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HUMAN FAC l()h IN LIBRARY ADMINISTRATION

This course covers ba«;it\nmcrialé on the topics of leadership, conflict, motivation and
communication. It is mtcndéd for the beginning or inexperienced supervisor. Participants -
will have an opportunity to use the information provided in the course in a variety of role-

plaving situations.

Course Objectives

Upom comipiction of the course, the participant will be able to:

}?\‘ A, R SR VN O

-

~4

Identify 4 styles (‘f leadership and the conditions under which it is appropri-
ate to use cach sty le.

Define what an effective leader does:.

Describe the leadership stylc he or she uses most often.

Describe the skills of active listening and assertive talking:

Identify basic strategies for dealing with coriflict. .

Describe the strategy he or she usually uses in dealing with cont‘hc(.

Describe 4 basic theories of motivation: those of Maslow, McGregor, Herzberg,
and McLelland/Atkinson.

List 3 ways of creating opportunities for motivation.
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) INTRODUCTION

‘Three kinds of skills are necded on the job:

1. Task-related skals -
2, Cognitive (thinking) skiils
5. Human relations skills

The purpose of this course is to discu.s the techmques of working effectively with
people - the development of human relarions skills. '

Betore thc twentieth century, little attention was paid to the worker: He or she was con-
sidered to be a tool which could:be abused and discarded when worn out. Bcgmnlng ini the
1920's with thie work in the United States of FF. W. Taylor (who is called “the father of sci-
entific management”), managers have come around to the viewpoint that peopke are the
most 1mport.1nt factor in any organization. j Watson Wilson has said that if you dig very

13}

deeply into any problem; you will find * pcoplc

C)inté ' ‘1) lor $ summﬂ work, managcmcnt htcrr{turc in the held o' humJn bchguor has

the Jnl) Most of thc lnform.mon given in this syllabus is based on such research fmdmgs
lhnc run&rch ngu; us thc science ot managcmcnt Managcmcnt hkc law and mcdlcmc hae a

phumr)n of that knowlcdgc is the art of management.

lhxs course is dcslgncd so that llbrmans wxll ha.\c thc Opportunlty hoth to lLarn some ot'

niques in a labommr) environment. IhlS will allow an opportunity to test new ruhmquu '
which you may then decide to use or not to use in y'our regular jobs.

The gre th or lcarmng qplral on the rext page lllustratgs the qtcp% in dculoplng or
changing onc’s managerial style; It shows that; in a supportive atmosphere, you, the super-
visor or manager, will have thie frncdom first to become aware of the nicthods or styles yvou
usc in management, then to analyze the effectiveness of thosc styles and methods; and final-

ly to take action to change if you so decide.



GROWTH OR LEARNING SPIRAL
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EEADERSHIP

What s the ditterence between osupersisor. marager aad 1 leaders Do they de the same

things:

Noaaperrnor is someone promoted trone within or appointed from outside to train, guide
Ad oversee one or more people. A supervisor nuy or mav not be involved in such manage:
nrent tasks as planning. organizing, budgeting, ete, but every supervisor huas at least one
major management responsibility that of seeing to it that the people under him or her work
to nmmph\h the goals of the orgamzation: The supervisor’s boss will most likely judge the
supe rvisor’s worth to the organization by how w ell hie or she is able to get Lis or her cmpl(w-
ces to work toward osganizational goals: This managerial sz. will sometimes conflict with a
supervisor’s other major responsibility TO see ot [l“x[ on-the Job ne eds of his or her

cmplovees are met.

he person who is able to get the group’s needs satistied will become the grdup leader.
tdeally the supervisor will assume this ludcrsinp mlc This aspeet of a supervisor’s job is
called “human-oricntiation or 1cl.1t10nslnp orientation.” The first and most important step
in becoming a leader is for the supcr\mor to build a strong relationship ‘with his/her em-
plosees:=Fhic relitionship between the superiisor aiid the cmployee can be thought of asa
channel through which thoughts, feclings and responses dlow: There must be two-way
conimunicatiot l)uqun the meloycc and the supervisor in order for the channel to stay
open and the relattonship to be sound. The effective ; supervisor sees the relationship first
and the emplovee second, .md thereby miaintains toward the employee an attitude of “un-

condhtional positive regard” “You're OK."”

S‘uptr\'ii;'(i'r%' 'wh'o h;l\'t cst'il)likht(l thi§ kihd of L‘li;iiinél are alilc to discues with and bE

g().ils hive been mllcd the cmplo\’ccf pcrson.ll agcnda. Lhe pcrsonal ngcnda 1s not thc

same thing as the often mentioned *hidden ageada.”

people dre t(urlx oper aboudt the'r pcrsonal u,cml.m LS})LLII“} wlth pcoplc [h(\ trust, \\hlh

1 hidden agenda usually remains hidden

Usiny the Personal Agenda

An attractive wobian ih ber o u/) twenties was bired to work i the %'ii’biilatibil Division
ar the State Umvers}ty Health Seience 1168 ary About a wee}\ ajt(’r v/re /um’ worktd t/r(’rc
she told ber supervisor that ber main reasoiNfor taking the job was ‘so that she could meet

’
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.14 mn.ng hc r /or }umg sr[; “or nmn-unizy the young woman’s superv:sor nade some
re arrangements m the work ubcduiv 0] the Circulation Department, so that she could work
at the front desk where ske would have the opportunity to meet men. This employce
became an excellent public relations person for the Eibrary and was a bard-working and
motieated employee until the dny shi left. four years later, to go with ber intern busband to -

nnut’u re ttv Her supervisor }hm’ not disc om;te‘zz ber personal agenda

“ome guidcelines tor butlding a sound relationship with employees are:

{. Keep the relationship on a business basis.
2. Build the relationship with a new employee promptly and carefully:
3. Maintain the relationship dally ) -
4. Repair damages to the rcizmonshlp as quickly as possxblfs.1
it has been said that [hL supervisor is 95% rCSpOHSIblL for the condition of the s supcrvxsor-
errployee 7rdatlonsh71p. Creating this relationship channel is the most valuable thing a super-

visor can do to develop good employce communications.

Leadership Style

Most of us have a leadershlp stvic whlch we use habltually On thc opposxte page is a

supcrvns()r who has developed a repcrtoxre of stylcs ¢an choose and use the most appro-
priate on, for the situation.

On th’e fo’iiov’viri'g’: page arc iisfed thc 'chara'cteristi'cs' of fo'u”r sryics of 1ead'c’r§hi'p’ Using

approprlatc.

