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The Right Staffing Structure for your Program

	Many continuing education and community education programs are being squeezed. Budgets are being cut. Staff hiring is being frozen and in some cases staff members are being laid off and/or positions are not being filled when a staff person leaves.

This trend is consistent among LERN members and is a trend LERN predicted more than five years ago. Lifelong learning programs are being forced to be more accountable both to their students and to their institution. More and more programs are being required to be self-sufficient or they will be closed down and/or absorbed by another department/organization.

Certainly the state of the economy and the world is affecting the performance of programs. But even if the economy was good, the trend of institutions expecting lifelong learning programs to cover their costs would still exist.

LERN has been providing strategies and techniques for surviving tough times. Budgeting, programming, marketing, pricing, and many more suggestions have been provided. Successful programs are proving that the strategies and techniques work.

One strategy involves how your continuing education or community education program is structured. LERN has provided a staffing structure that moves programs from everyone doing everything to staff being accountable for specific duties. Programmers work on new programs and customer management.

Operations staff handles all day-to-day tasks and provides outstanding customer service. Salespeople sell and the structure includes a Promotions professional responsible for promotion consistency and coordination.

For more information on the specifics of the LERN Staffing Model you can purchase LERN’s Restructuring Staff manual.
Many programs are trying to make the shift from their present staffing structure to the LERN staffing structure. No two programs will look the same but there are ways of operating that should be considered.

The shift is not easy and takes time. The shift should not take place overnight but as a coordinated transition. For many programs the transition could take two to three years.

The question that is normally asked is: What are the steps I should follow?
Again, each program will follow steps appropriate for their situation but the following are steps you should consider when restructuring.

Step 1
Switch Programmers from being product specialists (a person handles only arts classes) to managing a group of customers (a person handles a segment of the population you reach — teens, nurses, seniors, etc.).
In this way you switch them from being product managers to customer managers, and programmers can handle a larger scope of work. A programmer’s job is to “manage programming” by selecting repeat programs and using instructors and others you can contract with to build new programs. 

Step 2
Start using LERN formulas and LERN thinking to determine the number of programs to be offered in each customer area, and think in terms of the percentage of programming (by product area) to offer each session. Start doing more planning so programmers know when they have finished planning a session. 
This may also help them eliminate the dog programs if they are not just trying to fill space in the catalog.

Step 3
Decide what responsibilities the Operations component of the structure will be responsible for. We suggest registration, finances, management of information and software, and logistics. The success of the staff restructuring transition rests in Operations
The more Operations can handle (phone calls, ordering books, classroom set-up, etc.) the freer the moneymakers (programmers and salespeople) become to generate additional revenue.

Step 4
Reassign or hire a person to head up Operations. This will be the most critical step you take, and you want to make sure you select a person who a) understands Operations, b) can manage people, c) is committed to customer service, d) has training in computers, finance and finance analysis and e) is willing to absorb other routine tasks (such as scheduling repeat classes, tabulating evaluations, ordering materials, etc.). 

Step 5
Reassign a person on staff with in-depth knowledge of your organization to become your Information Specialist. First, outline the duties, which should include answering questions, making decisions on running/canceling classes, making decisions on refunds, etc. This person needs to be very customer friendly and may or may not manage the registration staff.

	Ideal Staffing Structure
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	Step 6
Reassign or hire a person to manage Promotions. This person is responsible for coordinating the development of the catalog, as well as ensuring all printed and electronic communication is consistent. The Promotions Professional coordinates the building of the one-year market plan as well as coordinating/ communicating segmenting analysis. This person tests mailing lists, evaluates distribution methods, etc.

Step 7
Build a team selling relationship between Contract Training and Programming. You want your salespeople selling, not developing products. The more the Operations component pulls routine tasks, the freer programmers will be to help out Contract Training, as well as work on new initiatives.

Step 8
The Director of Operations, Director of Promotions, Director of Contract Training, and Director of Programming support the CEO/Executive Director and serve as the team that manages the organization. Together they work out problems and make decisions that ensure the goals set in the one-year market plan are met. 

LERN can help you with this transition. Whether you are a larger program with five or more staff or a smaller program with less than five staff, we can help develop a transition plan that will make you more efficient and less stressed. We know what is working and what is not working. 

We can help you figure out what programs and tasks to cut and which ones to keep. We can determine if your pricing supports your structure, and if you are spending too much or too little on staffing. 
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