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Statement of Purpose for UGA FMD Career Ladder Program

The modern facility executive in higher education facilities management carries a delicate balance to provide
excellent customer service, be responsive to building users and the staff, ensure that supply chain and
maintenance issues are minimized for operational conditions in teaching and facility research areas, and to
meet the mission of the university. Tied to these challenges, facility executives continue to combat strong
market competition when attempting to attract, train, and retain key technical staff members, skilled trade
professionals, and the larger cleaning workforce within our departments. According to the Society for Human
Resource Management (SHRM), “career ladders are the progression of jobs in an organization’s specific
occupational fields ranked from highest to lowest based on levels of responsibility and pay.” This establishes
a series of job levels within a job family where work is similar. In the facility management organization, skilled
trades and service-oriented positions typically fit outside of traditional academic/administrative functions.
Further, the ability for an organization to reward consistent proficiency building and commitment to personal
growth within a staff is paramount for the growing sophistication of facility management organizations and
the continued engagement of personnel over the course of a career.

While there is no specific answer for how to resolve these issues in the same way across many colleges and
universities, there are some options that have proven to have some positive results for many aspirational
and similarly staffed higher education facility organizations. The University of Georgia Facilities Management
Division (FMD) has offered a pilot proposal that we believe can curtail some of these facility executive
hardships. As a backdrop, the University of Georgia was founded in 1785 as the first land/sea grant institution
in the US and is currently ranked in the top 50 National Universities by U.S. News & World Reports for the
fourth consecutive year. There are more than 300 resident instruction facilities maintained by the 870
employees of FMD in our Operations & Maintenance, Services, and Business units. Many of our historic
buildings are registered as historic, top-level research, and new construction that meets LEED Gold standards.
Even with past accomplishments and national/regional industry recognition for Operational maintenance,
Energy conservation, Sustainability, and Green Cleaning business practices, the FMD Services Department, as
many other higher education facility organizations, continues to face a challenge with hiring and retaining
qualified employees.

In 2021, a group of FMD leaders and our Human Resources team began conversations about implementing a
career ladder pathway to help recruit and retain facilities staff to our organization. Granted, there were
concerns about how to build a comprehensive staff identification and promotion system that would focus on
(1) the development of a more skills-based assessment tool for promotions and hiring for skilled trades and
service-oriented positions, (2) to minimize institutional knowledge gaps within our entry-level and middle
facility management personnel, (3) determine how to improve employee morale, and (4) encourage buy-in
from existing FMD staff and higher administration.

Our FMD internal working group worked hard to gather information and review all position descriptions
across the operations/service-oriented departments. In many cases, the employee's daily tasks and



performance-guided standards were rewritten to be less subjective but more focused on industry-acceptable
standards. We spoke to other higher education institutions within the Southeastern Conference, as well as
private facility executives in healthcare and manufacturing operations to gather information. Our internal
team had several conversations with our Human Resources staff to conduct a job market analysis with both
the educational and the private sectors to obtain permission to increase salary levels for entry positions,
change position descriptions, and to develop a three-tiered position classification with targeted skilled trade
and service-oriented positions. For example, these titles in our program equate to Level I-entry position
(Building Services 1), Level ll-intermediate skill (Building Services Il), and Level lll-unit leader position (Building
Service Lead). This was a critical and necessary step to develop a professional career track that could attract
and train entry-level and management-level staff.

Our internal working group felt it was imperative to use a multi-faceted approach to train and engage staff
to improve our workforce. The planned use of industry approved certification standards, online training,
vocational training, apprenticeship programs, and random assessment of employee work are several tools
which are incorporated into our career ladder program proposal. Previous employee training engaged staff
in small group settings or a classroom to “watch-perform-discuss" platforms. While this standard method of
staff training can be sufficient, our internal team wanted to ensure we implemented adult learning models,
encourage the use of information technology and mechanized equipment where possible, encourage use of
job-task software, and place a higher emphasis on a culture of industry-certified training and operational
practice.

With assistance from our FMD Human Resources Department and internal leadership team, we will
implement the FMD Career Ladder Pilot Progression program within the Operations and Maintenance and
the FMD Central Steam Plant units. The FMD O&M Department and Central Steam Plant have over 26
uniquely defined skilled trade job titles and each job title has been reviewed for specific performance
competencies. The leadership team will meet with the staff to discuss the program’s purpose and career
mobility plan, discuss salary options that cross the multiple career ladder tiers within each pilot department,
and provide a random on-site assessment review by several subject matter experts within those departments
to determine employee placement. Additionally, the required professional development measurement tools
and transition for position modifications within the university’s bands is in progress. Further, each pilot unit
has identified department trainers/subject matter experts and training members to execute or oversee
required training modules to ensure employees' success. The professional development tools will standardize
employee training, provide a framework for consistent operational outcomes, and improve customer service
for our campus community.