1. Rule-Centered — Someone else’s rule:

lChaym‘ln E. M: Superwsor’s Survival Kit: A Mtd-/’tianagement Primer 2nd ed Chxcago

Scxcncc Research Ascocmtes 1975.

10



STYLES. OF LEADERSHIP

PEOPLE- CENTERED
LEADERSH[P




Orientation

Cottals Used

Employee Avetude
(Tovard Him or Her)

Emplojee Aditide

(Toward Each Other)

Prodiictisity

CHARAZTERISTICS OF THE FOUR PATTERNS OF LEADERSHIP

Rule-Centered
Supervisor

“They.” Dokes things and
expects group to do them
4 certain way, because
they (managcment)want

it, Fails to use initiative

judgement.

Formal rules; regulations,
policies, ard procedures of

- the Company

Infrequent. She/he expects
the rules to cover every-
thing. But she/he does
communicate new proced-
ures and rules or changes
in old ones,

Indiffecence to the employ-
ee as a person since he/she

- is interested only in the

system: Frugtration if they
wish to use initiative:

indlfferent since there is
lttle need to compete or
to cooperate.

Usually no higher than
necessary to meet set de-
mands, since the group has
little sense of motivation

and teamwork,

B
Work-Centered
" Supervisor

“I" (himself). Thinks in
terms of what “I" have
done or what “1" will do,
rather than in terms of the
group.

Personal power, Uses his
or her own authority and
drive to get the group to
do what she/he wints.

Frequent, but one way.
She/he gives orders but sel-
dom fistens to complaints

or suggestions, Does not

communicate reasons,

Fear, if they doubt their
own abilitics, Resentment
if they warit personil re-
cognition, '

Tense and often unfriend-
ly toward him/her and each
other: Tendency to acch
dcnt proneness;

ngh when shelhe i prc
sem} Falls off is she/he is
absent or busy elsewhere.
Quality may be low.

c
lnd1v1dnql Centered
Supervisor

ployees s individuals only
never as members of a work
team or work group;

Psychologlcal controls, By
manipulating each employ- |
ee, she/he is able to get
thein to do bt shehe

wants.

Frequent, but always with
individuals, She/he encour-
ages them tG communicate
their problems so shefhe

can deal with them better.

Friendly because of his or
her strong personal interest
in them, Indifferent or in-
secute if they cannot win
his or et approval

Often suspicious and com-
petitive, since their secur
ity and recognition depend
o,

Fairly high on an individ-
ual level: But lack of team-

work lowers the group
level.

D
Group-Centered
Sup'e'ri'riS'di'

“We Thmks in terms of

what “we” (she/he and his
work group) cari do, “We”
not “1" get credit for good
work;

¥
Socia ébﬁifélé B) work
shelhe g gets them to controi
and direct themselves;

F__'req_'u'em; and two way.
She/he communicatesoften
with the group a5 2 whole,
ciplainis work problems,
and listens foi ugpestions,

Friendly and admiring to-
ward him or her The feel
ing toward him or her terds
to flow over onto the Com-
pany as a whole.

Fnendly and cooperative;

since shelhe | gets them to
work together 45 a group,

High at an individual ang 2

proup level, Quality dlso
tends to be consistently
high; because of group in-
terest in the job;

D



2. Work-Centered — Task-oriented.

N

3. Individual-Centered - Relationship-oriented:

4. Group-centered = Team builder:

_ Supervisors niced to be aware of the type of leadership style they use most often. For
this purpose; it is useful to look at Eric Berne’s model of ego states:2 An ego state is 4 con-
sistent pattern of experiences and feelings which make up a behavior pattern. Berne observed
that pcople have threc sets of behavior patterns, which he called the ego states: Parent,
Addult and Child, These terms, do not, of course, refer to the age of a person.

— Raules; “Shoulds”
— Computes; Decides

— Feels, Creates

~ concepts: The description of ego states is taken:from his writing: Berne. Eric. Transactional

Analysis in Psychotherapy. New York: Grove, 1961.

2tic Berne developed Transactional Analysis (TA) as 4 way of ékpé’;ﬁhé psychological

7
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The *‘shoulds” and rules of life and wark reside in the Parent ego state: When a super-
visor operates in this ego State he or she will use authonty and rules and the management
style will be rule-centered or work-centered. Think about your own iﬁanagement style: Do
you tend to have lots of rules pollcus wlltten memos and to glve your employees adv1ce

“rule- ee}ntered.

Do you like to work long hours and often wonder why your other employees aren’t
working late like vou? If so; you are probably work-centered in your leadership style.

do thur Jobs without ini ferrlngD Do you like to work on your own on a challenglngjobD
If so, it is likely that _your predonnnate leadership style is individual-centered.

‘The Adult ego state is the part of the personallty that gathers and analyzes information
“With which to make rational decisions to achieve what’s best for the person or group. The
person operating in the adult ego state is likely to use the group-centered style of leadership:
Do y'o”u tend to use a m:ih:igemeht by objettives (MBO) approach in which you and the em-
ployee set goals and in which the employees help make decisions? If so; it is likely that a
group-centered style is your predomlnate leadership style. .

¢an us¢ them when appropriate, it is important th‘zt supervisors have available a varlety/of
leadership behaviors and use them wherever appropriate. The art of management is Kriow-
ing when to use which style. The supervisor who has developed a good Adult ego state will
be able to make timely decisions about what style to use in which situations. A supervisor
who wants to develop a good Adult ego state can make a decision to do so and then prac-
tice such Adult activities as probing for facts by asking questions, weighing information
given without maklng hasty decisions and llStCnlng to new ideas and’ testlng them against
reallty It is the Adult that searches for optlons or alternatlve -courses of action: The Adult

nizes that a mistake has.béen made and takes steps to correct it. The Adult is the problem- -

solver.

;
v

~In thc next pages, we will look at some specific skills that superv1sors can develop in
order to become cffective problem Solvers. :



LEADERSHIP — PROBLEM STUDY

~

Mary O’Henn: -y has been hired as the Chief Librarian at the Warm Sprmgs [ox1colog1~
cal L .Aaboratory. Mts. O’ Hennessy has been told that the Library will be working full time on
a special project for the Laboratory for the next three months and that all other work will
have to be- droppcd She has had a staff meeting at which she told the eight library staff
members about the work that ‘will have to be done quickly and on overtime. The staff re-
acted very coldly to her plans for the new project.

