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"The Catholic University of America's
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/

Cohti‘nuin'g Education Project in L_ib‘r.ar;l Science

The Catholic University of America's Continuing Education Project in

Library Science has as its major goal the development of courses adapted

to present and future library job requirements. The course materials are

designed to meet the actual on-the~job needs of middle and upper-level

. library personnel who have completed a master's degree in library science
and who have gained practical experience in a hbrary enyironment.

Three courses have been developed by the project: Human Resources in

the Library System, The Governmental Library Simulation for the Study

of Administration of a Specxal Library, and Application of Computer

Technology to Library Processes. For each set of course materials, the

data base which was used was provided by Phase I of the research project, 1

which concentrated on an analysis of job dimensions and educational needs of

middle and upper-level library personnel who had a master's degree in

library science. \ R .

Of the 78 courses-to which the respondents in the study reacted, the highest
demand was for courses in automation, administration of the governmental
Hbrary, administrative policxes and-practices; -and-human relations in library
. ,administration. In the project the assumption was made that curriculum

* planning for post-MLS courses should combine judgments not only of those
performing the jobs, but also of top-level administrators who are setting

the standards for hiring-and promotion and are in key positions to know what
libraries need in-additional competencies for personnel in order to meet
adequately the needs of clients in a time of great societal and technological
change. The top-level lib¥ary administrators thought the courses most

1James J. Kortendick, and Elizabeth'W. Stone. Post-Master's Educa-
tion for Middle and Upper-Level Personnel in Libraries and Information
Centers. Final Report, Phase I. (Washingtgﬂ D.C.: Department of
Library Science, The Catholic University of Amerjca, 1970) (ED 038 985).
Subsequently revised and republished as Job Dimensions and Educational
Needs of Middle and Upper-Level Library Personnel (Chicago: Amexican
Library Association,.1971). ) .
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needed at a level beyond the curriculum of the master's degree program
in library science were: human relations in library admmistration,
administrative policies and practices; policy formation and decision
making, an'd automation of 11brary processes. - b
Through the use of a job inventory, the survey also ascertained what
activities the librarians were spending most of their time doing and what
activities they considered most important.in-the performance of their
jobs. Far outranking any other activity-in the dimensions of both time
and importance was : directly supervising and guiding subordinates. The
- rating by the respondents of the 223 job activities covered in the inventory
‘provided valuable data for determining how much emphasis should be
‘given to different concepts that are presented in each of the three courses
that have ‘been developed s « ? i

Findings from. theiquestionnaire and.the. interviews conducted during s . i
Phase I of the project shed considerable light on necessary attributes of

formal «courses at the post-master's level if they are to appeal to practicing
librarians. High quality programs and practical courses relevant to their

present positions were the two curriculum-centered condrtions that were

- mentioned most often by the respondents. From the free response answers

of librarian respondents and their supervisors, it was apparent that quality

was equated with interdisciplinary and systems orlented course content

which would provide for a wide range of instructional strategies, including .

a multi-media approach. Or, as one respondent expressed it: "New \ ,
programs- should~be—j1_1st that—~--new ~=-based on innovative methods wWhich \

make full use of the educational technology concepts available today.'" The
criteria put forth by the librarians themselves have served as the guide~-
lines for thcse developing the three courses which constitute CUA's i
Continuing Education Project. For example, The Governmentai Library
Simulation uses simulation as its mode of teaching, while the course

Human Resources in the Library System employs a wide variety of structured
experiences related to on-the -job litrary problems,

'I'hroughout, a systems approach has been used which has facilitated the

integration of knowledge from many sources with doncerns of a particular

course. Use of a systems approach in.the. development of these coursos

' has also involved: (1) specification of behavioral objectives based on actual
on-the-job learning needs; (2) assessment of student reperto:’ss;

(3) development of instructipnal strategies (4) testing; (5) re:ising instruc~

tional units (validation), 7 (6)’ aackaging thé course which is to be

+




administered. Thus, the learmngexpenences have been designed to
produce the behavior specified for each gourse.

A
On page iv are the names of our colleagues who have helped in the de?relopment
of these coursds especla.lly designed for librarians at the post-MLS level. Some .
of them worked:on a full-time basis for a given time span; others were part—
time or occasional consultants, contnbutmg to some aspect of a course,”
but all were valued and dedicated collaborators who deserve the gratitude of
everyone who cares about the continuing educehon of librarians and the
improvement of library service. ’ . - .

'5

CUA's Continuing Educatlon Prdject, off101a11y entitle(L "Post-Master s

Education for Middle and Upper—Level Personnel in Libraries and Information

Cenbers, " and emanating from the University's Department of Library Science,

has received financisl support from the Bureau of Research, United States, __——

v -

.Office-of Education-and- The: Catholic University-of America.= - - —-. - ’ e

* Rev. James J. Kortendick, S.S. .
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The Catholic University of America / -
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- HUMAN RESOURCES IN THE LIBRARY SYSTEM
i INTRODUCTION TO THE COURSE"" - .
A a/“é(; . , : e ~ " ‘»’///. x
Overview C - @7 .

This course is designed for the continuing education.of the professional .
librarian at the level of middle or upper management who finds that he or =
‘she heeds understanding about human resouxces’in the library system be-
yond that scquired eithex on the job or in the theoretical introduction to

___-administration-provided in the library science inasterfs curriculum. Over-
. all, the course deals with a major dilerima facing'library superviscrs:how

to integrate- technical and’ hilimar re sources to.best-achieve-the’library's
service mission without slighting the employee's needs for a feeling of

self-worth, and for growth imd‘developn}ent on the job. Emphasis through- -
* out the coursé is on.the application of behavioral science concepts to the

planning and management of hurnan resources in the library.
Participant involvement through' the use -

of varied structured experiences , 3

Librarians participating in the first phase of CUA's gi:)ntinuin_g Education
Project in Library Science @riefly;described in the preceding pages) not
onlyzanswered specific questions about their jobs and related educational
needs, but they also expressed opinions on methods of teachirig -- in fact
they spoke out very.forcefully on this;subject. They wege in agreément
with leaders in adulteducation today™ that the most effective teaching re-
quires a multi-media approach and diversified teaching methods. They
voiced what educators have been‘pointing out for some time - ghat' teach-
ing ideas thrdugh one method (lecture) or sometimes through two methods
‘(lecture and,discussion) is no longer sound, either pedagogically or .
technologically. The librarians.stated that if they took the effort, ‘time

1

1See, for example, Malcolm S. ‘Knowles.\Th'e Modern Practice of
Adult Education: Andragogy versus Pedagogy. (New York: Association

Press, 1970): . o
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k]
and mqney to come back for post-MLS courses, they wanted the courses

. B orframzed in such a way that they as participants, could becorre involved
5 and creatwe in the dgelopment of Job-relw cour,se contenﬁ ] -—-r-

~

Accordlngly, the design for each sectiorr of the course incorporates audio-
visual media, spemally selected readings, a b1bhography, a work assxgn-
ment, and a wide variety of structured eXpenences concerning library '
work-related_problems in hiiman relations. The term structured exper<

- iences refers to participant activity that some person -- in this course

that person.is designated ds the leader -- suggests, directs, or leads.
The purpose is tp provide participants opportumhes for%ractlcmg
problem-solving techniques and other forms of behavior they might not
be*wﬂhng to experiment with in real 11fe on the job. The structured ex-
periences suggested for the course. mclude role plays, case studies,
simulation games, 1n-basket exercises, and many related participant “
act\V1t1es. S ) . - e

