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Background

To kick-off the Libraries’ reorganization process, thirty-five members of the UK Libraries faculty and staff met on Friday January 16, 2004, in an all-day session with Maureen Sullivan, an organizational development consultant/facilitator.  

Carol Pitts Diedrichs, Dean of Libraries, began the day with a summary of her impressions after 6 months:

· We have a good faculty and staff who are service-oriented

· We have a culture which values openness, group decision-making and values the opinions of each member of our organization

· We implemented a team organization in part but not in whole

· Our current structure has led to an odd-mix of decision-making – some groups have taken considerable policy authority while other groups have been immobilized when they cannot reach consensus on an issue

· We have diluted responsibility to the point that authority/decision-making people are not in place when  needed

· Our inclination to include a representative from each service center team on each committee makes it difficult to schedule meetings and make quick progress on issues

· Our service center team structure has led to some silo mentality – libraries being independent rather than interdependent

· Individuals in leadership positions are not allowed to exercise leadership roles

· We lack career paths for individual support staff and librarians

· Decentralization has resulted in inconsistent policies and lost expertise

Dean Diedrichs provided broad outlines on what she saw in a future organization.

· A smaller management group consisting of individuals at an associate dean level

· A larger group which consists of middle managers/department heads and that meets less frequently

· Associate deans with specific expertise and responsibility for those areas of expertise rather than responsibilities based on specific libraries

· Department heads with day to day management responsibility for their areas of expertise

· A committee structure which investigates and recommends policy changes

· Recentralization of core tasks to better utilize expertise and provide library-wide support

· Consistency of policy across the library system so that users are better able to predict policy and use any library

· More proposals/drafts which come out of committees or working groups and then receive wide library discussion/consideration before a final decision is made

· Career paths for staff and faculty

· Sincere interest in input from all areas but with leaders having the authority to take that input and make decisions

As a result, Maureen Sullivan was brought in to help us move forward to develop a new organizational structure for the future.  Maureen Sullivan is an organizational development consultant whose practice focuses on the delivery of consulting and training services to libraries and other information organizations.  She has extensive experience as a consultant on organizational development, strategic planning, leadership development, introducing and managing organizational change, organization and work redesign, establishment of staff development and learning programs for today’s workplace, revision of position classification and compensation systems, and the identification and development of competencies.  Maureen received her BA and MLS degrees from the University of Maryland.

At this initial retreat, the group was also asked to step away from the specific organization of the UK Libraries and not focus on libraries or teams but rather on the work processes.
Work Redesign

Maureen provided these guidelines for work redesign:

· Design from the patrons’ perspective

· Identify key work activities and processes

· Focus on the whole system

· Design the work processes first, then the social system

· Streamline, standardize and simplify as much as possible

Maureen also discussed a focus on the process rather than the function.  A functional approach focuses on who does it and where is it done.  With a focus on the process the questions asked are what is the work and how is it done.  

Group Exercise
In one exercise, the participants were asked to divide themselves into groups of 5 to identify the key work processes in the UK Libraries.  The groups were asked to focus on:

· Areas/clusters of work that directly serve patrons
· Work that adds value and makes a difference for students and faculty

· Work that is critical to the mission/purpose of the library and the university

· And not on internal control functions
· Students and faculty as the primary constituents

After each group developed its list of key work processes, they were asked to incorporate those into a visual representation/drawing.  These drawings included a trumpet vine, basket of flowers, a tree, a wildcat path, a cat’s paw, butterfly, and one focused on “what we do with stuff.”  This activity was focused on unleashing our creativity to think in new ways about the organizational structure.  These drawings were used later by the Reorganization Working Group.
Reorganization Working Group
Following the retreat, our next step was the formation of a small working group of 7 faculty and staff to develop one or more organizational models for the library to consider.  At the consultant’s recommendation, this smaller working group was to be formed from the individuals who attended the retreat.  
The following criteria guided the Dean’s decision on who was named to the working group:

· Broad faculty and staff representation

· Membership would not be heavy with administrators

· Those with a global perspective

· Those who are creative and open-minded

· Those who are trustworthy

All members of the faculty and staff of the UK Libraries were asked to review the list of retreat participants and nominate individuals that they would like to see named to the working group.  On February 3, 2004, the following individuals were named to the Reorganization Working Group:


Toni Greider


Miranda Hines


Gwen Curtis


Frank Davis


Becky Ryder


Kerri Scannell


Kelly Vickery

The working group worked with Maureen beginning in February with a goal of having a plan for discussion by the end of May. The group was also charged with creating a timeline and communication plan for keeping library staff and faculty informed of its progress. An all-staff meeting was held in early February to talk about the process and expected outcomes.  The plans developed would be discussed widely in our organization.  However, the final decision on the organizational model to adopt and implement rested with the Dean of Libraries.  Implementation would occur over the summer/fall 2004.
The working group worked diligently for 3 months.  They held open forums and trends sessions to elicit input.  They delved into OCLC’s 2003 Environmental Scan and other items. In May 2004, the proposed new organization was unveiled to the entire Libraries staff.
Proposed Plan

The new organization included six collaboratives (later renamed divisions):  Access and Delivery, Collections and Technical Services, Information Technology, Office of the Dean, Research and Education, and Special Collections and Digital Programs.   In addition, the Law and Medical Center Libraries would report directly to the Dean of Libraries.
The mission of each collaborative follows:

· Access and Delivery -- to make library and course reserve materials available to constituents of the university, the Commonwealth, and others by maintaining and organizing library resources, by assisting patrons with questions pertaining to their library record and the library’s collection, and by working with library consortiums to borrow and lend materials to qualified members.
· Collections and Technical Services -- to efficiently acquire, organize, process, maintain bibliographic control, and provide access to informational materials in all formats in the most effective ways possible to support the University's educational and research needs. The Collaborative works cooperatively with other collaboratives in providing the best possible library services to our users and to follow and support national standards and practices in acquiring and organizing information resources.

· Information Technology -- to establish best practices and assist in the implementation of a stable networking and computing environment within which learning and research can be conducted, and to advise, investigate and assist in the UK Libraries' development of new uses for technology.

· Office of the Dean -- to further the strategic goals of the library and to facilitate the work of the other collaboratives by developing a system-wide organizational infrastructure and coordinated support services to include planning, human resources, organizational and staff development, budget and finance, public relations, fundraising, facilities and assessment of library programs.

· Research and Education -- to enable UK Libraries users to become effective, self-sufficient users of information resources and to identify, select, and create resources and services that are critical to the University’s current and evolving educational and research goals.

· Special Collections and Digital Programs -- to work in concert with other collaboratives to procure, process and preserve archival and published copies of record, artifacts, unique resources, and special collections using preservationally sound methods, materials, philosophies, standards and best practices.

After wide discussion and feedback and some refinement, the new organizational model was adopted in June 2004.

Leader Selection Process

Simultaneously with the review of the proposed model, work began on the selection of leaders for each division.  In order to determine who would lead the individual divisions, a leader selection process was undertaken.  A Leader Screening Committee was appointed on June 16, 2004.  Leaders for the following areas were under consideration:


Access and Delivery


Collections and Technical Services


Information Technology


Special Collections and Digital Programs


Research and Education


Office of the Dean


Medical Center Library

The following charge was given to the Leader Screening Committee:
· To assess the credentials of applicants and identify/recommend individuals to be interviewed
· To conduct the interview process
· To review comments from all who meet with the candidates and consider the merits of the candidates in order to make a written evaluation to the Dean of Libraries
· To maintain strict confidentiality regarding their deliberations

A list of competencies for the leaders was developed and shared with those in the libraries.

Those interested in leadership positions were nominated by colleagues or could self-nominate.  Each person was then asked, if interested in being considered, to submit a 2 page vita and a written response to the following three questions (1 page limit per question):

1.   Describe someone who has been an effective leader for you and why.

2.   What challenges do you see in this reorganization for a leader?  


a) For faculty and staff generally


b) For you specifically if you were one of the leaders.

3.
Where in the new organization do you see opportunities for you as a leader and what would you bring to the position?
Open question and answer sessions were held with 16 leader candidates in late July 2004. The selection committee evaluated the candidates based on the competencies document, the vita, the written responses to the questions, the interview and the evaluations from library faculty and staff.  They provided a written assessment to the Dean of Libraries, stating whether or not they found a candidate acceptable and, for acceptable candidates, suggesting for which leadership position/s the person would be well-suited.