She is now back in her office wondering what she can do to get the library staff more
cnthusnastxcally involved in this project: The Head of Collcctnon ‘Organization and the Refer-
cnce Librarian have asked to see Mrs. O Henriessy about the project.



COMMUNICATION SKILLS

In order to work with people; a supervxsor needs to know how to talk effectively and -
how to listen well. Contrary to popular beliefs, these are Sl\lllS which can be learned with

practice.

, In any work place; there will be two kinds of people problems. Onz kind will be the

" employee’s problems of getting his or her own needs met. In this situation, a supe.visor will
iise skills of active llstenlng to foster problem-solving. ‘The other kind will be the supervisor’s
problems when his or her employees are not attaining the goals of the organization. The
supervisor will use his or her assertive talking skills in solving this kind of problem.

Assertive Talking Skills
The title of a recently published book," Wl)at You Say Is What You Get, points out the
attention that is now bemg paid to a relatlvely new topic in human relations — that of learn-
ing how to talk with people so that they will not onjy listen, but also hear and become mo-
tivated to make changes that are suggested or requested. People are; of course; only self-
motivated and no one else can do this for them: However; a supervisor skilled in talking well
to his or her employees can create a climate in Wthh employees will be encouraged to mo-

tivate themselves.

lookmg at these kinds of problems is the window with two panes, shown below The upper
panc shows the acceptable behavipr of employ ees that is not a concérn to the supervisor:

-

ACCEPTABLE BEHAVIOR
Shelver is shelvmg materials; ;

UNACCEPTABLE BEHAVIOR

3Gordon, Thomas. L.E.T.: Leader Iz‘ffettivéiiéif;'z""r'ﬁihihg; New Yprk: Wyden, 1977.

11
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For example, in a Library’s Circulaticii Division, a shelver who is sorting and reshelving
books correctly is using behavior that is acceptable to the employer. The lower pane shows

the area of una;:ceptable behawor ln thc same erculatlon D1v1510n a second stack assistant

items should be shelved. This bchawor fits into the lower panc of unacceptable behavior.

UNACCEPTABLE BEHAVIOR *— — — — = Shelver is asklng
| questions too often:

lrggoc definition that a probltm is any deviation from the normal standard: If the super-
visor decides; in the ease of the second stack assistant, that the frequent questlons are a
deviation from normal; and that this deviation is unacceptable; the supervisor will aknowl-
cdgc there is a problem When this happens the supervisor will own the problem — the
supervlsor is the onc who is concerned,; angry, disappointed or whatever; so it is the : supcr~
visor who bas the probleri. Obviously the emplcyee doesn't see or acknowledge that there is
a problem. When the supervisor owns the problem, I-messages arc cffective in getting into
problem-solving w th the eriployee. :

In the ease of the second stack assistant, the supervisor’s I-message might be the follow-

ing: 4

“When 1 get interrupted so often in my work I get annoyed because [ can’t get my

work ﬁﬁfi()i’zi’; ”

Most supcrvuom would, in this case, have been tcmpted to use “You- -messages such as:

fcnow how to a’o this ]ob.

Whlle the you-statement may be true; this blamlng approaeh will most likely hook resist-
dnce on the part of the stack assistant and is unlikely to influence the shelver to change. A
miessage that carries blame with it is a barrier to comraunication. Experienced leaders have
found that I-messages give people a chance to initiate the needed changes themselves. It is
far more likely that an I-message will influence a change in behavior than a ‘you-message’.



The usc of I-messages accomplishes several things. First, it requires that people be re-
sponsible for their actions and that they own their feelings. Second, it defines thinking and
feeling in an asSertive rather than a passive or aggressive way. It is useful to look at a situa-
tion which illustrates how a problem would be handled in each of the three styles of behavior:

Passive Behavior

Reterence Assistiant:

~ Reference Librarian:
Reference Assistant:

Aggressive Behvaior

Reference Assistant:
Reterence Librarian:
Reference Assistant:
Reference Librarian:
Reference Assistant:

Reterence Librarian:

Assertive Behavior

Reference Assistant:

Reference Librarian:
Reference Assistant:

Reference Librarian:

Reference Assistant:

Do you think you could take some time to show me bow to
type these reference slhips? =

(Reading a paper) Not now, I'm busy.

0b, Okay.

I'm sick and tired of your not baving time to show me how
to use these reference books. You'd better get started on this
nght now! .

(Reading a paper) 1'm busy right now. B 7
You're not e ven looking at me! You don't care if I know how
to do this job or not! o

1 told you 1'd belp. 1f you'd stop bugging me, ['d feel more
like doing it! ‘

Well, you haven't done it yet. You never give me any time or
attention!

If you don’t stop fussing at me, I'm not going to show you
how to use those books!

I've finished studying the first batch 'of réf%réh'ce books and
I'm ready to start on a new set:

(Recding a paf&’r) I'm busy right now.

I'd like to set a time when we could work on these new.
books together. When would be convenient for you?

Well, 1l be finished with this work by this afternoon at 2:00.
I could do it then, 7 - 7

Good! That time is fine for me also. See you at 2:00!

The above examples illustrate how either passive or aggressive behaviors become barriers

several I-messages:

ERIC

Aruitoxt provided by Eic:
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Eftective and complete I-messages have three parts to theni:

Wt =

A description of the behavior that is uniacceptable. .
Honest feelings.
The concrete, tangible effect of the bchawor

BEHAVIOR + FEELINGS + EFFECT is an easy way to remember these.

kﬁ\-

- Rcrcc'ntrl)' at [hL Statc Unwcrsxtv Health Suc. ces lerary Jean Gentry, the Acqmsmons
Librarian; has noticed that Vern Smith; the Acquisitions Assistant, has been Ieavmg work 15
minutes early, despite the discussion that she had with Vern earlier in the month about his

working hours. Jean discusses this with Vern today:

Jean:

Vern:

Jean:

Vern:

Jean:

Vern:

Jeun:

Vern:

Jean:

Vern:

Jean:

Vern:

~5

"I bave ﬁbziccd that_you bave not beein dt.yoin'désk after 4:15 any day this
be your guitting time. 1 am beld respo;mb/e to my boss, Chief of Technical
Services, to see tbat you are bere durzng your scbeduled workzng hours.”

leave early enoug}) to catc/) the fzrst bus bowie.’

“I bear that you are really anxious to catch that bus home:’
“Yes, 1 ain. If I miss 1t, I sometimes bave to wait ffteen more minutes to catch
;Vbﬁeﬂ4 45 bus.”

