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ABSTRACT

The objective of this study was to assess the effectiveness of supervision of non-
professional library staff in the University of Ghana Library System (UGLS) on
their job performance and productivity. The research design for this study was
the survey method, using both questionnaire and interview as instruments for
data collection. As a result of the smallness of the population, the entire 109
libraty staff comprising 22 professionalsand 87 para-professional s were sampled.
Smple percentage was used for data analysis. A time-use study was also conducted
during which the activities and services of the staff were repeatedly observed.
Respondents showed a clear personal interest in supervision and productivity,
and readily provided relevant information. A direct relationship was observed
between supportive supervision and productivity. Effective and supportive
supervision could help maximize staff output in the University of Ghana Library
System (UGLYS).

Keywords: Supervision, performance, productivity, University of Ghana Library
System.

INTRODUCTION

Theability of library supervisorstolead and implement thelibrary'spolicies effectively
through effective and supportive supervisioniscritical to the productivity and the overall
successof thelibrary'smission. Supervisorsa so havethe power of influencing how the
library staff fedingsabout thelibrary asawhole. Through supervisors, theconcerns, attitudes
and complaintsof thelibrary staff could be heard by library management board. Effective
supervision can hel p the organi zation strengthenitsoverd| results, improvethequality of
itsservicesand, most importantly, meet theneedsof itsclients. Supervisonistheinteractive
processinwhich the organization'sgoal sand val ues are communi cated and interpreted to
workersand they, in turn, are guided and supported to help reach these goals (Pierce,
2006). By helping library staff understand their responsibilities, improvethe r performance
and organizing resourcesto assist them, supportive supervision hel ps staff to become
moreeffectiveand productive.

Based on performance and productivity, employeesare promoted to the rank of
supervisorsbecause of their technica expertiseand academic quaifications. However, an
effective supervisory relationship requiresthat the supervisor should not only beacontent
expert, but al so acceptsthe enormousresponsibility of mentorship. Unfortunately, poor
supervision hasenormousimpact on the quality and cost for both theindividual staff, as
well astheorganisationa productivity asawhole (Pierce, 2006). On management theory,
itiswarned that it can be dangerous to borrow concepts or ideas that worked in one
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company and apply them to another because of differencesintheway companiesare
organized and operated. In fact, even the designations "top management”, "middle
management” and " supervisory management” Sgnify different conceptsin different companies
andlibraries(Carl, 1973). Bailey (2011) pointsout that supervisioninalibrary asthe
face-to-faceinteraction of alibrary professional that hasadministrative responsibilities,
with another employee, usudly subordinate. Supervisory management positionsinlibraries
requirecomplex mixture of subject expertise, supervisory responsbilitiesand professond
activities. Theroleof thelibrary supervisor isaninteresting and chalenging one. Itincludes
such activitiesasmentoring (especidly new staff, seeing that therel evant booksand reading
materialsare acquired, processed and made easily accessibleto users, coordinating in-
housetraining programs, and monitoringthequdity of serviceddivery. Thelibrary supervisor
must beabletowork effectively within evolving academiclibrary structuresand be ableto
report changesin management and policy back to library staff. An effectivesupervisorin
thelibrary must be ableto strike abalance between monitoring and evaluating library
sarvicesaswd |l asproviding support and encouragement to staff. Withinthe University of
GhanaLibrary System (UGLYS), library supervisors(Professiond Librarians) refer tothose
library personnel in positionsthat requireMastersof Library Studiesor itsequivaent, and
play supervisory, managerid andtechnica rolesinthelibrary.

A widerange of monographs and serialsdealing with library supervision and
productivity theorieswasexamined. Only the most significant are noted in this case.
Salaman (1995) arguesthat supervisors should be concerned about both learning and
performance of worker. Thecritically managerial aspect of supervisor'sworksistheir duty
tomonitor andimprovethework of other workers. Their managerid efficiency isdetermined
through their capability to improve other surbordinate works. Inthe process, satisfaction
and commitment tothelibrary anditsmissnarebuilt. If supervisorsareunableto offer this
contribution to an organi zation then they will not be performing their duty, and thusthey
will not beadding any vauetotheorganisation. Theonly definitivejudtification of supervisor's
existencein an organizationisthe enhancement of their subordinatework. If supervisors
fall inthisdirection, they fail assupervisors. Inexamining thelink between management
and productivity, Dorgan, Dowdy and Rippin (2006) observethat, if companies perform
well, they must have good managersat dl level sof theorganisation. M ediocre management
goeshand in hand with mediocre corporateresults. Whatever an organisation'sobjective
is, managersinfluenceacompany'sfuture by defining standards and by managing people,
assets, and capabilities. Thetopic of supervisionisaparticularly sensitive onefor thosein
thelibrary andinformationfield (Bailey, 2011).