Ll

The Research Base ’ ' !
CUA's Research Prdject Team felt that there was no more 1mportant
element in the whole process of personnel development than adequa{te .
determination of librarians' lea\rmng needs. As adeq_uate determlnatmn
involves an understanding of neéds as perceived/by the employeés as -
well.as by the-esployer, both middle and upper-level hbrary personnel

and their supervisbrs, top-level library personnel, prowded information

. for the data base on which thxs course was selected for development as

well as for the actual course content. Before discussing‘some of the
findings on learmng needs in the area of human r%ﬁevelopment in
libraries as found in the first phase of the CU study-dn ]Ob dimensions
and educational needs, 1t is desirablé first to define what l.S me'mt by
learning needs. T . 0 . ‘/ . ) “
Throughout ‘the developmentpf this course, the term "need is used in

the job context, as meaning a'lack in knowledge, skill, -or attltude that".
1nterferes with the librarian's potential for performing maximally on- the
job or interferes with his’ potential for assuming greater respon31b1hties.
Existente of a need, therefore, indicates that present performance
should be chariged in some way, and change comes through new learmng

iddntified. It should be kept in mind throughout this courseé that learning
1s not limited to acqulnng information, but includes acquiring new or
greater skill, or a new point of view, or a change in attitude. _It should
also be kept in ‘mind that learmng needs, which relate to def1c1encies of

-2

. In&sg:)rt, learning needs can be designated as all those lacks that can be.

v
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ents of what the participant should kiiow, or is able to demonhstrate that |
is alSle to do as a résult of the learning process,

N #

To determlne the learning needs-and job dimensions of middle and upper .
levellibrary persotyiel the Department, of. Library Sciénce of The ] :
Catholic Unive\ﬁi of :Ameérica conducted 4 study of federal librarians,* ',
Gs grades; 9 through 14 in the federal complex. Three hundred and .

sixty five: 'libmrians holding a master's degree in library, science

responded to qusstionnaix‘es twenty additional persons, top-level

library administrators, GS 15 and above, gave their opinions in personal
interviews. / v o . .

' - : -

._Mth_the exception of- the self-perceived need for. courses in automation,
the questionnairé and-interview responses showed the self~perceived
educational needs to be closely elated to present job activities of the i
ondents. By a considerabl margin, the single activity most-fre-
tly indicated in the job inventoxy was ''directly supervise and guide
2 subordinnt)as. " Careful analysis of the results indicated that many .
supervisors had been promoted to their positions with little or no pre-
pa.ration for their new responsibilities, and consequently, they were ex-
' periencing problems in the area of human relations. .t e
The respondents who indicated ihterest In ta.kinga course ranked human
rélations in library administration as-their greatest course need of the
13 management and administration courses listed, and out of-the total
of 78 courses suggested only the courses in automation received a

higher ranking. - . . I 3

, Often.the persons most likely to be aware.of less than maximum work
performance are top-level administrators, as they are in ah advantage-~
~ “ous position to see needs for personnel development from their observa-
tions of day to day work relationships and wark results; their assessments
of the p/ obable consequences of changes; and their review of records-and —\
. reports. on employee performance. In this study,, the top-level adminis- o
. Y4 trators were unanimous in their belief that a course in human&elations
was the greatest single course need. All the jop-level supervisors
interviewed thought that middle and upper-level library personnel could
+ use a co‘xrse in the development of human resources in libraries and
. 75% of them. thought that such a course should be offered at the post-
: Master!'s level. . '
¢ - \ 3 -
. "’\'%“bc‘:*.\hﬂ‘d;“nﬂv\-nur\v’«\'\'" Nt O . -
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One of the most striking results of the study was the emphasis on job-
connected personal characteristics in response to a questicn asking what "
knowledge abilities, and skills the librarian respondents would consider

* most unportant in’a person replacing them in their jobs. The heavy
response to this questxon {86 per cént of the 365 respondents) which came

' ’ at the end of page 12 of a long questionnaire, is in itself indicative of the

impd&rtance aftached to this question by the respondents. Specifically,

) ) the personality traits ranking the highest were: getting along with people,

- ‘ and acaptability and flexibility, Careful study of the responses showed

" that there was great need forgmore skill in the area of motivating
employees and understa.numg human personahty, especially in relation
to the lhghest ‘ranking ’(by far) actxvxty in which tle respondents engaged,

_ namely dxrectly supervising 'md guiding subordinates. .

Tne responses from the top-level library supervisors provided more.

evidence of this need. When asked what they hoped librarians would gain

by participation in a post-master! s program, they gave top priority .

- rating to the librarian's becoming an "agent. for change.' Becoming an

/ agent for change requires skills in understanding the personalities of
those with whom one works, the ability to create an environment in
which ‘the individual can use his potential talents maximally, and an
understanding of motivation in the work place. The competency most
urgently needed, accoxding to the top level supervisors, was cagamty
fOr directing others -- incliding interpersonal skills.

) Anqthel evxdence of.need related to the fact that 90.3 per cent of the
respor‘?dents stated that their jobs required them to be engaged in avoid-
able detaxls that could well be handled by supportive staff. The respond-

- ents were disturbed because they felt their talents were neither being
! . fully used nor developed in their present posmons

Based on this data and related factors described in the full report of the .
study, it was decided that the problem-solving andvparticipant activities
presented in this course should emphasize needs in the areas of under-

. standing hu %n:m behavior, the integration of the employee's goals with
the goals of the library system, theories and concepts of motivation, LI
perception; and organization development; the time spent in each area

= to be weighted in relation to apparent needs diséov c.red through careful
afalysis of the survey results. . .
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Designs for Learning.
Content = T *
The course has four core units: - .

\ 4
Unit 1: Management A Systems Perspective and App):oach
~ 'which deals chiéfly with the evolution of modern management
. and-the objectives: of management in the hbrary ‘

“o

S

» -

Unit 2:  The Worker ~- Human Bexng/Personahty A Systems ' -
" Perspective and Approach
* -'which presents one model of human behavxor, d1scusses some

of the key elements.of that model such as adjustment, needs,

frustration, aggression, anxiety, and examines brxefly some

other theones of personahty ‘

—
—

Unit 3: Work Management and the Worker An Integratlon of the
System ‘
“which deals with- management as a system an ana its-integration
into the worker system;.the librarian-workér as a. system and. .
.its’integration into the management system; and the inter- .o
- actioli @nd response of the manager1a1 system's goals,and '
the worker system's goals. .

Unit 4: Developmg the berary s Human Resources A S
Managerial Strategies ‘ .
The largest block of tinde is devoted to th1s unit, which covers
, perteption; ‘motivation theories-in the work place as examph-
fied by Argyris, McGregor, Likert, Herzberg, McClelland
and Gellerman and OD (Organization Development)
In addition there are a number ofC o'ptlonal units, called Enr1chment
Modules, ‘which cover the followmg subjects: H1story of Management
Concepts; Concepts of Management Revealed through Three Major ‘Social
Groups and the Inﬂuence of Percept1on in the Work. Sltuahon

¢

" The package components of the- course: )
Learmng materials : '

A wide rangé of” learning. materials has been developed for th1s course
so.that it will have the capacity to meet diverse individual job-related
needs -and 1nterests of participants., The learning materials include:
the Study Gulde, enrichment modules, a two-part Leader's Handbook
- (Designs for Learping, and Aids), a selegtlon of suggested readings,
more extenswe annotated bibliographies, suggested films and tapes,

v
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Introduction

s1mu1atlon ga.mes, work assignments for each session of the class, ,and
suggested handouts. The wide variety of learning materials ha's been:
des1gned ‘to make more effective use than would otherwise be possible of
the leader's capacity to serve as a facilitator of learning, taking into
account both individual differences and environmental contmgencles.