“When we discussed this sitwation earlier, our agreement was that you would
stay until 4:30 and catch the 4:45 bus. 1 am disappointed to find you gone at

+:15.1 tboug})t we bad a fmn agreement

s

/eavzng ear/:er than I catd " .
“You are saying that you really don't like - waiting for the bus outsiae in the bad
weather?”’ :

“Yeah, but I guess 1 could - wait inside the front door for tie later bus. That way
I could ctay until 4:30 and clear up my desk real well before the next day.”

“So we are agréed; tben that you will stay till 3:307"

“Yeab, 1 can dothat.’

“Thanks for talkzng to me. 1'ni glad this worked out.

“Yeah, me too.

in part of the dialogue between Jean and Vern, Jean used a techmque called “‘active
hstemng ACthC hstemng is the skxll that supervnsurs use to facnlltate problem solvmg when

the early bus because he didn’t llkC waiting around for the later bus: In this case; Vern has
owned the problem (1t $ his problcm and not Jean’s) so she uses active lmtcmng techniques

hy

14
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or paraphrasing.*She again uses it when Vern admits that he doesn't like waiting in bad
weather for the bus. _

The window pane model shown earlier can be expanded to show behavior that indicates
that an employee has a problem. -

Employee has problem | Employee owns the problem:
—————| Employee’s needs are not met.

NO PROBLEM AREA

Unacceptable Behavior Supervnsor owris the problem

Supervisor’s needs are not met.

When the employee owns the problem, the supervisor will use the technique of active
listening. Thus, there are two very different kinds of skills a supervisor needs in order to
solve problems,; assertive talking and active listening.

Unacceptable behavior by Empioyee owns the probiem.
supervisor or management :

' ACTIVE LISTENING

I-MESSAGES

Unacceptable behavior by Su'perviSO'r owns prOBiém. ’
employee '

: v
The no problem area in the middle indicates that most of the time, employees and super-
visors are working productively with the needs of both the employee and the supervisor being

met. .

15




KINDS OF STATEMENTS USED IN ACTIVE LISTENING

Kind of
Statenient

Used to. . .

Underlying
Principle

v

Examplés

Door Opéners

i

Acknowledgement

Restating or
Reflecting
(Paraphrasing)

Summarizing

1. Begin the dis-
cussion of a
problem

1. Indicate interest

1. Show that you

aré listening and

understanding

2. Indicate the
facts the person
presented

3. Indicate you
understand how
the person feels

1. Bring important
ideas together

2. Establish basis
for further
discussion

3. Review

To encourage
discussion

To indicate that
you are listening
and are interested

Restdte the ideas
emphasizing the
facts; and to
réflect a person’s
feelings

Restate; reflect
and summarize
major ideas and
fcciingé

16

1.

2.

e

““Tell me about
what happened.”
“Do you want to
talk about it?”

. “Un-huh, . 7™

2. “lsee...”

. ““hat’s interesting.”

. “Tﬁén, as 1 undér-

stand it, you. . .”

. “‘In other words,

you: . :”

_“Yod feel that. . .
. “You became angry

when. . .”

. “These seem to be

the Key ideas
expressed. . .”



What is Active Listening?

In order to understand the skill of listening it is useful to look at the nature of the com-
munication process. There are four elements basic to communication:

I. A person (a sender) to originate a thought or idea.

2. The idea itsclf; as it is expressed: _

3. A medium or i chinnel for expressing the idea. (Talking and listening in this
case:) )

4. Someorie to receive and interpret the idea. (A{re'ceiVCr.)

»

~ Words have meanings which are interpreted by people, thus both the sender and the re-
ceiver go through a coding process when a message is. sent and received.

MESSAGE —— |decoding process

coding process

.
People put their real messages in codes for a number of reasons. Sometimes people are
not consciously aware of their needs and feelings; or if they are aware of them, they are un-
sure how others will perceive them; or they want to tell t'ie other person what the other per-
son wants to hear; or the words don’t mean the same to the sender or receiver. In a libfary; a
sender may choose to send the followir.,g message: ;

[Coding process MESSAGE :
This is the fourth darn interlibrary
loan today that I can’t verify!

‘The receiver will then start a decoding process: -

= she’s very

coding process| MESSACE———) decoding process
gp |~ g Pr i ;
discouraged

This is the fourth darn
interlibrary loan today
that I can’t verify!

receiver

~ Using active listening, the receiver will give the sender feedback to find out if he or she
heard accurately.

17
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= she's very
discouraged

:lcodmg proceﬂ MESSAQE——)V
© This is the fourth darn

\7' o ) interlibrary loan today o2
. ‘that | can’t verify! -
\ L
- L
You're really discguraged / .

about not finding thcff(/: references.
FEEDBACK

( sender

The sender can then agree or not agree and can send another message to the receiver.
‘The process is repeated until the sender and receiver reach agreement.

Sender: +v This is the ]ourtb darn interlibrary loan today that I can't verify!

Receiver:  You re really discouraged about not finding those references.

Sender:  I'm wore angry than discouraged. I know I could find these references if this

- Library just bad the reference tools 1 need.

Receiver:  You get angry when you think the Library doesn’t bave the reference books
it needs? )

Sender: 1 sure do! It takes a lot of extra time to use these montbly indexes. I wish
the administration would fork over i few miore dollars and buy the annual

7 cumulation.

‘Receiver:  You think that you could save a lot of time verifying mterizbrary loans if

- you had the indexes you need?

Sender:  Yeah, 'l think I could save about an bour every day if we bad those cumula-
tions: 1 think 1'll start keeping a record of how long it takes me to do these
darn verzftcatwns

Receiver: 1 bear that you are going to make a concentrated. effort to prove to the

administration that they could save your tirie and some money if they got

the indexes you want:

Sender: You bet 1 am! [ might even talk them into getting me a new typeuwriter.
Receiver: Sounds like you've found a way to solve your problem.
Sender:  Hey, that's right. Thanks for listening and belping me.

the listener. He or she will nced to know how to listeri to hear concepts and feelings and
" what various non-verbal clues are likely to mean. ;

(f(uts) (2) emotional content, and (3) illustrative material.

18
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In the decoding process, the listener Will usk the following questions:

Straight Exposition
What does hie or she mean?
How does he or she know? (what is the evidence?)
Is the explanation clear?
What is he or she leaving out?

Emotional Content
What etfiotion is the listener feeling/expressing?
Is the body languagc congruent with the verbally cxprcsscd cmotion?

