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All the Kings Horses . . .





The decision to restructure the three departments of the Library, Information Technology Services and the Multimedia Education Unit of the University of Melbourne was made by the Vice-Chancellor to more directly meet the requirements and directions outlined in the university’s strategic plan. The plan itself is a far reaching and creative response to the current higher education environment – an environment which is being buffeted by the crisis of fundamental technological change, the commercialization of education, competition from new sectors, mass participation in education, changing student profile and needs and the imperative to change the existing culture to achieve strategic momentum. The risk of standing still or even making small incremental advances is insufficient in an environment where all of our traditional assumptions are being challenged.





Internet-based learning may not suit everyone, but it is an outstanding second best to  face-to-face learning in a market, which increasingly needs to address adult and continuing education needs at the professional and skill level where people are time restricted and technologically savvy. Australian universities have been quick to recognize the potential market opportunities here.





In this market, organizations like the University of Phoenix have become hugely profitable increasing enrolments by 22% in a single year to over 75,000 students by the end of 2000. The market is also attracting new types of competitors such as Barnes&Noble.com, Learning Brands and notHarvard which offer “how to” courses online. The big players have also entered the market. The London based Pearson PLC produces corporate education programs and is involved with business schools at several universities, including Cambridge, which has agreed to split fees for an executive MBA 50-50 with Pearson. Thomson Learning has recently entered into an agreement with a number of universities worldwide under the Universitas 21 banner to commence courses in two disciplines, Information Systems and Business Studies. It would be impossible to downplay the serious nature of these global competitors. David Collis, a Professor of Management at Yale University, believes that such companies as Pearson “can take away the profitable parts of the market in higher education leaving institutions with less overall to work with”.





The Gartner Group have predicted that by 2005 educational providers will be forced to deliver more than 75% of their educational content electronically. The challenge for us is to capitalize on the emerging technologies to enhance teaching and learning, grow our business, and build high quality research to thereby attract outstanding faculty, staff and students. Universities like Melbourne must enhance the quality and accessibility of programs and embrace new paradigms which support the delivery of more flexible, more exciting and interactive learning opportunities than ever before – and all that within a highly constrained budget which is expected to meet the needs of more students, more technology, more information costs and more training and development to reskill staff across all parts of the university.





The issues facing the university are considered to be so great that the need for cross-departmental collaborative solutions are seen as essential. Where possible, like functions have been brought together to address common problems where the sum is expected to add greater value than the separate parts. The restructure of the Information Division was just part of the redesign of the entire central administration of the university, the aim of which was to create a more cohesive group, more able to work together to provide seamless interactions with staff and students. In particular, the needs of a growing e-generation, adult learners and part-time workers who are impatient with bureaucracy, organizational unresponsiveness and inflexibility, must be reconsidered. The old paradigm had to be broken to create proactive change management strategies and to become faster, more flexible and better at repositioning services and technologies as needed. The restructure was from the outset expected to ensure that Humpty Dumpty could never be put back together again. The Vice-Chancellor looked for a symmetry-breaking structure unlike some of the failed earlier attempts undertaken primarily in the U.S., where libraries and IT were brought together functionally but the model itself did not change. This meant that old allegiances and cultures could continue to thrive and when services did not markedly improve it was easy to say that the new structure had not worked and all would be restored to its previous state. It would be true to say that some of the early thinking about why libraries and IT should be combined was fuzzy or just flawed – restructures commonly abound as a way of addressing poor management or cost cutting rather than for achieving strategic goals and yet the opportunities to rethink our roles, combine the knowledge and talents of IT and library professionals and those who have a sound understanding of pedagogy, are enormous. At Melbourne we cannot return to our previous state but we can refine and redevelop structures around new goals. It would be much harder to unpick each element and return to the three former departments of the Library, Information Technology Services and Multimedia Education Unit than to move on to something completely new.





A Converged Service


The converged Information Division was born out of the university’s strategic plan to achieve strategic tasks under 5 key areas of the Melbourne Agenda and supported by a central Business Management Unit. Each of the five teams has a range of professional skills drawn from the former departments and the boundaries between each team or department are increasingly porous as each department is dependent on the others and staff must be able to move between work groups to achieve goals. The Division’s overarching role is to manage, select and to provide access to knowledge, expertise with tools that are easy to use, and training to members of the university that ensures we are in the lead.