Each of the materials has been designed for special -and sometimes ] .
multiple purposes. Understanding.their nature and scopé is essential
“for their effective use. In the following paragraphs, each of the package
components is‘brieﬂy described. . . .

The Study Guide S e

includes the knowledge content for the four core un1ts of the course
and the enrlchment modules, plusv learning objectives and blbhographles ..

-

for each umt. Itis for the use/ of both participants and leader.
// s > N ,‘\ .
The main function-of the Study Guide is to serve as a systematlc and e

- somewliat detailed guide to-the major knowledge content.of the course. .

v ' In the form of a detailed outliné, it preserts the main céncepts dealt
with in the course and establishes the logical and developmental relations

' among these concepts. . Like a road map, it can be helpful in establishing
direction, perspective and relationships, but just as reading a map is ‘
not an adequaté substitute for an actual trip, so too the Study_Guide is." RS
most effective when used in conjunction with the other lear ning materials.

Blbliographles ~ . : -
are included in each umt of the Study. Gmde. They conta1n all
the references cited in the text and also include a substantial number of
works that might have been cited. In each case, it should be emphasized \
that the bibliographies represent but a sample of the literature rather
than a comprehensive listing. Each of the bibliographies is mnota%d
in relation to the parhcular content of the unit in which it is presented

» - . Enrichment modules \ L.
dre included in the Study Guide and haye been des1gned to

provide background and development data that can be used in a number of

' ways. ”I‘hey can be used by the leader as examples in presenting the
basic content.of the course; they can be used by leader or participants -
as a starting point for further research in a particular area; or they can
be-used as an independent study package by the participant, much as
programmed instruction materials mijght be used. Of the two types_of
programmed instruction materials, remedial and adjunct, the enrich-
ment- modules would correspond to the latter, for they do not repeat the —

. A
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Des:gns for Learnmg

mater1a1s covered in the structured deS1g'ns prepared for each unit, but
rather present additional concepts that can be handled well through
- individual study

1t is suggested that;either the leader or the part1c1pants might wishto
develop other modules and submit them for inclusion in the. course. ‘Such
_activity would serve as a good term project for an 1nd1v1dual or a team
of participants, For example, a task force might wish to-develop a unit
highlighting major’ concepts which a library should consider in order to
provide for the development’ of persomnel throughout a library system, or
develop evaluative instriments' by which an individual library system
might measure its progress in the area of personnel development. In
this connection, one of the readings, would prove helpful "Gu1de11nes for
 the Development of Human Resources, "1
The-Leader's Handbook: Desxgns for T-earning )

-+ - sis.intended-to-be a versatile and- flexible- leadér's -guide-to the
entire coursé and to each meeting of the group. Itis hot: meant to be
restrictive in any way, and the leader should use thé material gelectively,
modifying it as the course proceeds thereby creatmg his own umque
design-for learning«-- - - - .

%

e -

Learmng designs have been prepared-for each sectlon of the course, and
although the, designs deal with specific and detailed skills and procedures,
the authors wish to emphasme that all designs Should bé thought of as

) suggestlons. le ~individual leader, or teaching team, may wish to use
them only as startmg\pomts from which to,develop 6thét designs based
on the ‘special needs of\l%hvxduals enrolled in the’ course.

_The format in the Leader s ‘Handbook: Demgns for Learmng has been
dlfferentxated in the following manner

All design suggestions and comments addressed to the leader exfend to

the left hand margm of the page. . . i .

A
- -

“IElizabeth W.Storé, 1ssue ed. "Personnel Development and
Coptinuing Education in Libraries," Library Trends, 10:97-117,
July, 1971.

™
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Intfoduction

All remarks and group directives' that the leader
o might address to the participants are indented.
For each meeting of the coufse, the following snmmary outline is
suggested in the Leader's Handbook: Designs for Learning:

I State the topic of the meeting,- summarizing its scope. (_.
II. . Definé the obJectives for the meeting.”
It is 'suggested that-at the opening of each meetmg the leader stzite
the-objectives- for that meeting, as he has planned it, in his own
_words.” Depending on what he feels-it is important to emphasxze,

“in accordance with participant needs, the ob]ectlves for any given

meetmg ‘may or may not . coincide exactly w1th,the ob]ectxves that
have been established for ‘the unit as'a ‘whole, In either éase, it
is suggested that the leader state the objectives in his own'word-
- ing rather than usmg_the formalized wording of the estabhshed

o

objectives. ] / .

— e e e .- ~ - - . L)

i .

0.  Indicate to the group the method' of’evaluation to-be used: It is
‘recommended that individual. participants not be graded on their

_ class.participation,__as this would seem impractical and would.
probably be resented by library. supervisors studying at the post-
master's level.. For each meetmg, however, some evaluative
procedures are suggested “and although they only partially reflect
what the partxcxpant may learn in the session, they serve- as.a

spec1f1c beginning-which ‘the leader may modify in keeping with his

1 own mannear of conducting the course. Evaluation is further com-
plicated by the fact that attainment of ob]ectxves set for any one
meetmg is conditioned by ob]ectxves set for other meetings and by

the total scope ofsthe course, Whatever evaluative methods are . :

selected by the leader, however, it is important that they be ex-

plained to the participants. S .

@
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- IV. Pre-Meeting Preparation

. Suggestions for participant preparatxon for each meeting are
stated in the summary outline, and.should be given to the
,group at the close of the preceding session. .

V. Materials needed.
" .. _ A checklist for the leader.

T ‘Opening the meeting.
- : In the Opening:statement it is suggested ‘that the leader state the
topic and the objectives for the meeting, relating them to
previous meetings and whenever possible to pa.rticxpants"‘work .
experience, in order to remforce understandmg of the ‘
obJectxves L

‘ It is also suggested that the opening statement include a brief
outline of the sequence of activities to be followediduring the
meeting. The group members will then have an idea of what

. is.to-také-place.-and what is-to be-expected:of them. Also-they
will see that tle leader has done his homework and knows
where he is going in the meeting. K

VII.. Procedure for the meeting. :
The procedure for each session is made up of content
. presentatmn and partxcxpant-actxvmes

»

VIIL summary'. ’

a3

IX, Briefing for next session.




. int'r‘od;uction

"designed for participants to-describe some phase of their thinking, role,

.direct the participant's thinking toward particular work}{related concepts . °
.~ " Handouts

" would indicate that it was designed for use in Unit 4, the second handout

The Leader's Handbook: Aids . S
is the second part of the leader's guide. In this book.are assembled t
a special collection of readings, and all forms, work assignments,. hand-
outs, transparencxes, f11ms, cassettes, and games. i

Forins ‘ ' -

A.number of forms have ‘been designed for,possible use .
throughout the-course. Some are-for imparting ormgathering information,
others concern evaluation, and others help participants to focus on
particular issues. Allforms are included in the Leader's Handbook:
Aids, and they are numbered consecutively: form 1, form 2, etc. Forms
are not de51gnated by spema.l symbol, ‘ :

Work Assignments T ‘ -
In preparation for each session, work assignments have been

or practice in their library situations. Completing these assignments
will not call for extensive reading or research. Their purpose is to

and possible solutions to on-the=job problems. All work assignments
are included in Leader's Handbook: A1ds, and are numbered consecutively

o e e

- All handout materxals are labeled Handout, and each is.
keyed by a symbol to the section of the course for which it has been de- )
signed. [ H | is the symbol for handout, and’ , for example,

%

suggested.for that unit.