What is the source of the speaker’s feclings?
lllustrative Material
Is the illustrative material specific and valid?
Does it fit the information given?
Although the listener uscs his or her critical llstenmg facilities; the purpose of active

;
/listening at this point ic o l)e able tc accurately reflect back tu the speaker his or her

;' thoughts and fcclmgs

or her is called a ‘Roadblock’. Roadblocks are usually statements that begm with the phrase

‘You’ and are called * you- mcssages -
Look at the examples below. How would you label cach of the receiver’s you-messages?

Sender’s Message
“This is the fourtb darn mterlzbmry loan today that 1 can't verify!”

Receiver's Response
“Well, you know this is part of your work and I e;\pect you to do these.”

L
2. “Ifyou don’t do them you might really lose yourjob
3. “You should work barder to get them verified-” o
4. “Why don't yon put them aside for a while and go have a cup 'o]' coffee?”
5. “Do you realize that you bave becn going about this all wrong?”’
6. “You're always saying that.’
7. “Idon’t understand. You did so well yestercay with the ones I gave you.”
8. “You bave sloppy work babits.’ 7
9. “What you really need is a vacation.” g

10. “You'll feel better after a good night’s rest. ™ :

ol
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il ';i'izzve ybil ziikéd zi}ij)bhé ii) }iélﬁ j}biﬁ ”
12. “Let me tell you

None of these messages are inherently right or wrong, and some of them may even b
true. ‘I'he point is that these kinds of you-messages do not get the sendet to solve his or her
own problem and they do not prove to the sender that the receiver has both heard and

understood the sender’s message. Theyv are all attempts to control the sender’s behavior and
is siich, 4re barriers to communication.



ACTIVE LISTENING — PROBLEM STUDY

Ms. Waters, Head of Jefferson University Health Science Library, arrived in the Library
about 8:30 a:m. one Monday morning. The Audiovisual Librarian: Marty Martin, was wait-
ing in her office when she arrived: Marty told Ms. Waters that over the weekend the soph-
omorc medical students had somehow gotten into the Library and had taken a slide projector
to_use in another building, and had returned a broken projector this morning. Ms. Waters
calléd the Security office of the University and discovered that Janet Pride, one of the Refer-
ence Staff, had been let into the Library during the time it was closed over the weckend,
and that a medical student; who is a friend of Janet’s, was also let into the library. Sccurity’s
time slips showed that these entrances into the Library occured on the same day but at dif-
ferent times of the day. '
 Ms. Waters immediately went to janct’s office and asked Janet why she allowed her
fricnd to use the projector. Janet, an excellent reference librarian, is so upset arter this
incident that she has just told her boss; Mr: Adams, Head of Reference, that she is planning
ta resign. She s in Mr. Adams office right now.

{
s
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CONFLICT

It has been said that managers spend an estimated twenty~f1ve percent of their time deal-
ing with contlict.* Conflict at work is inevitable, given that pcople are human and therefore
not pertect; and that they come to the work place with a diversity of values; beliefs, needs

and prablems.

The presenice or abserice of contlict does riot indicate that someone is a good or bad
supervisor. Conflict itself is neither negative or positive, it just is. What is lmportant is
whether or not conflicts get resolved in an effective manner. The aim of a good stipervisor
is to develop skills to minimize destructive conflict, to bring out constructive conflict and to
usc these skills to resolve conflicts. -

Conflicts at work may be of several types: One is interpersonal conflict, sometimes called

pcrsonalxty clash.” This kind of mterpersonal conflict can develop at any level in the

nrgdnuatlon whether it be between employee and boss; or boss and empioyce or employee
and employee. Interpersonal coriflict may have many causes.

~ Intergroup coriflict can develop between two or more groups within an organization.
T'his kind of conflict often cevelops in a highly competitive atmosphere or when resources
or recognition are either scarce or believed to be scarce and groups must fizht to get thcxr

tair share. i

A third type of conflict, that between the individual and the organization, was first des-
cribed in 1956 by William H. Whyte, Jr., in The Organization Man and in 1957 by Chris
Argyris in Personality and Organization. In this type of conflict, the needs of the individusl
and the goals of the organization are hlghly incongruent; and the result is alienation, frustra-
tion and supptession of autonomous action by the individual.

vabiopil1g Winning Situations at Work

Tl he Supcrvxsor § Role in Conflic*

I'rederick Fiedler has proposed a contingency nodel of leadcrshxp in which ceriain

work situations have greater potential for stimulating conflict than others: He has isolated
these three situations as the following:

:Pl homas, K. W. and Schmidt, Warren H. Survey of managerial interests with respect to

conflict, Amdemy of Management Journal 19:315-318, Jun, 1976. - -
Sliedler, F. £. A Theory of Leadership Effectiveness. New York: McGraw Hill, 1967,
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1. Distant 1nterper50nal I'ClathnShlp
2. Unstructured tasks to be performed
3. Weak position power

The most powerfu' of these thiree is the distant interpersonal relationship. One of the
first goals of a new supervisor will be to start bulldmg a strong relationship with each em-
ploycc who reports directly to him or her. This concept has already been discussed in the
section on icadcrshlp

visor will make it known that he or she ckpccts the employec to speak up when there are
problems or miSundérstandingé abo'u't the job at hand.

authority are: The supervisor will know whether he or she has the authonty to make changcs
m schedullng or a551gnments and to hl[‘C t11° or tr.msfer cmployees If thcre is no cicarty

istration to establish this structure so ;hart everyone in the organization knows who reports
to whom ahd what his or her responsibilities are.

Other causes of conflict within the organization which the effective superv1sor will be

aware of are:

1. The use of power (by the supervisor or the organization) to reward or punish
employees playing favorites or flndmg scapegoats. .