The departments – so called because of institutional nomenclature (we would have preferred less rigid terminology) have brought like functions together and consolidated overlapping work programs; they have been able to redirect resources to new services such as those required in an online environment and they have preserved those critical areas that needed to be continued and enhanced.  This was made possible through the development of an Information Strategy and goals which reflect university-wide information needs, rather than the more narrowly focused goals of the three former departments. A zero based budget approach allowed us to redirect resources to new areas of need, based on agreed priorities.





The Process


The drivers for change were clearly articulated at the outset and the goals were set. The Information Strategy was developed by drawing together key experts from both academic staff and administrative staff who could help to provide the Department Heads with input to strategic discussions which then flowed through the rest of the staff in the Division. Goals were aimed at transformation rather than tinkering around the edges. Although the difficulty of such a major rethink made it tempting to opt for a more traditional model, we resisted the temptation to just fix problems but focused on opportunities. The entire change process was about redefining and reinterpreting our direction based on the new drivers in the higher education environment and the position being taken by the university to respond to it in new ways.





Setting the strategy and goals was essential and we believed a structure would emerge from this process. The Executive of the Division was not fixed on a particular model and a range of organizational models were explored. Aspects of the Birmingham University model appealed to us but the final structure, which was finalized after a two day executive retreat, was essentially our own. As no best practice already existed for our needs we aimed to come as close as possible to an effective model, understanding that this would need to change over time and would not be perfect. Once the decision on the model was made we established a Communications Strategy to ensure that all key stakeholders were kept well informed and that we had a vehicle for raising issues, concerns and suggestions. This ensured that staff could participate in the planning process and that this would assist in the “buy in”. A web page for restructuring issues was established where staff could post questions and comments as well as find out what was happening at any time. Monthly staff forums were scheduled to address all staff and interviews were held with staff who had more serious issues to raise. Meetings were held between the Human Resources Department and the Union at a formal level and informally meetings were held between senior staff and union representatives to address local concerns. The communication process was considerably improved due to the hard work of a senior member of staff who undertook the role of Implementation Adviser throughout the process. The Implementation Adviser also ensured that timelines were achieved against a published Implementation Activity Timetable which showed how the restructure would be linked to operational planning and other human resource management issues. The Implementation Adviser saw that there was a clear and consistent approach to processes across the Division and he also turned out to have good radar for potential trouble spots which might require the attention of members of the Executive.





The principles that were established by the Vice-Chancellor before undertaking the restructure were:-


There must be no redundancies


No one should be materially disadvantaged through loss of salary or other benefits


There must be no change to the bottom line





This meant that there would be no general spill of positions. A set of principles were developed concerning which positions would be advertised and reviewed for classification purposes. This meant that there were no surprises. Positions which were substantially changed, meaning at least 50% different from any existing position, were advertised internally and staff could apply through an expression of interest but only if they were already at the same HEW level as the position advertised. If no suitable candidate could be found the position was then opened up to staff below the HEW level of the advertised position. All other, meaning substantially the same, or less than 50% different, positions were offered directly to staff at that level without advertisement. Overall around 40 positions, or 10% of all positions, were considered to be substantially different, although all positions changed and all position descriptions were rewritten. We expected some resistance from staff in areas where new skills were demanded but found that staff were eager to improve skills and engage in their new working models.





The New Model


The new model is based on six teams or departments which are charged with strategic tasks. Some of the tasks were well embedded in the earlier structure and were enhanced or changed to meet new goals but remained identifiable with parts of the earlier structure. They included the need to maintain the networked infrastructure, telecommunications,  email systems etc. The information resources of the library were also not only protected from any reduction in funding in the new structure but also provided with more strategic support in relation to collection management and electronic access. New resources were allocated to growth areas such as Intellectual Property Management, flexible learning, support for rural campuses, information literacy, coordination of I.T. strategy across the University, emerging technologies and the need to provide better advice and support to Faculties. The Information Division sees its primary role as providing leadership in the development of university-wide strategies relating to information including IT support, multimedia and courseware delivery and administrative systems development. Its creation was a clear indication given by the University’s senior administration of the importance which needs to be placed on effective information management.