Ar————. [ S . —

As all handouts should be duphcabed in sufﬁcxent quaniity in advance of
the session in which they are to be used, they are assembled together for
easy accessibility in the Leader s Handbook: A1ds. - g

2

Transparencies
- is'the designation used for transparencies. ~ Each is
S0 labeled followed by a number 1ndlcat1ng the order in which it has
been suggested for use.- l T-12, I for instance, would indicate that
this-is the twelfth transparency recomniended in the course. As they
are often applicable at more than one place in the course, the leader is
encouraged to use transparencies in ways other than those suggested. He
is also encouraged to make his own transparencies interpreting the
spe01f1c emphases he wishes to make in the course. - -

g oy .
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Designs for Leurnlng
To f"?nht‘ate production of the transparency designs, they are executed
in a 'size suitable for direcdt thermofax reproduction. The leader who
elects to use them may add color-or leave them as they are. General
directions for making, coloring, and mounting transparencies are pro-
vided. A few of the transparencies included are e put-out by commercial

\\'1

the content of the course. Should the leader wish to order copies, the
"names and addresses.- of these firms are provided.
L v m e . . Rilms ”

The project has not produced any f11ms. The main reason,
in addition to theacost 1nvolved, is that there are many films already in -
existence that are appropriate for use in this course. Those deemed
particularly suited to a given unit of the course.are mentioned in that
unit, and are keyed into-the ¢durse design. . is the symbol for
films and [F-12 | would meﬁn the twelfth film to be suggested in the
Leader s Handbook DeS1gns for. Learning.

- A.!’,u, . 7
- ‘Sometime§ a f11m 1s suggested for fise in a!partlcular sessmn, but time
" is not alloted for v viewing it during. the meeting. It is suggested that
participants be encouraged to view films at a viewing/listening station
where they can see filnis on their own time outside of the class. -period.
To be most'useful, such independent yiewing, should be accompanied by
.. a 8heet or card focusing the viewer's attention on certain questions or
‘f{_ " problems brought out ix the film. Form 8 is suggested as. a model for
& such viewing, but it would probably need to be adapted to the particular
. : f11m bemg shown

*

Other f11ms recommended as having relevance %o the course but-not

specifically suggested in any of the structured.designs for a class session
are listed also in the Leader's Handbook: Aids. The leader would find
it profitable to reV1ew this list.and may find films that meet the needs of
‘his group to better advantage than those suggested specifically in the
structured des1gns. This film list includes necessary information for

* ordering: cost, length, indication of sound/silent, black and white/color,
and 8 or 16 mm. It should-be emphasized that the list is merely a
sample of the films available rather than a comprehensive listing.

1

Readmgs )

A special collection of readings onhuman behavior in organi-
zations has been selected from a wide variety, of sources, chiefly the
behavioral disciplines and management literature. Because of space

firms, ‘and in each case the firms have others which are also related to o
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limitations, these _readings have not been duphcated but each is briefly

described and related to a particular section of the course. Leaders who .

wigh to distribute copyrighted materials included in the Handouts or in

" the Readings must request pérmission from the original publisher before
duphcatmg material for distribution to participants: Such copies of

. the_Readings would_theniorm a separate volume, a human resources .
reader. ] , '
There is a great advantage in having such a reader for the participants,
as easy access to the articles.will greatly increase the likelihood of their
being read. An important element in making the readings attractive to
the participants is the manner in which reference is made to-specific
articles. It#s"not envisioned that these readings will be assigned, and
they should not be thought of as a textbook or even a supplementary text-
book. Rather it is.envisioned that the leader will be so thoroughly
familiar with the readings that he can refer participants to specific arti-
cles both in answer to individual questions, and in response to 1nterest
expressed dur1ng group d1scuss10ns.

Throughout the-Study Guide and the Leader's Handbook: Designg for

Learning, bibliographical references to selections listed in the readings . .

-

are designated by Readin&.at,the end+of the. ent;ry —

©

. ™

Evafuation
Within an educational frame of reference, evaluation means the determi-
nation of the value of an educational program or activity as perceived
and measured by different evaluators: (1) the-program participants; (2)
the program leader; (3)-supervisors or, subordinates in the work place

who are able to observeMthe program participants in on-the=job situations; ’

* (4) the~developers of the course. . o %
g N A

\\
. Each of these eantors places value on the learning experience from:*

his own particular point of view, based on his individual needs, values,
and goals. Thus, program participants usually stress the value of the -
learning experience to them in-the job situation; the program leader tends
to look for beneficial changes in knowledge, skill, group behavior, self-
directed inquiry, self-development on the part of participants; colleagues
at work normally place value on improved job performance shown by the
participant after involvement in-the educational program,.as.perdeived.
from their association :vith the participant. _ -\

- >
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Designs. for Learning

Evaluation is thus a complex process, and further complféated by a con-
flict in values regarding. the process of evaluation. Some evaluators
place their highest values on precision of measurement, hard scientific
-data, and collection of data. Others place their highest pmor1t1es on

the values of self-actualization, creativity and innovation. These wide
differences (with many pogitions in between) on the best type of-evalu
ation evolve from the fact that people have different-philosophies and
-definitions of-education, If an educator sees as his chief objective in-
creasing the amount of concrete specific knowledge in a given area of
study, then the most eff1c1ent evaluat1on would center around quantitative
‘measurement. i : . .

For the educato,rhof adults who tends to feel guilty because-he has not
developed scientific evaluationprocesses,. quantified and thoroughly
tested, Knowles- offers-some guilt-reducing-comments by pointing-out
_ that itis-not possible to prove scientifically that a single course or even
a single curriculum will produce all the.desired changes and meet all the
e ‘obJectlves set forth for. 1t. .He lists-four reasons-why the task,is an
—_— ; 1mp0551b1e one: A et e :

i -‘\

- . Q@ ). . . human behavior 1s_too=~comp1icated and the number of
var1é.bles affecting it are to6 numerous. ;. (2)...the social
sc1ences have not yet.produced the 'rigorous research pro-
cedures' and measurement instruments for gettlng the kind- of
hard!data required for evaluating many of the subtle and more:
1mporta.nt»:outcomes of 2 comprehensive program of adult >
education; (3)...the kind of intensive and scientific evaluation
these statements are advocating requires. 1nvestments of time
and money that many institutional policy maker's are unwilling
to make simply to document the worth of training which they ’
can see is valuable; and (4) adult education is, unlike youth
educatlon, an open system-in which participation is voluntary,
so that the worth of a program is more readily tested ?y‘ the
degree of persistence and satisfaction of its clientele.

The p051t1on taken in preparing this course is that every pOSS1b1e effort

should be made to make the evaluative measures used as scientific as
4p0551b e, but that scientific evaluative measures are not feasible, or
perhaps @en desirable, in relation to every segment of the course.

!

1Know1e'sm). cit., p. 220.
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Introduction ,
_ When.more is:promised than can.be delivered_litrresults_in_‘fruStratioﬁ:'
and over-emphasis on trying to prove what is not possible to prove
through the use of evaluative instruments now available or available in
the foreseeable future, - .
Knowles defines adult education ds ''4 process of facilitating and pro-
viding resources for self-directed inquiry and self-development."1 If,
at the post-MDS level, this definition can be accepted, then the developer '
of dourses and’ currlcula has an obligation to. involve-the part101pants—-1n
collecting data that will enable them to. assess the effectiveness of the
program in terms of how well 'it helps them accomplish their objectives.
. Thus, a dominant theme throughout post-MLS courses should be parti-
L cipant involvement through structured experiences designed to enable
| each participant to meet his psrticular needs. ,
Evaluating the Program ) ] ?
In the a.Bove context, program evaluatlon is related to three princi-

pal: purposes o ] ] - o

wmr

~

¢
&% -

-

:‘-,(1'.— To measure progress.toward stated goals. —

” . .
4 1

K 2. To improve the program deyelopéd, ihcluding. such
@ ' aspects as objectives, methods and techniques,
' materials, and quality of learning outcomes, and

-
-~

3. To stimulate growth and 1mprovement of the partlcipant
4n his JOb mtuation.

Essentially the evaluation process consists of several steps: (1) formula-~
ting the questions to be answered (or establishing the criteria, yard-

_ sticks, or bénchmarks); (2)-collecting the data that will provide answers’

* to those questions; (3) analyzing the data and interpreting what they mean
in relation to the questions raised; and (4) modifying plans, operation,

- and program in the light of the findings. This seems a deceptively
simple and mechanical process, but decisions have to be made repeatedly
as to when to evaluate, what to evaluate, and who should participate in
the evaluatlon.