2. Change, especially that which is imposed from out51de employees have little or
no say in decisions that affect their jobs. )

3: Poor communication; lack of communication; l'lgld communication; resultmg In
mlsunderstandlng ]

4. Excessive or poorly administered pohc:cs

Some causes of conflict that arise from the people at work are:

situation:

v

2. Substandard performarice..
3. Non- -compfiance with rules or pOllClCS
4. Differences over methods of doing the work.
- ,’//
=
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Employee’s Role in Conflict

‘Euach employce has a responsibi'ity to speak out when his or her needs are not being met
and o ask for the things that he or she nieeds. Too often, employees spend ineffective Hours.

in gripe sessions with their peers: In many cases, the employee’s supervisor is unaware that
there s a problem oi conflict. The employee has available the techniques of I-messages and
active listening; which are discussed in the section on communication, and 1 1s L:\pccted to usc.

these with his or her supervisor,

1t is also the emiployce’s responsibility to find out what is expecied of him or her on the
job - what are the work standards, the rules and the policices that apply to his or her job? If
the supervisor has not made these clear, the employee must take the responsibility of asking

for them,
The Organuat:on s Role inn Conflict

Sonie librarics have dcvclopcd management by Ob_](,CthCS (MBO) systems through which

em lovecs articipate in settm oals and obj ectlves for rhe'r work as well as or, amzatxorml
P P P g g ) g

a system of partxcxpatlve managemcnt Siich a System usually glves employees the nght to

participate in muking decisions that affect their work, and thus eliminates the possibility of
change bemg infposed from above. As Fi general pr1nc1ple decisions Wthh affect an em-
plovee’s work should include that employee in the decision-making process.

Sometimes excessive rules or poorly administered policies cause conflict: The following

guidelines will help organizations develop rules and policies.

Rules and policies should be stated positivel§.

1.

2. Rules and policies should be kept to a minimum,

3. lItis poor management to develop a rule to correct one specific situation only.

3. There should be a good reason for each rul . '

5. Pules should be applied as fairly as possible; keeping in mind the context of the

situation and the person involved.
6: A rule that is seldom applied should be dropped:

[
w
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Recognizing the Disguises of Conflict

[t is important to be¢ aware of the clues that conflict is developing. Some of these clues
are the following:

1. Changes in personal behavior patterns such as nervousness, irritability, depres-
sion, and 5ulR1ng

2. Changes in communication patterns. When tension and Confhct arise, informal
communication decreases and formal coinmunications (Wfifieﬁ memos, etc.)
increases. Social communications become excessively polite. Employees tend
to avoid persons with whom they are in conflict

3. Absenteeism or slowing cown on the job for no apparent reason.

Whaut arc others?

Resolving Conflict
Action étratégiés which managers use in dealing in conflict are:

1. Dominance: One person or group asserts his or her position over others: This 1s

the case in any majority-rule decision:

2. Adaption; One person Comphes and meets another person’s or group’s needs

while leaving his or her own needs unmet.

3. Compromise: Each person gets some of his or her needs met.

26
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4. Avoidance: The 'probicm is pdstponéd or ignOréd.

5. TProblem-solving: Each person negotiates and agrees to a solution and gets his

or her needs met.

Use the space given above to list the ddvantages or disadvantages of each strategy:

Just as a supervxsor nceds a vmcty of lgadcrshlp styles, he or she also needs to have avail-
able cach of these styles of conflict management. In the long run, the problem-solving style
will be the most uscful because it is the style that will create a win-win situation:

Problem-solving is another way of saying that conflict will be confronted and discussed
openly. An cffective supervisor will develop a program in which problems;conflict are most
likely to be brought out into the open. This program will include: (1) scheduling some time
cach week in which the supervisor meets informally and pnvateiy with cach employec who
reports directly to him or her, and (2) scheduling a series of weekly problem solving meetings
with a group of key employces. Dr. Gordon’s book L.E.T.: Leader L, fectiveness Training

has some excellent suggestions on holding problem-solvmg meetings.

linally, it is important that supervisors take care thiat their own neceds are being met. If
)ou work In a hlgh tensnon or hlgh conﬂxct sxtuatlon arrange ‘some away from the Job suc-

joy tor a good yak session, to lcarmng a skill like tennis or palntlng ‘which you do well and

get strokes© for. It is also important to look for relationships w.th people outside the job -
that arc productive and nurturing.

6/\ ‘stroke’ is a unit of recognition, and can be positive or negative, conditional or
unconditional. The concept was developed by Eric Berne:




i
CONFLICT - PROBLEM STUDY -

At Gardner Hospital Eibrary; there are three staff members:

Nick Wells, Chief Librarian
Ann Johnson, Assistant
Jimmy Nelson: photocopics, typist, shelver

There are three or four voluntéers that help do some of the routine work in the Library.

~ Each year in November, the hospltal administration requires cach department, including
the Library, to do an annual budget review and report. This is always an extremely busy
time for the Library, because it is also onc of the heav:cst use months of the year:

———

This year Jimmy Nelson has .isked for three days of vacation the last week in November
to go decr hunting. Nick Wells told Jimmy that he needed Jimmy to worl\ those three davs
since the annual review was due the last week of November.

P

Jimmy also had a record of arriving late two or three times a week. On the first day of

the days hie i1ad asked to be off, he arrived at:work thirty minutes late.

Mr. Wells has asked Jimmy to comé into his office. He is on his way now.

29
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Levels of Needs

™o

. Self-Actualization

(iftiiffiiiiiiéﬁtr or
Realization)

T'o realize one’s full potential

: Self-Esteem

(Ego-A ~ceptance-
Respect)

To feel important

. Social

(Eommunication-
Response)

. Security

(Safety)

To feel safe in the
present and future

. Physiological

(Physical-Body)

To stay alive

LeVeié

Level 1

30

C&.‘;‘

MASLOW'S THEORY OF MOTIVATION AND HUMAN NEEDS

Behavior

. Be a self-starter. Have

enthusiasm;, be creative,
be dedicated, enjoy
challenges, love to
work and accomplish
results:

4. Display onc’stalents

and skills. Have self-
confidence. Appreciate
attention and recogni-
tion from others.

. Join and be active iri

clubs and groups: Be
able to talk to others.
Contribute to society.
Marry and have 2
family.

). Work; save for future,

improve skills and
talents; be conservative.
Want an organized
world sc one can pre-
dict future:

1. Eat, sleep; and take

corz of body needs.
Provide for clothing,
shelter, comfort. Be.
free from pain.



MOTIVATION

“T"What motivates people? Psychologists and management theorists have learried that peopic
are motivated to get their needs met. So the next question is — what are people’s nceds?
Abraham Maslow was one of the first to write about the theory of human rieeds. In hig book
Motivation and Peiso nality, he defined a h:erarchy of needs which is shown in the pyramid
on the opposite page. The pyramid has five levels of needs. Each level is built on the level

below.

Tte first level is physiological — bodlly needs such as food, drlnk sex; qleep
The sccond level is safety - the need for security, to have stability, protection, to be
tree from fear to have structure and order

family to love and be loved by.
The fourth level 1S esteein — both esteem from others and self-esteem; to use and be

\, raised for one’s skills and talents; to be useful and important.
“FhE fifth level is self-actualization — to become what ~ne is capable of belng to gain

autonomy and to be in charge of one’s life:

Maslow says that people strive to meet a new level of needs only after the level below
has been predominately satisfied; and that a satisfied need is rio longer a motivator.