The FMD Career Ladder Program has been in development since 2020 and follows the campus-wide Career
Journeys pathway that our University Human Resources Department has worked on and is implementing
across the Campus Units. This FMD-initiated progression program will be incorporated with the larger
campus-wide job competency model by UGA Central Human Resources. This information can be found on
the University of Georgia Human Resources website hr.uga.edu/journeys.



https://hr.uga.edu/journeys/
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UGA Job Families/Titles and Salary Bands for All Skilled Trades Positions
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Zone Shop Pathway beginning at the Entry Mechanic level:

The illustration below denotes the career pathway for achieving a career ladder and
promotion structure for the FMD Operations and Maintenance Department. The
beginning step is the position of Entry Mechanic |.

e Zone Shop Pathway
e Mechanical Pathway
e Structural Pathway

U

Structural/Mechanical Worker 3

Zone Mechanic 3

Structural/Mechanical Worker 2

Zone Mechanic 2

Structural/Mechanical Worker 1

Zone Mechanic 1

Skilled Trades Worker

Entry Mechanic

The chosen candidate for Entry Mechanic is expected to continuously learn new trade skills,
processes, and techniques through peer guidance, experience, and formal training through
means provided by FMD and through self-improvement efforts.

This person will learn FMD policies, practices and general workflow, property locations,
mechanical and structural features of each building within a zone, navigation of campus, FMD
personnel, and basic communication skills between personnel and acting manager.

The chosen candidate understands that the Facilities Maintenance Industry is constantly
evolving as new challenges surface and modern technologies develop, therefore, a successful
and promotable employee comprehends the necessity for continual learning and
improvement, seeking out opportunities for personal professional growth.
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ZONE SHOP JOB TITLES

e Entry Mechanic
e Zone Mechanic |
e Zone Mechanic Il
e Zone Mechanic Il
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Mechanical/Structural Pathway beginning at the Skilled Trades Worker level:

The illustration below denotes the career pathwaK/Ifo_r achieving a career ladder and
Bromot_lon structure for the FMD Operations and Maintenance Department. The

eginning step for the Mechanical and Structural Pathways is the position of Skilled
Trades Worker.

e Zone Shop Pathway
e Mechanical Pathway
e Structural Pathway

L

Structural/Mechanical Worker 3

Zone Mechanic 3

Structural/Mechanical Worker 2

Zone Mechanic 2

Structural/Mechanical Worker 1

Zone Mechanic 1

Skilled Tracdes Worker

Entry Mechanic

The Skilled Trades Worker will have two options to develop into the Mechanical or Structural
Pathway for the FMD Career Ladder program, including: (1) Carpenter and (2) Plumber
positions. This candidate’s primary benefit for FMD is that they are willing to commit to the

University/FMD general employment details, display the basic Staff Core Competencies, and
are willing to develop a trade skillset over time.
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Mechanical/Structural Pathway Job Titles
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Plumber
2 years of experience working in a mechanical or structural maintenance setting and denotes an aptitude for

facilities maintenance, construction, and upkeep of physical properties. This position serves primarily to assist
senior tradespersons in efforts to maintain and repair mechanical and/or structural components and features

of the University of Georgia’s built environment.
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https://www.ugajobsearch.com/postings/311582/print_preview
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Carpenter

2 years of experience working in a mechanical or structural maintenance setting and denotes an aptitude for
facilities maintenance, construction, and upkeep of physical properties. This position serves primarily to assist
senior trades staff in efforts to maintain and repair the structural components and features of the University
of Georgia’s built environment. The person serving in this position can demonstrate an ability to engage and
complete basic repairs and tasks independently, such as minor wall damage repair, minor door adjustments,
and other minor carpentry tasks.
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Additional Factors for Career Ladder Progression Pilot Program

e Employee Eligibility
o All full-time, benefits eligible FMD employees may participate in the program.
o Student and Part-time employees are not eligible; however, they may apply for full-time
positions.
o Employees must have successfully completed the six-month probation period before
participating in the career ladder progression program.
o Employees must not be on a performance improvement plan (PIP) or have disciplinary action
within the calendar year.
= |fan employee receives disciplinary action within the calendar year, they will have a
12-month waiting period before being considered for career ladder progression
promotion.

o Employees must receive an overall performance rating of “meets requirement” or higher on
annual evaluation.

e Skills Assessment Tool/ Employee Scorecard (Checklist)
o Carpenter 2 Scorecard Example
o Electrician 2 Scorecard Example
o Central Steam Plant Scorecard Example

e Application for Internal Staff

o Existing internal FMD Staff employed in the pilot program shops will be automatically placed
to begin the program. FMD Operations and Maintenance (Zone, Carpentry, and Plumbing
Shops will begin on/around December 2023 and the Central Steam Plant will begin
on/around April 2024.

o Existing internal FMD Staff interested in considering the career ladder program but not
working in the pilot program shops may apply for review.

o FMD Internal Career Ladder Application (New Shop Request) Example

o FEMD Internal Career Ladder Application for Promotion Example

e Submission of the FMD Career Ladder Checklist

o Employees will complete an online form and submit it to their manager for approval. The
respective managers will then submit the career ladder checklist form to the FMD Human
Resources Department to forward to the review panel.