Based on those recommendations, the Dean made the following appointments in mid-August 2004 with an effective date of January 3, 2005:

Access and Delivery – Pat Wilson

Collections and Technical Services – Kate Seago, interim

Information Technology – Kelly Vickery

Medical Center Library – Janet Stith

Research and Education – Toni Greider

Special Collections and Digital Programs – Terry Birdwhistell

The decision was also made that the Associate Dean for CTS position would be filled by an external search.  Kate Seago was appointed as interim.  After a national search, Mary Beth Thomson, formerly of the University of Houston, was named Associate Dean for CTS with a starting date of June 1, 2005.
Employee Preference Process

The next step in the reorganization process was the solicitation of employee preferences for work assignments in the new organizational model.  The following principles and practices guided this process: 

· The preference forms were held in confidence.  The only individuals who had access to them were the Associate Deans, the Human Resources Librarian and the Dean of Libraries.
· Every person’s first preference for assignment was given serious consideration. In those cases where the first preference could not be accommodated, the appropriate Associate Dean met with the individual to explain why and to discuss a proposed alternative assignment.  Those individuals were also offered the opportunity to talk with the Dean if they wished.
· Assignments were made based upon the anticipated amount of work in each collaborative and cluster.  The Dean made these final decisions, in consultation with the Associate Deans. 
· Specific work design, workflow patterns, and work assignments would be determined once the employee assignments were made. Employees in the new units would be engaged in the design.  Each associate dean would guide the work design in his or her collaborative.
· If learning needs were identified, employees would be trained in the new competencies.
· Employees would continue to work at the same classification level as they did in the existing organization. 
· The assignment process would not include any promotions.  If promotions were to occur, they would be determined through an open process and all qualified employees will have the opportunity to apply and be considered.  This was not likely to happen until the new organization was fully implemented.

In early September 2004, each employee (both librarians and staff) was expected to complete the employee preference form.  They were asked to review the new Organizational Model to determine their preferences for assignment.  They completed a simple in Excel indicating their preferences.  Room for three preferences was provided; first and second preferences were required; the third preference was optional.  Finally, they were asked to complete a series of questions about each preference:

· The aspects of this collaborative and cluster that really interest me are:

· Why?   Please describe in detail your ideal job.

· How will your knowledge, skills, and interests contribute to the work and performance outcomes of this collaborative?

· Other comments?

The preference forms submitted by each employee were thoughtful, reflective and insightful.  The Leadership Group (the newly appointed Associate Deans and Directors) and the Dean relied on them extensively in making these decisions. 

As was expected, 90% of our employee received an assignment to a collaborative that was their first priority.  The remaining 10% were assigned to another collaborative which was, in most cases, their 2nd or 3rd preference.  The Associate Deans communicated with each individual who received an assignment that was not their first preference.  The opportunity to speak with the Dean was also offered to each of those individuals.  The new assignments were announced on November 3, 2004.
Work Design Teams and Implementation

One of the important next steps in the library reorganization was to develop the work structure of each of the new divisions.  A design team of 4-5 people, including at least one classified staff member, was formed for each division, with the responsibility of developing

process map(s) showing how the division would function.  The design teams were expected to engage their library colleagues in the process through various methods, which might include open forums, interviews, etc.  The requirement for participation in a design team was at least a working knowledge of some aspect of the division.  Those teams were formed on October 13, 2004.

With implementation planned for January 3rd, it was not possible to complete all aspects of the work design before that date.  In late December as most staff were leaving for the holidays, the work design process maps for all divisions were completed.  When everyone returned to work on January 3rd), those documents were posted on the Libraries’ web site and an announcement sent to the all-lib listserv.  Based on these process maps, each associate dean or director and the department heads began working on the details of changing the workflow to match the work design.  This is an ongoing process that we expect to span the rest of this fiscal year and into the new year.

Summary

The implementation of our new organizational structure began in earnest on January 3, 2005.   Much is still to be determined and our most important priority on January 3 was to continue serving patrons and moving forward the work of the library.  But much has been accomplished since we began this process in early 2004.  I am very grateful to each

member of the library faculty and staff for the manner in which they have embraced the process and given it their full participation.  I am excited about the many new opportunities this organization affords us and look forward to its deployment and evolution in the coming months.

Additional information can be found listed under Reorganization on the Libraries’ web site at http://www.uky.edu/Libraries/staffinfo.html.