A brief story frem 'fhomas Gordon’s L.E.T.: Leader Effectiveness Training illustrates
Maslow’s concept very graphlcally

\ pnmmve man wbo is /)unqry sz/ be bng/y motwated to stalk a wzld ammai to

the animal and eating what he needs, be is now motivated to sausfy bis securzty needs,
so he will cure :he remaining meat and store it for future consamption (safety and
security needs). When plenty of meat is stored away, be then might think of asking

friends to come over and share his food (needs for acceptance and social interaction).
~ When those needs are met, be may decide to experiment with a new and more ﬂavorful
way of preparing bis food (needs for achievement, self-esteemn): Finally, if those needs
are reasonably satisfied be might decide to paint pictures of tbe animals be bas killed on

the walls of bis cave (need for self-actualization).”
)

Maslow d1d not mean that thls isa rlgld scheme human needs are compiex and people

Gordon, Thomas. L.E.T.. Leader Effectweness Training. New York: Wuden, 1977,
p:22-23:
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an cmployee is working to mtxsly t()thy may be quxtc different from the ones that motivate
him or her next week. Changes in situations or in other people mean that (orrcspondmg
needs will change as people move to either a hxghcr or lower Jevel in the hicrarchy of needs:
A supgrvnor who wiiits to becormie an E:tfernve leader wili take the time to find out what his
or her employee’s needs are. Employces will be more likely to follow the person who sees to
it thit their needs are niet.

growing lucratuu on motivation. He proposcd tlnt the tacrors that lgr{d tolob satisfaction
arc not atall related to :he factors that lead to job dissatisfaction: He called chis the hygiene-
motivation (han,) theory. The ticrors that lead to job dissatisiactior we:

Poor company polics and administration
Bad supervision

Tense interpersonal relations

Bad working conditions

Low salary

N e Wt —

Notice that these fuctors have to do with the w- )rklng climate and working ceaditions.
The improvement of these factors is good “hygienc™ thus the term ‘hygienc factors.’

The Factors that produce job satistaction are:

Achievernient

I.

2. Recognition

3. The work itself is interesting and challenging
4: Respousibility

5. Advancement

These are called ‘mdtivators’ and they have vo do with the job and the work that is dornc.
:

In his studies, Herzberg found that when cmpxoyccz, arc hapny with tﬁ"ifjbbS they most
frequently described factors related to their tasks, to events that indicated to them that they
were successful in the performance of their work, and to the possibility of profcssional
growth. Conversely, when feelings of unhappiness wére reported; they were not associated
with the job itsclf but with the conditions that surround the doing of the job. Factors in-
volved in these situaticns are called factors of hygiene: Hygiene removes health hazards from
the environment. It is a preventive. When hygxene factors deteriorate to a level below that
which the employee considers accepiable; job dissatisfaction begins. However, the reverse
uc{cs not hold true. When the job climate is optimal, we will not get dissatisfaction, but
nédither will we get much in the Way of positive attitudes or motivated employees. The
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factors thit lead to positive job attitudes do 50 because 'hcy sansfy the individuil's need for

Self-icturiization in his work.

In 1960, another important theory was published by Douglas McGregor in The Human
Side of Enterprise. His “Theory X' and “I'heory Y’ becanie familiar bywords in management
literature. In his approach to human relations; McGregor describes the traditional manage-
ment view of the worker which he labels “Theory X’

'l'ncory X ‘manag'cré mzlk'c ccrtairi ;19’<un1”p’ti0n§ 'rcg'a'r'diri'g human nature, some of \'vhi'ch

dcvglopmc nt.

a. @he average employee is by nature indolent and lazy.

. He is seen as having scant ambition, little need tor rcsponslblhty, and basuallv

required to be led.
¢. Heis prcsumcd to be mnxtgly self: cgntcxcd, and somewhat unconcerned about

~ the needs of the organization:
d. He is fundamentally resistant to change.

l'rih'er’c'rit in ‘I'h'c'o'rv X i< tliC )’cli'ef that pcoplc are 'p'zis's'ive evern rcsisrant to thc nccds of
lmluts will thcrcby only be ablc to sansf) the cmployce s physxologxcal and safety needs but
not his or her scif-estcem and selt-actualization needs. :
AL‘bedihg to McGregor, Theory X managers have two alternatives: they cian take either
a hard line or a s»ft linc; be the hawks or the doves of orgamzatlonal life. The hard approach,
which requires devnsmg tight coritrols, has one unfortinate disadvantage in that it breeds
counterforce; restrictive practices, and antagonism. The soft approach is also unsansfactory
IhL[’L are oruam/anons v&hern rclatlonslnps are c‘(ccllcnt morale high, and tensions low, yet

v .

'1'h'c"o’r’y Y sces people as working to achieve something that is valuable to them = that is,
they can partially fulfill the necds that Maslow outlined through their jobs. McGregor's idea
is that if managers will act on the assumption of Theory Y, employees will recognize that
they can achieve persenal rewards through the fulfillment of the objectives of the organiza-
tion.

Mc(,regor is not saymg that peoplc are ‘Theory X’ or ‘Theory Y’; he is saying that thesc
are the beliefs that supervxsors and managers have about people. Most people, including
superwsors and managers, have some belicfs about other people that are ‘Theory X’ and

some that are “T'heory Y.’ .



The McClelland/Atkinson theory, developed recently; is useful and is based somcwh‘lt
on Maslow’s theory of human nceds. This theory concentrates on three basic needs as inotiv-
stors — the need for achievement; the need for affiliation; and the need for power. Since
most of us in the United States and Canada have our level 1- physxologlcql and level 2-safety
needs met, these three needs are most likely to be our own primary motivators as well as
that ot our employees.

The Need for Achievement

“This is the need to excel or to achieve something in comparison with a sct of standards:
The person whose primary motivation is achicvement piefers to work on problcms tor
which he or she has miost of the responsxblllty This person likes to get positive feedback on
his or her performance: %

The Need for Affiiiation

THe need to huve contact and personal, friendly relations on the job is the primary mot-
ivation for a person with a nced for affiliation. This person will work well in a team task and
is usually adept at working with other people. g

The Need for Power

Creating a Climate for Motivation

First, it 1s important to find out and eliminate any obstacles that would prevent the em-
ployu from doxng the job. According to the social learning theory of Julian Rotter of the
University of Connecticut; there are three factors in motivating a person to do a task:8

The probabxlxry that he or she will be successful in doing it:
The situation in which it is to be done or the circumstances surrounding the
doing.