Our Vision is that all members of the University will be able to use sophisticated information easily and well. The simplicity of this statement bears no relation to the significance and challenge of this task.





The six new departments and their functions are:





IT Strategies & Emerging Technologies


To provide high-level and strategic advice on IT developments, directions and issues that may affect the University.


Strategic IT Planning, Advice and Coordination


Strategic IT Alliance and Projects


New and Emerging IT (Evaluation and Prototyping)


High Performance Computing (HPC)


Developments (Coordination with Faculties)


Systems Developments & Integration


IT Standards (Assessment & Proposals)


IT Reviews








Information Resources Access


To provide access to the information needed for the learning and research programs of the University in a timely and effective manner.


Archives, Special Collections and Grainger Museum


Collection Management


Acquisitions cataloguing and processing


Interlibrary loans and document delivery


Preservation


Digitization


Electronic document access and metadata








Client Services


To provide front line Information Division services to the University community.


Students Access Services


Lending Services


Information Services


Branch Libraries


LITE Support


University Computer Supplies


Lecture Theatre Services (including Audio Visual Services)


LAN Server support


IT Operations


IT Centre Teaching Labs





Teaching, Learning and Research Support


To provide services to academic departments and their research students to support courseware production, training and development, collaborative learning and research. 


Courseware Development


Learning Resources Services


IT & Information Literacy


Electronic Publishing to support teaching, learning and research


Flexible Learning Services


Research and Evaluation Services to support teaching, learning and research


Teaching and Learning Staff Development


IP Management for Multimedia products


�



Systems & IT Infrastructure


To provide those central computer-based systems, networks and telecommunication services the University needs to fulfill its mission.


Networks


Systems


Central Directories


Email


Database Administration


Telephone Infrastructure


Telephone Services





Business Management Unit


To support the Division achieving it’s stated aims and goals through the provision of efficient, responsive and contemporary business management support functions.


Financial Management & Administration


Corporate Governance


Organizational Development


Health & Safety 


Planning and Projects


Communications and Marketing





Where to From Here?


Although it is early into our new structure we have been working together for well over a year and there have been some significant changes over this period. By mixing and sharing skills and knowledge across borders we have far greater capacity to look at issues differently and find collaborative solutions. We have found that bringing people together across functions and hierarchies produces more innovative approaches to new concepts and services. There is a growing capacity to address broader university-wide issues as a group rather than being bound by our own individual problems. This capacity was evident in recent planning processes which have tended to concentrate on what we can do best together rather than through our own individual departmental goals. Most importantly, we have given up territory for the opportunity to contribute more broadly.





We recognize and respect the skills and talents each individual brings to the Division. We understand better that librarians, technologists and academics need to work together on both the philosophical and practical considerations involving the development of technological infrastructures, accessibility, training, cost of ownership, licensing, connectivity, integration and interoperability. We must continue to work together to develop new service models and provide seamless interactions to staff and students. We could not achieve the goals we have set ourselves within our former framework. We know that our goals are not ours alone and we have no major achievements for which we are not jointly responsible. In a university which favors decentralized administration processes we share our goals across the Division and also with Faculties and Departments. Our success is aligned to the success of all of the parts and depends on our ability to work in a collaborative mode, coordinating, encouraging and leading rather than directing. 





One of the most exciting opportunities for the Division is the ability to support and drive a knowledge management environment by creating the infrastructure, the databases, the networks, the management and other channels for which the spreading of knowledge depends and we can support the academic development, training and the sharing of ideas to cultivate creativity in teaching and research. We can support the university in sharing communications, ideas and best practice wherever we find it. In an era of an overabundance of information, which in itself is increasingly valued for its ability, if well managed, to transform our business and create new opportunities we must find better ways of linking people to knowledge and support its continual application, distribution and creation. This is a strategic task for which our combined skills and those we can harness from elsewhere, are well suited and which will position us well for the future. This future will increasingly depend on the skills we are building of teamwork, collaboration, respect for others, innovation, flexibility and the continuous capacity to adapt to changes which will affect the higher education environment.








Helen Hayes


Vice-Principal (Information)
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