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The Staff Structure Reorganization Committee was charged to establish a staff position classification system for library-specific positions that best serves the libraries’ stakeholders.  The committee’s full charge and webpage can be accessed at: http://web.uflib.ufl.edu/committees/SSRC/default.htm.

The following is a report of the committee’s work, the findings of the committee and the committee’s recommendations regarding the staff structure of the libraries staff positions.  

I. Committee’s work:

The committee reviewed the current structure of the staff positions at the UF libraries including the classification definitions for the university, and the allocation of employees within the classifications across the departments and branches of the libraries.  Utilizing the revised and up to date position descriptions generated as a part of the university’s new Performance Management Initiative, the committee reviewed the duties of employees within each of the library-specific classifications.  Reports and summaries associated with these reviews can be found at: http://www.uflib.ufl.edu/committees/SSRC/ReviewofCurrentStructure.htm.

Additionally, the committee reviewed the Technician Career Ladder at the UF Veterinary Medical Center, which includes opportunities for advancement-in-place, and the UF IT position classifications.  The committee also studied the advancement programs of the University of Connecticut Career Ladders Program, Duke University, Auburn University, and the University of Arizona.  The staff structure systems of the University of Michigan, Missouri University Libraries, University of Georgia, and Vanderbilt Biomedical School Library were examined by the committee.  Key elements were drawn by the committee from the classification system recently implemented at the University of Georgia.  The committee additionally considered the competency programs for library professionals of the Connecticut Library Association and National Park Service.  The committee’s summaries of these structures, programs and systems can be found at: http://www.uflib.ufl.edu/committees/SSRC/OtherPrograms.htm.

The committee considered the work of the previously charged Classification Study Committee whose recommendations were submitted to the Library Directors in January 2005.

The committee also produced and conducted an online survey of all current staff occupying library-specific job classifications.  The 45 respondents to this survey provided their feedback regarding the current staff structure, advancement opportunities afforded by the current structure, their individual interest in career advancement and their perceptions about the legitimacy of various possible advancement criteria (e.g. length of service, degree attainment, increases in job expertise, and evaluation outcomes).  The statistical results of the survey and staff comments are available at: http://www.surveymonkey.com/DisplaySummary.asp?SID=2074912&U=207491241186.

II. Findings

The Current Structure.  The following reflects the committee’s findings regarding the current classification structure:

· The current UF LTA classifications are inadequately defined for the purposes of distinguishing where individual positions should be assigned

· The Archivist classification is not appropriate for the majority of employees serving in that classification

· The current structure offers very limited prospects for advancement other than reclassification of the employee’s current position, presumably based upon the expansion of duties, or a limited number of vacancies in higher positions generated by turnover

· The current structure is not perceived to support advancement by the majority of staff occupying library-specific job classifications

· The core duties of Sr. LTA’s and LTA Supervisors are commonly equivalent with the responsibility of supervising often being the only distinction

· The advancement of Sr. LTA’s to LTA Supervisor positions based upon supervision has been inconsistent in that some Sr. LTA’s have subordinates but have not been promoted and the minimum number of subordinates necessary for advancement has not been standardized across the system

· Program Assistant and Coordinator classifications have been utilized by a variety of library departments as ‘best fit’ classifications for some positions performing library-specific duties

III. Recommendations

Revised Staff Structure.  The committee recommends adopting a revised staff structure with 3 nonexempt Library Assistant and 3 exempt Library Associate classifications.  Descriptions of these classifications can be found at: http://www.uflib.ufl.edu/committees/ssrc/documents/LibraryAssistantandAssociateClassifications_000.doc For your reference, the committee prepared a draft document containing examples of the duties that would be performed by employees occupying the new classifications that can be found at: http://www.uflib.ufl.edu/committees/ssrc/documents/LibraryAssistantandAssociateExamples_000.doc.

The committee feels the revised classification system represents an improvement over the current classifications in that it offers clearer and improved definitions of the attributes and requirements of the classifications and addresses the other shortcomings of the current system.

Implementation Process.  The committee proposes implementation of this structure as soon as possible through the following steps:

1. review of proposed staff structure system by directors
2. review of proposed staff structure system by Library Council
3. finalized version submitted to UF Classification and Compensation for compensation study of appropriate applicant market and the establishment of pay grades
4. review of estimated fiscal implications of implementation by directors
5. public presentations to and input from staff regarding the final version
6. a review of each incumbent by departmental and divisional management and library Human Resources to establish appropriate classification in new structure
Advancement-in-Place.  The committee recommends the establishment of an advancement-in-place system to be based upon the individual’s knowledge, skills, abilities and efforts.  Under this system an employee could achieve professional advancement within the position they occupy and their professional advancement would not be dependent upon changing classifications.  This system would establish a range of pay for each of the 6 classifications.  New employees would enter at or near the bottom of that range and advance based upon established, defined and clear criteria.  The committee recommends the criteria for advancement within a classification include length of service and evaluation outcomes.  Additionally, the committee recommends the criteria include individual professional development as demonstrated by the completion of additional education, successful completion of training and attainment of competencies.

An essential criterion of the proposed advancement-in-place system would be a series of comprehensive and progressive competencies for library work.  In order to establish these competencies, the committee recommends the Library Staff Development Officer engage the UF Training and Development staff to perform a competency study at the Libraries.  The results of this study would include relevant competencies for each classification and a prescribed training program to allow staff to achieve these competency levels.  Jodi Gentry, with UF Training and Development, has agreed to provide this competency study, but has indicated the process may take as long as 12 months to complete.  That fact, along with the need to develop a training program database to track the completion of training and the achievement of competencies, obliges the committee to recommend that the advancement-in-place system be implemented as soon as administratively feasible, but not to delay the implementation of the revised staff structure.  

The committee recommends the establishment of a subsequent committee, with similar representation as this committee, to work on the establishment and implementation of the advancement-in-place system. 

USPS Considerations.  In that the University will not allow the creation of any new USPS classifications, all of the revised classifications must be established as TEAMS classifications.  Accordingly, only newly hired TEAMS and USPS employees converting to TEAMS status can be permitted to enter into one of these new classifications.

System Liaison Considerations.  The committee has not incorporated the current systems liaison program into the revised classifications due to the fact that the liaison duties vary significantly in the classification to which the have been assigned, to the proportion of the employee’s duties they represent and in the level of sophistication of the liaison duties.  

IV. Summary

The existing library staff structure, based upon the current UF classifications, is in need of replacement.  The current system offers inadequate advancement opportunities.  The Staff Structure Reorganization Committee recommends the implementation of the revised staff structure featuring 3 nonexempt Library Assistant and 3 exempt Library Associate classifications as soon as administratively feasible.  The committee also recommends the subsequent implementation of an advancement-in-place system that integrates the competencies necessary for success in each classification.
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