, the improvement actions included are as follows:

Incorporate and/or assign a professional who can communicate these actions in
person or handle information dissemination. The excessive use of email has not
been effective in capturing the interest of recipients, so alternative and more

effective communication methods are recommended.

Technical programs aimed at enhancing specific skills, such as article writing,
resume building, language courses, among others. This could provide interested

individuals with opportunities for professional development and growth.

Establishing a designated point of contact, available to provide information in
person and address inquiries from interested parties. This approach would
promote more fluid and direct communication, facilitating better understanding

and participation in the proposed activities.

Restructure the intranet: Implement a reorganization of the intranet to ensure
clear and accessible documentation. This includes incorporating a search function

for quick access to relevant documents and resources.

Establish a centralized communication channel: Designate a point of contact or a
team responsible for internal communication to provide quick and efficient

responses to employees' inquiries.

Schedule notifications in advance: Ensure that notifications of changes, events, or

meetings are provided with sufficient advance notice for students and
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researchers to plan and stay informed.

Clarify relevant information: Provide detailed and clear information about
important topics, such as working hours during holidays and options for

compensation, to avoid confusion and doubts among the staff.

Hold regular communication meetings: Reestablish monthly or weekly
communication meetings to convey important information consistently and

coherently to all employees.

Encourage feedback: Motivate employees to provide feedback and suggestions
on internal communication to identify areas for improvement and tailor strategies

to the team's needs.

Utilize multiple communication channels: Complement the use of the intranet
and email with other communication mediums, such as physical bulletin boards,
printed newsletters, or messages in internal applications, to effectively reach all

team members.

Provide communication training: Offer training and resources to enhance

communication skills for both management and staff, enabling more effective and

clear information transmission.

Clarify objectives and benefits: It is essential to communicate the objectives of the
performance appraisal system and the benefits it offers to students and
researchers clearly and concisely. This will help generate greater interest and

understanding of its relevance in professional development.
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Personalize the plan: Implement a more personalized approach to the
performance appraisal system, considering the individual needs of each student
or researcher. This may involve defining specific goals and objectives for each
person, providing a more tailored focus to their area of work and professional

aspirations.

Conduct individual meetings: Encourage regular meetings between supervisors
and students/researchers to assess progress, provide constructive feedback, and
discuss professional development opportunities. These meetings will enable

closer monitoring and greater guidance towards professional growth.

Implement technological tools: Utilize technological tools, such as online
platforms, to facilitate performance tracking, communication between
supervisors and students/researchers, and access to relevant resources and

materials for professional development.

Training and development programs: Offer training and professional
development programs that complement the performance appraisal system,
providing opportunities to improve specific skills, acquire new competencies, and

advance in their academic careers.

Evaluation of the plan: Conduct periodic evaluations of the performance appraisal
system to gather feedback and suggestions from those involved, in order to
identify areas for improvement and adjust the plan according to the needs and

expectations of students and researchers.
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In conclusion, the proposed actions address key issues arising mainly from
communication gaps. To overcome these problems, it isrecommended that the HR team
be strengthened with a professional focused on ensuring the proper functioning of HR
initiatives and improvements in communication. These measures, such as personalized
communication, streamlined access to information, training opportunities, and regular
information sharing, contribute to improving the overall environment for students and
researchers. By addressing communication obstacles and proactively managing human
resources, the center can cultivate a more engaged, informed and empowered
community, fostering growth and advancement.
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