-t

In order toprovide evaluative data for the improvement of the course,

o Ibid., p. 222.

1
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" ""two basic components are necessary: (1) formulative evaluation, which
is designed to answer questions about improving the course during its
development, and (2) summative evaluation, designed to answer (uestions

‘about the final product. .

Forms have been designed to help with program evaluation, and are dis-
cussed in some detail in the summary outline for the introductory session
of the ¢lass. Forms 5.and 6 are suggested for formulative evaluation,
and form 7-for summative evaluation:!- . : W
Prog}am evaluation depends on colieague participation, and for this
reason it is important in the first session that the 7]('-,:15101‘- outline clearly
for the participants what evaluative instruments will he used; and to
orient them to the idea that continuous evaluation is :n essential element
of the program-- both participant self-eval uation an post-meeting '
evaluations. o ST -

-

‘The leader should make"it clear to participants how lic proposes to use
post-meeting evaluations in modifying future course plans and. in struc-
turing learning experiences. Unless the ddta collected on the evaluation
forms is actually used to improve the conduct of the course, it is point-
less to go through the.mbotions of an evaluation cxercise after each ges-
sion or at the end of the course. Furthermore, if there is no evidence

of use being made of the data, participants will soon refuse to take t'he T

? - N

time to fill out the forms.
. Evaluating-the Participants’ /
Achievements v . b
n connection with each group meeting and each uiit of the-course,
' learning objectives are specified, and for each segment of the course.
certain learning designs have been suggested, -which to a large extent
“involve problem-solving situations. For most of the activities suggested
there-are no normative standards; rather the evaluatiqn,by nature of
the activities themselves, must.be based on subjective judgments. To
make the evaluation process as specific as possible, however, certain
kinds of evidehce are suggested in each sesgion for use by the leader in
evaluating the participants’ achievements. ; .

L 4
-

-

f R -~ . —— . e - o — - e e —

Thus in the fi'rstAs;ét“;ioﬁ ‘of“éac;h"un.it th;z're ‘is a sgz;téfnent,' saméthing 1i ke_ﬂ

1A1l forms are included in chronological order in the Leader's
'Handbook: Aids.
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the following: ‘"Participdnts will be considered to Have understood these

concepts wher they have“demonstrated that they are able to .apply the *

learning théy have accomphshed by. L Adm1tted1y the means suggest’éd

in these statements themselves are usually subJectwe, so it is recom- —

mended that the leader develop throughout the éourse a folder of material

on each participant. In this folder the leader would place 4ll the data .

whmh he would use in making h1$ final evaluauon of the participant in
. relation to the.course, including an, anecdotal record.

Anecdotal Records X
It is suggested that an anecdotal record be kept by the leader

for each participant. In it would be noted brleﬂy how the participant met
the evaluative criteria listed for each session of the clas§. Evidences of
the participant's increased abilitieg in participating in thé group activities
should be noted. in this record. These recoids also-provide the leader
with an opportunity to analyze between sessions what kind of experiences
the participant needs in order to further his growth,. and assignments
can be made accordmgly, learning designs can be structured or (restruc-
tured) to meet these needs, or individual assignments: can be made.

Partlclpants should be encouraged to take responS1b111ty for their own
learning and evaluatldn, by setting their own short and long-term objec-
tives for the course, and it is recommended-that the leader keep such
information also in the anecgotal record. Completed ‘work assignments
and other course requirements, as determined by the leader, would also '
be*included. . 3 .

Leader-Participant Interviews '

It is suggested that the léader hold one interview with each
participant early in the course, and that dnother interview be held toward
the end of the course. In the first J,nterwew, the participant would discuss

his own learning objectives for the counse, stating what he hoped to L
accomplish,¥ In the follow-up interview, he would evaluate.the manner in

which he accomplished his goals, dnd at the same time he should;be o
encouraged to set up some long-range goals for his own self-directed
continuing education followmg the conclusion of- the course.

re

<

In one of the sessions on motivation (4. 25), the advantages and techniques
of "let's talk it over sessions' are presented as a form of employee
appraisal. Itis recommended that the leader-participant interviews take-
into account as many of the concepts as possible revardmg employee
evaluation by objectives, thus making the 1nterV1ews a demonstration of

'

16

[
:

1




o’
-

/
DeSIgns for L°earn|ng

one method of employee evaluation, as well 4s an opportunity for partici~
pants to Iormulate their -own learmng goals and evaluate their -
achi evements . P &

—na N,
‘

. ' . A ’ e ¢ ‘o
Written Examinations ] . . ‘

, * If the suggested means of. evalyatmn dre carried out consci-
ent1ously throughout the course, it would not seem. necessary td have a
final written examination, unlessc such an exammatmn 1s prescmbed by -
the academic institution as necessary to obtain credit for the coufse. If
a final written examination is required, it is recommengded’ that -basket
exermses might be the form of examination mos't in keeping wit
type of Iearning designs presented throughout the course, The ObJeCtLOIl
to this type of ‘examination is that it is based once more upon the subjec-
tiye judgment of the person conducting the course. An alternative ‘would
be the devising of multiple choice questions in- ‘which the major content
in the course would be presented.

. P
Motwatlon for learmng e N £
The-relationship ‘between.motivation and learmng is exceedingly 1mpoi?ant. .,
A-person must- ‘adequately m motivated:if changes in his knowledge,
- comprehension, skill, attitudes or - valués™ are-to-ocecur. It ig anticipated
that librarians partiéipating in this course will be. adequ"fely\motivated .
to learn. They will be enrolling voluntarily to further the1r own profes-
- sional growth and development, since: post-ML‘S courses are not pre-
. scribed by the professxon as mandatory for practice or promotlon. Ina

- recent study1 it-was-found that librar\x%ns wers, most likely toébe, motivated

_ to engage in formal continuing education when the course content was
directly related.to their-job situation, thus providing them with a chance -
to develop- their.potential within the context of their work,’
. - -
This emphasis on mot1vat10n, however, places considerable responsib1lity -
upon the ccurse-leader, for.once the individual Jhas enrolled; his anotiva-
» tion must be kept suff1c1ently high. Whether m1t1al motives cé&ahre made
to last or transposed into others strong ‘eriough to brmg about learning in
line with the course objectives is in large part dependent upon the instruc-
tional skills, personal understanding and conscious effort of the leaq.er.

A part101pant reluctant to attenipt certain- kinds of changes may fear .
failure or see the changes as an attack on his attitudinal patterns. Group

1Elizabeth w. Stone. Factors Related to the Professional Develop~
ment of Librarians. (Metuchen, N.dJ.: Scarecrow, 1970).