e Career Progression participation process for Promotions
o Employees who participate in the career ladder progression program will not undergo a

traditional interview process if they meet the training, experience, and practical operational
requirements for Level 1 and Level 2 positions.
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https://outlookuga-my.sharepoint.com/:b:/r/personal/noah22x_uga_edu/Documents/Documents/Legacy%20In%20Carpenter%20II%20Competency%20Scorecard.pdf?csf=1&web=1&e=CgYBRy
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https://outlook.office.com/mail/id/AAQkADk0NWM4ZmVjLTcyMDktNGMxOS1iNDI0LTI3MjQ3YWYyMTk2NwAQAEED6jv%2B5EZEiTV6IVfhRUo%3D/sxs/AQMkADk0NWM4ZmVjLTcyMDktNGMxOS1iNDI0LTI3MjQ3YWYyMTk2NwBGAAADHvIsg3NUhEeUH%2FXc3W%2FungcAhd8nu8kSuU6QxoxCHIxj6wAAAgEMAAAAhd8nu8kSuU6QxoxCHIxj6wAFq5aEWwAAAAESABAAkgN%2Bk84%2BaE%2BjPoL3xnV8cg%3D%3D

o Employees at Level 2 and want to move to a Level 3 position must undergo a traditional FMD
panel interview and practical exercise, as these positions have supervisory responsibilities.

Career Progress Review Panel Participants Registry

o The Career Progression Review Panel will be comprised of FMD leaders and campus facility
operations professionals and/or campus customers that can provide feedback on the
progression process for participating employees.

o Review panel participants will successfully complete the FMD Human Resources supervisory
training and a Hiring Panel Review training course to ensure all UGA and BOR hiring practices
are followed.

o The review panel will provide a recommendation for participating employees to advance to
the next career ladder stage if all requirements are met.

Annual Evaluation Form and Process refinement
o Annual Job Performance Evaluation Review
= The FMD internal committee will review job performance tasks within the annual
evaluation form to ensure that all job duties and responsibilities match employees'
performance measurements.

o Annual Career Ladder Progression Performance Review
= The FMD internal committee and Executive Steering Committee will review the
career ladder progression program annually to ensure it meets the division's needs.
This will include a review of employee performance, training, and feedback. Changes,
if necessary, will be made for the upcoming calendar year progression tract.

= The FMD Executive Steering Committee will consist of the FMD Senior Directors,
Director of Human Resources, and FMD unit Directors.

= The FMD Human Resources Director will be responsible for all tracking assessments
for participating employees. FMD Human Resources staff will disseminate and track
employee feedback survey information and provide the feedback to the FMD
Executive and internal committees.

o Core Competency Development

= As part of this career progression plan, FMD departments will work with UGA Central
Human Resources and our FMD Human Resources to utilize the online PEP
(Professional Education Portal) library.

=  FMD employees will be able to utilize the UGA competencies and KSAO Library
(Knowledge, Skills, and Other Characteristics) online program to gain valuable soft
skills and leadership development training.

= https://engageandlearn.uga.edu/ resources/documents/SCM PEP_Guide.pdf

35


https://engageandlearn.uga.edu/_resources/documents/SCM_PEP_Guide.pdf

RESOURCES

Auburn University Facilities Management Division
o Leadership Interview with Associate Vice President and AU Human Resources staff
o https://www.auburn.edu/administration/human_resources/compensation/ccp/jd/jd-
title.htm#E

Boise State University Human Resources
o Career Ladders (Administration, Campus Facilities and Planning)
o https://www.boisestate.edu/hrs/compensation-classification/career-ladders
o https://www.boisestate.edu/hrs-job-levels-job-standards/campus-planning

Children’s Hospital of Dallas, Texas Facilities
o Leadership Interview with Facility Director

University of Florida Facilities Management Division
o Career Path by Job Family
o https://learn-and-grow.hr.ufl.edu/wp-
content/uploads/sites/5/2018/05/CareerPath_FacilitiesOperations.pdf

University of Houston — Downtown Campus
o https://www.uhd.edu/administration/employment-services-
operations/compensation/Career%20Ladders/Career%20Ladder%20Guide.pdf

University of Tennessee — Knoxville Facilities Management Division
o Skilled Workforce Information Page
o https://fs.utk.edu/in-house-standard-practices/skilledworkforce

Society for Human Resources Management
o “Developing Employee Career Paths and Ladders", Society for Human Resources
Management (SHRM) Toolkit Article, 2021.
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Glossary

Term

Journeyman

Intermediate

General

Basic

Specialization

Proficiency

Meaning

Journeymen are considered competent and authorized to work in that field as fully
qualified employees.

Between a beginner and an expert. You have experience with and can carry out the
skill, but you do not understand advanced concepts.

Considering or including the key features or elements of something, and
disregarding exceptions; overall

The essential facts or principles of a subject or skill

The process of concentrating on and becoming an expert in a particular subject or
skill.

A high degree of competence or skill
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