Thesupervisor may fedl that he or sheisan example of the Peter Principles, viz;
that peopleriseinan organizationtotheir maximum leve of incompetence. Studiesindicate
that librarianshave poor leadership qualities, exhibit littleinterest inadministration, and are
poor managers(Morrison, 1969). Binder (1973) instudying the supervisory behaviour of
librariansin academic librariesfound that therewaslittle difference between professiona
and non-professional employee'sabilitiesfor and attitudestoward supervison. Inastudy
of middle managersin medium-size public libraries, Gamaladdin (1978) found that
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professionalswere unwilling to make decision even when they were given the opportunity
todoso. Themainsgnificanceof thiswork isthat it highlightstheneed for library supervisors
toimproveonther supervisonintheir respectiveunitsandthelibrary ingenera . Academic
library managers and supervisorsare paid to manage and supervisethe services of the
library. They arethereforeultimately responsiblefor improving productivity inthelibrary.
Unfortunately, sometimes both managers, supervisors and staff in the library have
misconceptionsabout improving productivity inthelibrary. Theproblem of staff failureto
ddiver quaity servicesand low productivity inthelibrary startswith thelibrary'sinability
onthe part of itsmangers and supervisorsto properly diagnose the cause of staff low
productivity. Thediagnosisof staff faillureto ddliver can belikened totheonion-skin. If we
let the onion represent staff performance problems, each layer then representsaprobable
cause. Thelayerson theoutsiderepresent thecommon and smple causewiththeeasiest
solutions. Thelayersat the core of the onion represent the more complex and lesscommon
causes. These deeper problems are not easy to solve by most library managers and
supervisors. Inorder to discover the cause of aproblem library managersand supervisors
needto peel away onelayer at atime. Hence, the study aimed asssessing whether effective
supervision of non-professiond library staff inthe University of GhanaLibrary System
(UGLYS) improvestheir job performance and productivity.

METHOD

Theresearch designfor thisstudy wasthesurvey method. Theingrumentsfor datacollection
were both questionnaireandinterview techniques. |naccordancewith survey researchas
described by Adomi and Nwal o (2003), the researcher administered the questionnaire
and conducted theinterview to collect information on variablesof interest. A time-use
sudy wasa so conducted during whichtheactivitiesand servicesof thestaff wererepeatedly
observed. A censusapproach wasused to survey al the 109 staff of the University of
GhanaLibrary Sysem (UGLYS). Inother words, dl the professond librarian (22) andthe
para-professional (87), were surveyed dueto the small size of the sampleframe. Data
obtained for the study were subjected to analysisusing s mple percentage.

RESULTSAND DISCUSSION

Trainingin Supervision: Likeall other skills, supervision can betaught. However,
unlikemany smpleor basic skills, supervisonisbest understood asa'process' requiring
both knowledge and experience (Pierce, 2006). Inorder for anindividua to develop the
knowledge and skillsto become an effective supervisor of others, he/shemust first go
through the processof effectivesupervison, particularly intermsof being supervised and
mentored in the role of supervisors. The study however, observed that some library
supervisorshad no training intheart of supervision. Promotionsto supervisor inthelibrary
aredoneon thebas sof seniority and/or academic quaification. Also, that thelibrary does
not perform an analysis of therequisite knowledge and skillsrequired by supervisorsto
assist their staff.
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Agreed Supervision Policy and Clear Expectations: The study reveaed that, there
existsno agreed supervision policy inthelibrary, which identifiesthe purpose of the
supervisonarrangements, therespongbilitiesof the supervisor and supervisee, thefrequency
of supervision and recording arrangements. More frequently, the expectations of
subordinateswerenot made clear or they did not havethe skillsand knowledgeto help
them deliver, and know that they were delivering, good quality services. According to
Binder (1973), alibrary manger or supervisor'sgod isto hel p subordinateshe/she supervises
achievean optimad level of performance, nothing el se. One of the most important things
that should be doneisto set expectations. If the supervisor expects medium performance
fromagtaff, that isthebest hewill get it, but he/sheissending amessageto the staff that he/
shebdievesinthemasindividua and believesthey are capableof performing at highlevels
(Hohengaten, 1983).