»
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forces, if skillfully used can prov1de a supportive atmosphere and exert
constructive mﬂuence on attitudes and values. The problem of motiva-—

tion becomes one of organizing activities‘in such a way that course par- .

tlclpantS'WﬁI'b"“gﬁrto derive satlsfactlon from new ways of beha\fmg
before old patterns are completely relinquished. "The cumulative power
- of.learning is. rewardmg in that it allows the learney to go on to some-
* thing whmh before was out of reach. .

<

In summary, successful.completion of this’course requires that the _
partlclpant percdive the proposed learning task as personally important

to his own'prdfessmnal growth a.nd developnient. It also puts-résponsi- .
bility on: the leader to “help participants in a variety of ways defending -

on the individual needs of: each; to acqulre the learning they des1re.

.
L
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- INTRODUCTORY SESSION

CLIMATE SETTING, RESOURCE IDENTIFICATION
AND GROUP-EXPECTATIONS

-

..

i -

., * ) .'/
" . Setting the Climate for theé  Course

tis -important to the success of the course that participants get to
* * know. and feel at ease with one another and with the leader as quickly as
“possilile. ' Learning will be facilitated to the extent.that group membérs
- .are able to identify and make effective use of all resources present in the

o

" group. b o .

N

For this.reason, it is' recommended that the leader meet with the group .
‘before the first contént-oriented session of the c¢lass -- or if an additicnal
" pre-session is: ‘j,xrl'possi'ble to'arrange, it is suggested that the first regular-

Iy schéduled session. of the class be devoted to-an agenda similar to the
introductory session déscribed here rather than to the course content. 1

v

) .The leader should make clear that he sees himself as a facilitator of
learning, a flexible resource to be utilized in a variety of ways (as lecturer,
advisor, -counselor,.etc. ) by the participants.-- both as individuals and as
a group -- according to their particular-needs and expectations, It is,
important that the leader take the initiative in sharing himse!f with the

' group -~ his feelings as well.as his thougpts 2 insofar as he.is able to do .

. " LFor descriptive examples of ways to, facilitate adultf"learp;ng in
class.situations, applicable at the post-graduate level, see: Malcolm S,
Knowles, The Modern Practice of Adult Education: Andragogy Versus
Pedagogy (New~York_:'Assgciation, 1970),{ pp. 371-376; or CarlR,

" Rogers, Freedom to Learn (Columbus, Ohio: Merrill, 1969), pp. 29-164, .

L}
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%

”  this-naturally,” in ways which do, ot demand or 1mpose but represent

smplx a per'éonal sharmg wh1ch the group members may’ take or leave. 1
- 3.

Durmg thig mtroductory sessioﬁ the partlcrpa.nts should have an oppor-

tunity to learn about €ach other and about the leader, particularly the

- expectations that each has for the course.and the resources each brings

to the courseé. The leader's chief con'cern should be establishing a col-

laborative relationship with the participants, making clear that as the

course proceedsut w111 be a process of mutual inquiry and learning

together. -

-

3

g . ‘
.i’-“?’ v Physical Arrangemeiit of Meeting Place 4
) Research-has shown that the- physical arrangement of the room can handi-
cap or- aid thé‘process of learmng. It is to be remembered that those in
. ++* the course will have had some years of experlence and they will expect-
N ‘ some opportunity to share their experience and recognition for what they
: . ‘have accomplished One way to make participation easy and thus for

, . { individuals to receive special recognitlon is to make it easy for members

* - of the group to see'and hear each ot.her. One method which achieves th1e,

o

" . T obJectwe is shown im Flgure 1on ae following page.

S AN <
Another way to encourage partic1patnon is to av01d setting the leader off
R as the center of attention -- at a separate table or at the head of the
-~ o table arrangement whatever 1t may be. For this reason, it is to be
noted that the leader is.seated*at the middle of one side of the rectangular
) set<up. From thxs position he or she is easily visible to all, but does not
e dorbinate the  scene .at all times., This arrangement, it has been found,
' will tend to encourage members to,participate in the discussion without
, .+~ waiting for approval or direction by the leader. If there.is an assistant
o s group leader for any or all of the sessions, his or her positiop is shown
% oppomte that of the group leader. - Y
Note that the plan*calls for coffee and/or: tea to be available away from
7 the actual meeting table, but somewhere in the same room. It has been
found that when a group breaks and goes off to canteens during the ses~
sion time is taken away that-the group can better spend mixing with each
other in informal discussion. " If the coffee or tea is in the room, it also
.permits the participants to get a drink and bring it back to the table
whenever they wish --a freedom which can add to the fee]mg of comfort.
and atténtive well-bemg in the-class session.
~ 1For some guidelines on how to facilitate learning, see Rogers,
op. ¢it., pp. 164-166. . i ,
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Suggested- Agenda for Introductoxy Session :
Although the following summary outline is presented in considerable

.detail, it is not meant to-impart a sense of formality. Any of the ele- )

ments can be easily expanded contracted or combined with other
methods not mentioned here, Th).s .section will serve as an introduction

_to the summary outline format used throughout the book-in presenting

the learning designs for each of the sessions.- As has beet ‘stated
already, but bears repeating, designs outlined in some‘s detail for each
session of the class are meant to be pnmanly suggestions, -“The leader
is encouraged to adapt and change them in ways that best meet the needs
of the libramans who have enrolled for his course.

The time frame for the course is 15 weeks, with a ‘meeting to be held
once a week., The course is designed so that each weekly meeting would
consist of two 75-minute periods, which should be punctuated by a coffee

break, This latter element, common to adult education meetings, pro-

vides an opportunity for informai sharing of ideas as well as recognzing .

~ that there is a limit to the mterest span of adults sitting ina relatively
_immobile pos1t10n. .

-

Format ) ? g . .
It should be noted, as stated in the 1ntroduct10n, thatthe format in this
book is d1fferent1ated in the following way

-

All desxgn suggestions and comments addressed to the leader extend to
the left hand margin of the-page.

L
g e

All remarks and group directjves that the leader
might address to the participants are indented.

Summary Outline for Meeting-on: CLIMATE . .
SETTING, RESOURCE IDENTIFICATION, .
AND GROUP EXPECTATIONS ]

Objectives for the Meeting: . :

A. ’ To set the climate for the course.

-

B. To identify all relevant resources among members of the grou
. both participants and leader, - .




-

. " —  Designs for Learming
To introduce the objectives, scope, content, and materials of the
course,” ' ,

To discover individual expectations for the course. ,

E.  To describe course requirements and evaluation procedures.

Evaluation ' . - : ‘ =
.The degree to which these objectives are achieved g\ill be judged by the

¥

leader's direct personal appraisal of;

A.  The ability of the group to-listen to and draw from individual'par-
ticipants information about their special-interests and experience,
the resources-and abilities they have to share with the group,
their goals and values, ,° = . -

TS teA s R RO R Sl

-

- ffl}he»ability~ofvparticipaxits:tOgstaté-h'o'vv»the- course-can-best-be’ -~ - -

‘focused to meet their job-related needs, |

The freedom and thoughtfulness with which participants share their . '

‘personal expectations for the course-and the expectations of the
libraries from which they come. .

D.  The ability. of participants to assume responsibility for constituting
themselves.into research task force. groups.

_ - Pre-Meeting P’reparation: - . e

A.  Read the introductory material and the prologue to the Study Guide,
if it was distributed at the time of registration for the course.

B. Fill out Form 1, if it was distributed at registration.

" Materials Needed:"
Study Guide -- enough copies for all participants (if not already
. distributed, : g .
Folded stiff paper or cardhoard (such.as half .an 8% x 11 manila folder) --
enough for each pers.o'n to make a large letter name identification
to place in front of him, '
Felt tip pens B
Chalkboard, or portable éasel with pad.
' Blank transparencies. B

.
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;.Wf. .. _w_-_._,_ Work asSignment 1::nenough copies for.all. =~ .

during the first few meetings of the group, the leader included.

