Activity aimed at continuous Improvement in CSU (2004 – 2008)
Organisational Unit/Faculty/Division/Section
Division of Library Services
Contact:
Shirley Oakley, Executive Director
Time period (Start-End dates):
November 2005-June 2009
	Formal Name of Activity
	Organisational Review and Restructure - Division of Library Services Acronym: Library Restructure

	Description
	In the 2004 Audit Report, AUQA affirmed CSU’s ongoing efforts to strengthen its library collection in targeted areas deemed to be strategically significant to its research profile (Section 6.2). The University continued to provide targeted funding to strengthen research collections, but the Executive Director identified that the organisational structure of the Division did not allow optimum use of those funds to support research and did not allow development of targeted research support services beyond collection development.
The structure was strongly campus-based. It allowed high quality support for learning and teaching in a print environment, but was less able to support services in the hybrid print/electronic environment. Electronic services were growing in volume, importance and complexity. Support for the University’s research was undeveloped relative to support for learning and teaching. Support for new University Strategy required a major refocus of divisional resources which could not be achieved within the existing Campus-focused structure. The Workforce Plan showed Division faced immediate, critical workforce planning problems in terms of the number and skill sets of staff available. Recruitment of required skill sets was difficult: in-house development and multiskilling were required.
The skills gap was most critical in Collection Services due to projected retirements of key staff over the next three years. Collection Services was reviewed in 2005 with the goal of maximising economies of scale in collection development and providing a viable succession plan. The review was highly consultative and aimed at modular change in the Divisional structure. The Review Team’s report indicated that modular change was impossible within the campus-based structure – a review of the whole Division was required.
In January 2006, the Executive Director submitted a proposal for the restructure of the Division to the Deputy Vice Chancellor (Academic). The proposal detailed how the structure of the Division no longer met the needs of the university and offered two models for change (validated in consultation with a benchmark University): an improved operational model and a transformational model which allowed for future-proofing of Divisional operations. The required outcome was an organisational structure which:
· Addressed workforce planning issues;

· Removed duplication of services where face-to-face delivery is not essential;

· Maximised economies of scale, efficiency and effectiveness;

· Allowed a framework for ongoing change management;

· Allowed effective collaboration within the Division, across the University and with partners;

· Permitted flexibility and innovation;

· Accommodated future-proofing of service delivery in a highly volatile operating environment;

· Delivered services which support the University’s strategic goals.

The proposed transformational model was accepted by the Deputy Vice Chancellor (Academic) and endorsed by the Senior Management Group of the University.

	Conduct
	The new model was developed and implemented top-down. Priority was given to translating staff from the old structure to the new structure and developing new skills where required. Translation guidelines were developed in accordance with the Workplace Reorganisation and Redundancy and Retrenchment provisions of the Charles Sturt University Enterprise Agreement 2005-2008. The Guidelines were established at the beginning of the restructure process so that all staff understood how implementation would proceed when the new structure was finalised.
The new senior management layer was appointed first and worked with the Executive Director and an external consultant to develop the underlying structure, including roles and duty statements. The consultant advised on classification levels for each position based on the CSU General Staff Position Descriptors in the Charles Sturt University Enterprise Agreement 2005-2008 and ensured the overall consistency and coherence of the new structure.
Translation of staff from the old structure to the new proceeded top down to maximise opportunities for promotion and career development of existing staff. As each management layer was appointed, those staff participated in translation of the staff under them. Positions which were not filled by translation were offered to existing staff by Expression of Interest. Positions left vacant at the end of the full translation process were advertised externally.

Staff were fully informed at all stages of the restructure process via a variety of communication channels including a weekly newsletter, an FAQ, a “Question and Answer” online forum, and face-to-face briefing sessions which allowed questions and discussion.
The new structure was fully implemented with all positions filled in August 2007.



	Outcomes
	The new organisational structure is functionally based. A summary of new roles and an organisation chart is available on the Divisional web site at http://www.csu.edu.au/division/library/about/services/org/index.html.
 The old campus focus no longer exists and all teams are cross-University teams. Operations oversees all services provided to clients; Development provides future-proofing and quality assurance frameworks for the Division; and Business Services provides administrative and financial support functions.
Collection Services (part of Operations) provides collection development functions University-wide; managing a single budget; and the newly created Faculty Liaison Team provides focussed support for researchers and research higher degree students. Both of these initiatives provide enhanced support for CSU’s research.
The new functional units allow equivalence of service to all CSU students and staff, regardless of location and mode of enrolment. The emphasis is on providing services in context ant point of need, using CSU’s online environment and embedding resources in the next generation learning environment provided by CSU Interact.


	Follow up
	The new structure was reviewed February-March 2008, six months after full implementation in August 2007. All staff were able to provide comprehensive feedback either individually, or through discussion groups in their functional areas. Adjustments were made on the basis of the review. These adjustments related principally to role clarification and workload balance. The report of the Review Panel and the consultation outcomes for each functional area are available to all Divisional staff on the shared drive S:\Academic\Library Services\STRATEGIC MANAGEMENT\Planning\Library Restructure\Review-6 Month. There will be a final comprehensive review in the first quarter of 2009.

Client feedback on the new structure was obtained formally via the 2008 Insynch Client Satisfaction Survey which enabled benchmarking with survey results from 2002, 2004 and 2006. Informal feedback was available via normal feedback channels: “Suggestions”; the Library Forum; and the website feedback form.

	Other comments
	The focus on function rather than location has reduced duplication of effort, maximised resource effectiveness, and allowed the development of new services, particularly online services, which were not possible in the old structure.

Satisfaction with the new structure is high with both staff and client groups.
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