Effective Orientation and Productivity: Once employees are selected and offered
appointment, they must be prepared to do their jobs effectively and efficiently, and thisis
where orientation and training comein. Training programmesare used to ensurethat the
new employee has the basic knowledge required to perform the job satisfactorily.
Orientation and training programmesareimportant componentsin the processof developing
acommitted and flexible high-potential workforce and socializing new employees.
Orientation programmesnot only improvetherateat which employeesareableto perform
their jobs but also help them satisfy their personal desiresto feel they are part of the
organisation'ssocial fabric. Unfortunately, the study revealed that thelibrary currently
doesnot haveawdl |l structured orientation and training programmefor both new and old
saff. Sixty-five per cent (65%) of the respondents said they werenot given any systematic
formal orientationwhenthey werefirst employedintothelibrary. They werejustlead and
shownthevariousunitsand sectionswithinthelibrary by someonethey later got to know
asamessenger/cleaner who himsdlf knew next to nothing about thejob of alibrary assigtant.

Building Staff Commitment: The more employees have asense of ownershipinthe
library, themorethey will be committed to doing what they canto ensureitsproductivity
and success. Withinthelibrary, supervisorsarerespons blefor gaining theactiveinvolvement
of staff. They aretotakethevision of thelibrary and work with staff to makethat vision
aredlity (Fozzi, 1994). Mgority, (75%) of thepara-professional library staff interviewed
didn't know or werenot too clear what the vision, mission and the objectivesof thelibrary
are. Thisimpliesthat adequateinformation have not been communicated to the staff of the

library.

Performance Appraisal and Productivity: Performance appraisa is the periodic
evaluation of an employee's performance measured against thejob's stated or presumed
requirements (Terry and Franklin, 2003). Itisastructured formal interaction betweena
subordinate and supervisor, that usually takestheform of aperiodicinterview (annual or
semi-annud), inwhich thework performance of the subordinateisexamined and discussed,
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withaview toidentifying weeknessesand strengthsaswel | asopportunitiesfor improvement
and skillsdevelopment (Akata, 2003). An effective performance appraisal canlead an
organization to take stridestowards success and growth by leapsand bounds. Conversely,
anineffective performance gppraisa system can sedl thefate of an organisation by creeting
chaosand confusion from top to bottom intheadministrative hierarchy (Khan, 2007). As
71.3% of the respondents criticised some aspect of the current appraisal system with
referenceto unclear standardsused in appraising them, different appraisers (supervisors)
derivedifferent meaningsand interpretationsfrom phrases and concepts such as, "good
performance,” "quality of work™, "credtivity", "integrity” and many others.

CONCLUSIONAND RECOMMENDATIONS

Supervisory work permeatesacrossdl levelsof the organi sation - from top management
down to the heart of operations. The supervisor'spost isone of the most demanding,
requiring high quaity performance, whichdirectly impactsonthequality, and cost of output
(productivity) aswell asonthemotivation, and moraeleve sof workersinthesupervisor's
section or unit. Itismoreefficient and often more correct to avoid jumping to conclusions
by borrowing right tothe core. If alibrary manager or supervisor isinthe habit of looking
deepintothe"onion" coreas soon as he detectsaperformance problem, heispresuming
the problemisdeep-seated, for example, apsychologica problem of motivation or attitude
(Hohengarten, 1983).

Inlooking for acause, thelibrary managersand supervisorshaveto beclear in
their mindswhat the performanceproblemis. Isthelibrary staff insubordinate? Clowning
around? Showing up latefor work? Doing poor work and not measuring up to performance
expectationsand standard? Thelibrary manger hasto be specific as possible about the
nature of the poor performance. What isthe staff doing that the manger or supervisor
doesnot like? Inaddition, thelibrary manager or supervisor hasto be clear about what he
wantsthestaff to do. Most library managersand supervisorspresumethat staff understand
what thevarioustasksand dutiesof thelibrary jobare. Thoughthisisacommonassumption,
yet anumber of library staff, both new and old, do not know what their job dutiesare. To
avoid making thisassumption, thelibrary manager or supervisor needsto put the new
library staff through asystematic orientation programme. Thecontent of suchan orientation
shouldincludeexplanation of library job duties; guiddinesasto authority that goeswiththe
job; arundown of library policies, benefitsand anything elsethat will helpto clarify what
thejob isand what the library manager and supervisor expectsin theway of the staff
performance. Thelibrary should prepare staff handbook that will alow staff theopportunity
to study the expectationsand rulesof thelibrary and takeit home asaresource document.
Thelibrary policiesaround absentesism, loitering, tardinesscan a so be explained to ensure
that there are no misunderstanding when the staff startsto work.
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