Int:rc,ductéry Session

- " Overhead projector.

_ Newsprint (to uge for making group lists)
_Masking tape, -
" Blank sheets of paper 8% x11) - enough for all participants.
Sufficient copies of the following forms for all participants (if leader has
decided to.use them):.
*Form 1 -~ Identification and Expectation Sheet (if not already
. distributed)
_Form 2:=- Report on Readings. - .
Form' 3 -~ Analysis of a Research Study
Form 4 -~ Work Assignments: Instruction Sheet
< Form 5 -- Criteria for Self—Evaluation .
Form 6 -- Post—Meeting Reactionnaire - -
Form 7 - Final Evaluation Sheet. :
Form 8 -- Viewer s Film Critique .t
Form 9.«- Suggested Schedule for Participant Interwew of Leadeir
Folded slips with a single letter (A, B, etc.) for assigning letter code to
each participant- -for use in submitting work assignments

16 mm film projector (if schedule calls for film presentaﬁon)
Films:

P U

EI -~ "The Anatomy of a Group" e e e,

Tape-Recorder (optional) . - s

Qpeni%the Meeting ‘

As participants arrive, ask each to fill out Form 1, if they have not done
so already. Request that participants retain this form themselves until
the end of the meeting as it will be used as.a reference aid in various
activities during the meeting.

"Ask each partlcipant to write his r ame on-a folded.cardboard sheet, in

letters large enough to be read across the room, using a felt tip pen.
Each person should place this name identification in front of him or her -

‘State the objectives ior the meeting in your own words.

\

Outhne briefly the sequence of activxties that will make up the meeting
A, Introduction to course,
B. Group introductions.
C. Group interview of leader..

26
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Designs for -Learn'ing :

Overview of scope of courseé content the
structural design of the course and the « 7
rationale for it., _
E. 'Pooling of indiv1dua1 learning needsx\and
. expectations.
F. Review of resourge aids provided for ‘
participants.
' G. Discussion of course requirements and
evaluation procédures. -
H. Film presentation (optional). .
I. Formation of resea.rch task force groups,
-J. Summary. f ,
K. Briefing for next meeting.

e

A. _ Content Presentation: -

Introduction te Course :

- Present a brief introduction to the importance of the course in the
profession . of librarianship today and discuss the over-all objectives of
the.course.  Such an introduction might include ideas such as the
following: | : . T e

J Y

-

.This course deals with a major dilemma facing
; .o e library supervisors: how. to integrate technical
"~ ‘and human resources to best.achieve the lihrary's
service mission without slighting the employee's
‘ needs for a feeling of self-worth, and for growth
and development on the job. What can the .
' library manager do toward solving this dilemma ?
What can managers do to insure that employees
: have opportunities to grow and develop on the
g job; to see that employees have opportunities to
use their talents ? How can an organizational
climate be created in the library that will be
conducive to human growth ?l

In this grot;p we have a\u'n'ique opportunity now

to explore together answers to some of these
questionis. For the time being we are all members
of the same orga.nization -~ this class. We all

) 1El,izabeth W. Stone, 1ssue ‘ed. ™ "Personnel Development and
Continuing ‘Education in Libraries,'" Library Trends, 20 3-18, July,1971.
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have our own needs and expectatlons for what

we want to.get from participating in this organiza-
tion. And we will each have to take some respon-
s1b1hty for seeing that the organization works,

_for seeing that it is a viable, productive organiza-

tion in which all of us will have opportunities to
meet our own objectives,
F) R

When an individual joins an organization -~ any
organization -~ a contract is implicitly formed
between the individual and the organization. This
contract deals with the individual's expectatxons
of the. organization, what it can do for him or her;
and thé organization's expectations of the individ-

ual, what he or she can contribute to the. organiza- ‘

tion. Thi$ contract must be continually renego-
tiated for it represents a dynamic and continually
changing relationsh1p. o

1

[

That!s the thmg that makes library management —-—
or any other kind of management -- so difficult:

it deals with the most unpredictable of all phenom-
ena -- the human being. 'As this course proceeds,
we will be examining human behavior in organiza-
tions:from many perspectives, and at the same
time we will be examining our own behavior as
members of this temporary orga.mzatmn we have .
now Jomed

The focus of the course is on the deve_lopment of
human resources in the library. The subject is

\:ot adequately covered in library literature, and

o it will be beneficial throughout this course to

R .
turn to many other disciplines in order to-examine
relesant theories, generalizations and concepts.
The recogmtlon that interdisciplinary study is
required\ dds to the excitement and challenge of
trying to do\an effective job in our own libraries.
When we look\at the content of this course we must
constantly keep\in mind that there are no final
answers to problems presented. New experiments
keep pointing the way to more profound

28 N
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other may be sitting foggther, it is usually a good idea to assign partici-
gach group the assignment of pr

»
¢
Ll

-

rapid change, what appears true in one.situation
may very likely not appear-so in another. These

factors do.not make the study of human resources.”

‘in the library system an easy task, but it is an
exciting and significant challenge.

* The objectives for each unit of the. course, are
spelled out in. some detail in the Study Guide; taken
) together, these objectives might be summarized -
as: (1) a bettér understanding and knowledge of
‘ -human behavior; 2) knowledge and understanding
of management and leadership philosophiés and
concepts; (3) the ability to translate this know-
B.

ledge and understanding into effective leadership
patterns in your own library situation.
Participant Activity:

Group Introductions

-~

The purpose of this part of the meeting
' pants and the leader, to make known the spec

is to introduce the partici-
ial interests of each as well

as the special resources each-contributes to the course. Following are
three suggestions for participant introductions (two appropriate -for

groups of 10-12 or larger, and the other for gtoups of 10-12 or smaller),
and, one suggested technique for introducing the leader.

‘Knowlesl emphasizes the importance of thistype of activity being held at
the -introductory session of the class,. stating that in his experience it
produces immediate-ego involvement, sets. the norm.of participative
learning and mutual sharing of resources, "and induces a spirit of
-creative inquiry. T

" If the class has at least 10-12 o‘r more mémbers, the leader divides it R -
- into groups of five or six participants. As people who already know each

¢

%

pants to groups on some basis other than the seating arrangement. Give
léast 20 minutes for them to plan it.

oducing a TV variety show, and allow at
IKknowles, op. cit., p. 372.

29

Designs for Learning -
nnd;rsta:ndi'rig, but no leader or resource person

can "give the truth” ~- for the truth is not yet
fully found or fully understood, -and in a time of
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Introductory Session

The charge to each of .the groups is f*rst to ask
each person ‘to speak of himself in his own way,
telling something-of his or her current interests,

" that time is up.

-

background and work experience. From this data,
(and using Form 1, if they wish), each group is
then to develop a TV variety program. At the end
of 20 (or'30) minutes, each ‘group will be given a
three-iinute segment of a television variety show
in which to present-the group's resources for this
course, the special interests, work experience,

- and educational background of its members, by

means of interview, panel show, skit, song,
comedy, news program, or any other way they
may choose.

At theend of 20 (or 30) minutes, call on each
grouﬁ to give its three~minute.program, Warn the
groups in advance that they will be given just
three minutes and. stick to this time framework.
One way of doing this tactfully is to appoint one
member timekeeper and provide him with a half-

_ minute warning sign to flash to the group, and

then another sign to show at the end, mdicatmg

An alternate plan for a group of at least «IO:MM, ‘suggested by

- ‘Knowlesl, is group introductions using the technique of the "inquiring
reporter." Each group of five to six members.is asked to choose one
person to compose a feature story about the personalities, experience,
and.resources of the members of his group, and to report it in three
minutes to the total group. .

