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A Quick Poll

• https://pollev.com/timhackman369
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2 questionshttps://www.polleverywhere.com/multiple_choice_polls/ONHzSAA04KAr4oDQuestion 2 (show of hands): Of those who have participated in a reorganization, would you consider it a) successful, b) unsuccessful, c) somewhere in the middle

https://pollev.com/timhackman369


Background

Resource Sharing & Access Services
• New department head, October 2012
• Originally 5 units:  Circulation & Reserves, Interlibrary Loan, Stacks, 

Late Night, Billing
• Added 2 units:  Information Services, Terrapin Learning Commons
• 24 x 5 service at 2 desks
• 31.5 FTE, 100+ students
• Lots of new staff & services
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Reorganization Goals

• General:
• Improve efficiency of operations
• Increase staff engagement
• Improve the user experience

• Specific:
• Integrate staff and services from TLC and Information Services units
• Ensure work is shared equitably and efficiently
• Ensure consistent staffing across two service desks
• Identify and eliminate redundancies in our work
• Assess staffing needs and make the most of existing staff
• Allow and encourage staff to learn new tasks and build skills
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Kotter’s Eight Stage 
Change Process
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2014 2015Oct Nov Dec 2015 Feb Mar Apr May Jun Jul Aug Sep

Guiding Coalition Formed
10/15/2014

Kick Off Meeting
11/12/2014

Staff Retreat
1/16/2015

Card Sorting Exercise
4/21/2015

Task Groups report to staff
7/30/2015

Reorganization 
Effective Date
9/20/2015

11/10/2014
Time Logging

11/21/2014

1/19/2015 4/3/2015Time Log Analysis

4/22/2015
Org Chart Drafts & Revisions

6/15/2015

6/15/2015 8/14/2015Rewriting Job Descriptions

6/15/2015 7/29/2015Task Groups

Reorganization Process Timeline
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Retrieval and Scanning: Before
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Retrieval and Scanning: 
After
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Shipping and Receiving: Before
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Shipping and 
Receiving: 

After
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Desk Scheduling: Before

• No reliable method for backup and 
shift coverage

• Questions of fairness arose in 
break room conversation

Presenter
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JAMES – 5 minutes maxDesk SchedulingNo clear relation of hours to the job in the library. Even as new staff was hired or left, some desk hours remained unchanged. There was a person responsible for the creation of the desk schedule itself, but not for monitoring whether or not people actually completed shifts. The backup plan was less a plan and more a hope for the best ideal. When leave was being taken or during staff shortages it was not uncommon to be called away from your expected work to staff the desk at random. A newly hired USRS librarian was once left to close the building by herself without ever having been trained on the closing procedures!



Desk Scheduling: 
After
• 3 Tiered backup system
• Equitable distribution of Desk 

Hours based on Job 
description

• Shift trade hierarchy
• Unit Supervisors have input 

for desk schedule
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JAMES – 5 minutes maxThe new scheduling method takes into account each unit’s size and customer service percentage based on the employees’ job descriptions. This direct transparency has been well received by the unit heads and their staffs. In addition to the distribution of hours, there is a clear backup system and route to finding coverage if it is needed. Our system requires that the primary staff member be on the desk during their shift hour. This primary has a backup who will check on the primary twice during the assigned hour.  Beyond the primary and the backup is the RS&R on-call staff member, who acts as a backup to the backup. If a staff member needs to take leave, they must find a replacement for the shifts they will miss during that leave, checking first within their own unit and then, if no coverage is found, they may expand the request to the entire USRS department.



Student Supervision: Before
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JAMES – 5 minutes maxStudent SupervisionPrior to the reorg, each of the units was responsible for its own students. This led to a great redundancy of systems as well as a laundry list of problems from student poaching (the students sometimes went from one unit to another) to double booking a student in two units at once. Unclear priorities for students in units with competing tasks left students confused and unmotivated. 



Student 
Supervision: After
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JAMES – 5 minutes maxAfter the actual creation of units and redistribution of tasks, the shared student pool is our biggest change post re-org. Three of our units hire, schedule, and review their students as a group. This group has weekly meetings to discuss student supervisory methods and issues. This has led to the freeing up of significant time throughout the year, so much so that we were able to create the Student Development Team. The Dev team is responsible for exactly what it sounds like it is,  student development. The dev team meets once a month and includes supervisors from all USRS units with students. It allows for coordination of resources for fall and spring hiring and orientation.The other benefit that the reorganization has had on student supervision is that of clarification of priorities. Previously, students might be responsible for any number of tasks when they came for their shifts, staffing a desk to packing and lifting boxes. With the units based on like tasks the students have a greater degree of certainty than before. They know their scheduled unit’s priorities and tasks, allowing them to better prepare for a shift in any unit. They know a shift in L&P means they’ll be packing, I imagine them thinking, I’d better wear the UMD t-shirt and not my interview suit. 



Assessment

3 General Goals:
• Improve efficiency of operations
• Increase staff engagement
• Improve the user experience
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James – reminder of our 3 overarching goals. Next slides will look at our assessment of whether or how we met them



Assessment – Goal 1

Labor & Assistance 
Requests

FY2016 FY2017 % Change

Total Funds Requested $524,462 $508,414 - 3.06%

Total Hours Requested 49,932 49,012 - 1.84%

Learning Commons 9,984 10,780 + 7.97%

Stacks 7,050 6,240 - 11.49%

Late Night 6,336 6,840 + 7.95%

Interlibrary Loan 9,282 9,408 + 1.36%

Library Services Desk 17,280 15,744 - 8.89%
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Assessment – Goals 1 - 3

3.
7

3.
4

3.88

1. I feel that I accomplish more in my workday than I did 
before the reorganization.

2. I feel that my ideas have more of an impact on the 
USRS department than they did before the reorganization.

3. I feel that I am helping the USRS department better accomplish 
its strategic goals than before the reorganization.

4. I feel that library users are generally more satisfied with the 
services provided by the USRS department than they were 

before the reorganization.

3.653.56

3.71
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Assessment – Goals 1 & 3
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Lessons Learned

• Job descriptions matter!
• Involve Human Resources early in the process
• Provide many and varied opportunities for communication/feedback
• It will take longer than you think
• Everything will not go as planned
• Plan to assess from the start
• Use it to your advantage!
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Questions?

Contact Us:
Tim Hackman, Director, User Services & Resource Sharing –
thackman@umd.edu
Paula Greenwell, Coordinator, Logistics & Periodicals –
pgreenwl@umd.edu
James Spring, Coordinator, Library Services –
jvspring@umd.edu
Hilary Thompson, Head, Resource Sharing & Reserves –
hthomps1@umd.edu
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