W N =

8Rotter, J. B. /’pplzcattons of 7 Snczal Learnmg Theory of Personality. New York: Holt,
Rinehart and Winston; 1972:
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Ask these questions when assigning tasks to be dene by employees:

I. Is this the kind of work the person would like to do? If the person is achieve-
ment oriented and is assigned to work on a committee task assignment that will
take a long time to be accomplished, it is not likely that he or she will be motiv-

ated to do the job well.
2 Are there obstaclﬂs — 1f oniy in tf’e person s mmd — to domg the ass:gnment

L.

has no skill or competenu: will likely not get started on the task Training and
) Assistancc may be necessary to help the employec get the Job dorie.
3. Would a change in the situation surrounding the work help? A person who is
promoted from Serials lerarlan to Chief of Technical Services may feel more
secure in taking the new job if she can také someone from her present staft

with her.
Improving Job Content

‘Probably the-most difficult area of library work in which to create self-motivation is the
work which involves repetitive, tedious tasks such as shelving, photocopying, flhng cards,
cte. TwWo techmques which can be used in these situations are job enrichment and work

rotatlon.

Job enrichment should not be confused with another term “jeb enlargement.”’ Job en-
largcrncnt is the term used for 51tuat10ns in Wthh a person who has one or two tedious tasks

to end. In Job enrichment; for example, in an 1nterhbrary loan department, one person
might be assigned the jOb of typing all the 1nterhbrary loan request forms after someone else

has reccxved and verlfxcd them in a Job enrichment program, the person Who does only the

then contagtmg the patron when it comes in. The person thus has the opportumty to gzm
satisfaction from doing a complete job and to get strokes for it ffom the patron who re-

questcd the item in the first place.

Work rotation is a technique which can be used to create seli-motivation in situations

when there are more than one person doing the same kind of work. Also, when a person
35
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tend to fall off. In a work rotation program, people doing the tedxous;obs will rotate durmg
the day so that each person gets to do a variety of jobs and learn a number of skills.

Work rotation can be uscd in situations other than clerical as well. For example, a Chicf
Public Services Librarian, Chicf Reference Librarian, Interlibrary Eoan Eibrarian, and Circu-
lation Librarian might switch jobs for one day a week. This type of program would be bene-
ficial to the individual in learning new skills and to the library, in case onc of these statf
members become ill or leaves. - -

Providing Recognition and Positive Reinforcement

Some motivation theorists state that periodic job appraisal is a method to help employ-
ees get themselves motivated. Periodic job appr.usal is usually requxred by organizations but
rarely provides a stimulus that will motivate an employee. To be effective; feedback on a
finished task must be given as soon as possxble after the task is completed, riot 3 months or

& months later.

Ihc theonsts are correct in part begause remforcement can be a powuful motwator
the concept of “strokes.” A ‘“‘stroke’’ is a unit of recognmon and can be posmve or negqma
conditional or unconditional:

Positive: / en]oyed the talk you gave today. ' -

Negative: The report you wrote is not complete.
UnLondmonal (posmve) 1 lzke you.

‘There are many other kinds of strckes: huggmg, Rxssmg other kin: is of touching; giving

Attention to a person; hsrengng giving a person some of your time; eic.; even giving presents
or moncy can be consideredistrokes.

Related to strokes is ‘discounting.’ ijis"c'ouriti'n'g is someriies confused with negative
strokes. The effect of a dlscount istotella person “You do not count with me, you are not
important; 1 1gnore you.' Negatwe strokes, unlike discouviting; can come from a caring
attitude: Strokes are very poweriv’ m helping people to change Bcrne $ays “in order to get
d person to repeit a behavior, stroke it!”

I order for apcrson to make changes; it is necessary for him or her to changc his or her

stroking pattern. This is, if he or she is getting a lot of negative strokes, it-s important that
he or she ask for and get positive strokes while making the change in behavior. It is also
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important that the person stop discounting himself or herself and stop allowing others to do
so as well. The implicat . of this for supervisors are obvious — 1t a supervisor suggests a
behavior change in an employee, it is imperative that the supervisor stroke the changes as

they dre made.

Participative Management

bcmr th:m those made by mdxvnduals Theory X supervisors will probably not find partici-
pative management to be a comfortable style of leadership, but Theory Y managers will use
1t with geear effectiveness:

orgam/anons without any group parncxpatlon ~ and should be. (-roup members do not
want to Jecrde evcrythmg — they want to make decisions on issues that are crucial to getting
their nec.is met: To get a rule of thumb about who to involve in the decision making process,

ask the following questions:

1. Who has the relevant data® (The quality of the decision will be affected by this.)
2. Who will be affected by the decision? (The acceprance of the decision by the

group is related to this question.)

Good team huilding is the basis for effective group processes in management. Gordon’s
LB T Leader Effectiveness Training gives guidelines and methods for building a productive
management team. Dr. Gordon says that developing this kind of management team is the
best possible kind of staff development.

Supeivisors who wint to dcvclop a team must learn the skills that will foster an atmos-
phere of mutaal trust — the unconditional positive regard or “I'm O.K., You're O.K.” atti-
tude in which cmployccs will feel free to speak up, make suggestions, participate in problem-
solving and criticize the ideas of their supervisors. Training in group processes would be ex-
tremely valuable for the supervisor who wants to develop an effective management team.
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MOTIVATION — PROBLEM STUDY

Martha Evans, age about forty-five, has worked for over nine years as assistant cataloger
in a Cataloging Division of the Madison University Health Sciences Lzbrarv She is due to get

5

her 10-year pin this year.

Although Martha fixs a M.S.L.S., she has not been motivated to do more in her job than
to meet the average work’'standards Wth are established by the division each year. Her work
is accurate and she gets along well with the other members of the Technical Services Staff.

You have just been hired as the head cataloger for the library. You have gone over
Mirtha's record and have discovered that there are some periods during the year in which
she has accomplished quite a good record with her work, meeting above average standards,
but then other months when her ‘average is below standard. You also know that Martha in-
herited some money several years ago and that every so often Martha reminds her co-workers
that she does not have to work in order to live comfortably.

You believe that your problem with Martha is one of motivation. You have made an
appointmenc to discuss her work record and your expectations of her work with her. She is

coming into your office now.
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