If the group is. 10 12 or smaller, the na.rt101pants may be divided into

¥

pairs.»

-

.

1Ibidoh’, po 3720

~

The charge to each is to reviéw the-data sheet
(Form 1) of the person with whom he is paired;. .
focusing on questions 1-10, and to interview the
person to.bring out his special interests.
Particular attention should be paid to the resources

1
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Ve the individual brings to the group, and any in- o o
formation about his library situation he would . Lot
like to share with the group. -

T ' B After af least'a ten-minute_interview session, .

: , ask each person to give a ohe-minute compesite |

. picture of the person he has interviewed.

- C.. _ Participant Activity: | ) . .
Group Membérs. Interview Leader o )
~ The objective of thisiactivity isto provide the participants with an
-opportunity to find out from the.leader through an intexview, something .

- of his background and the i rresources ke brings to the zlass as well as .
‘his expectations.for the course as.a whole, what he expects from the )
group members during the time-span of the course; and ways he sees -

s that the course may helplparticipants in their jobs, 1

e Form partxcipants into the same small discussion.

o ——— groups used in Section B; each group selects one
person (f they selected a spokesman or leader
for‘the previous activity, a different person,
shbuld be selected now), to act as the group's
,representative to internew the leader.

~ ,r "
> o / Vi U'sing Form 9 as a guide -each group decides what
: | questions it wishes its fepresentative to ask the
' leader. . ’

i

Each group representative should make sure he '
understands the group's concerns-so he can ask
questions that will provide the information his
group wishes to_know.

v -~
~

‘Next the chosen représentatives from each group

interview the leader as a team to discover (1) the .-
« ~ résources the leader brings to the group; (2) his
" expectations of the participants; @) his

1For an example of the use of group interviews at the opening -
session of 'a class see: David Kolb, Irwin M. Rubin, and James M,

Mcintyre. gggnizational Psychology: An Experiential Approach
(Englewood Cliffs, N.J.: Prentice-Ha.ll 1971), pp. 9-17.
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-D, Content Presentaﬁion:
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Introductory Session ™1 .

expectations as to how the course can hélp them
- v in their job situations and in their career

A

) development, . . _ .

While the group representatlves conduct the inter—
vxew, the remainder of the menibers act as
observers, giving particular attention to:

. (1) The resources present in the i{?aer's back-
~ ground which you feel you could draw upon to
help youdn your present JOb situation, or |, .
career development,

(2) The degree. to which the leader's expectatlons

for the class. coincide with your own.

. 3) The ways in which-you feel you. can make a
contribution to the class.

-
.
3

4 - . -
«

L)

Overview of Course ° : ' ' N
. Give a brief overview of the objectlves, scope of content -q.nd

‘designs for learning provided in the course. Suggestions of content that"

might be used-in this discussion may be found in the introduction to

" this book, Probably many of the points that might be made in such a -

presentation will alteady have been brought out as a result of the group
interview of the leader.s This part of the meeting therefore provides an
opportunity for the leader to fill in any data not covered that seems
important for the group‘ to have. o . . e

-t

’ . . N

E. . Participant Activity: R
Pooling of Individual.Lcariing Needs
and Course Expectations!- , _

g This activity is designed to bring out each participant's individual

’
-

IThis section of the meeting might (with the permission of the par-

. ticipants) be taped. Such a tape could‘be used creatively later in the

course in a number ways, such as: (1) to serve ag a review a.nd are-
minder for both the participanis and leader about midway in the -course

,of expectations expressed at the opening session; (2) to transcribe the

goal statement, for later duplication and distribution vo participants; 3)
to use as a part of the final session of the class as a means of réview and
evaluation of accorr ‘lishments in relation to ‘each goal; and (4) to show
how needs change, as the context and/possibilitiés of the course expand
the horizons of the participants.
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- Lo ) ; Desngns for Leurnlng
- .
Iearning needs-and; expectations in’ relation to the -course, It could be -
combined with the TV variety show- activity which was des1gned to share
) ‘ information about interests, background ‘and resources of ‘individual .
- participants "The drawback of combining the two in one activity is that
k . partimpants are, then'asked to state course expectations at the beginning
* e o of the\meeting. By separating the two activities, there is more -time for
. group meinbers to get to know each other and the leader, to® think about.
the course and the opportumties it provides, and .to observe the way it is
conducted, before focusing on their own specific needs and expectations.

"'“_s activity, divide the class mto groups “6f four to six (if groups
were used for a TV-variety show or sfmilar activity,.the same groups

should be reassembled) . S - v, 0>

.. . ) ‘\ ' Ask each group to’ choose a leader; (a different one
L. than was used in prevxous group activity) Charge

. . ¥ ) the leader of edch- group with the responsibility

. . R . of discovering the personal- objectives arid expecta-

: i b tions of each member of his group relative to-the

\ ‘ course. Charge each group with the responsibility

T,
~ “ .
.

of listing the needs, expectations, and goals on
\ newsprint in writing large enough to be seen by
B the whole group. Advise the groups that after
. "20 minutes, each group will be called upon to. .
‘ - » share 'their list: and comments about it with the »
~ \ : whole class, .

. At the end 0 20 mmutes, call on each group to present its list of needs,

" objectives, and expectations relative to the course. As each group-makes
its presentation, the leader will make a master list of group expecta-
tions on the chalkboard (or on sheets of newsprint). When the list is

e e completed, dach item Should be numbered. In order to get an idea of
" priorities present among the part1c1pants, the following exercise is
suggested. L
‘ Distribute sheéts of paper and-ask each of the
' ‘ participants to list the items by number vertically
‘ - ‘on his paper : . ..
' ‘ 20
< 3.0 * - -
< Tell the class that each member has 1000 points
. . - Y R
- 33
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~* . - Introductory Session -——.- R oy
. A ) to distribute among the total number of 1tems. _ :
A Ask them to indicate how-they would spend their o5

L ) 1000 points by giving €ach item a certain number _
R of points with their highest priorities ifi relation .
‘ to-the course receiving-the largest number. "f

N The leader should then collect these sheets and ask one or two of the e , s
" ©  group to help in-quickly tallying the results, which should be shared with ©
the whole class.

Lo In preparing for this act1v1ty it may be helpful to have as an example,

oo . the expectat1ons one grgup ranked h1ghed /They were: (1) increase ‘
awareness of self; (2) increase awareness of those with whom we- inter- 4
act; (3) greater understanding of the work situation and work env1ronment'

'_".4' o * (4) understand synthesis of numbers 1, 2, and 3; and (5) the organizatnon s
L [l participant's ] relahonshxp w1th changing ‘society.

) The leader should not try to make the group have a unified purpose,
.. however, as there may be great d1versity of purpose among partlcipa.nts. L
While two members are completing the tally, the leader may have time
to ask for suggestions from participants as to ways and means thése
priorities can be taken' into account in the conduct of the course.
. ‘ Two activities in th1s sessxon (1) learning’ about the part1c1pants and (2)
f\’ . pooling individual learning needs, are the most important part of the
introductory session, for-théy provide an opportunity for modification of
objectives. Objectives for the course’should be derived not only from
the curriculum (which was deslgned to meet the on-the-job needs of
post-MLS librarians), but also from the evaluation of group neéds as
perceived by the leader of the course, and from evaluation of individual
needs as provided by the participants themselyes. It is essential that
these two inputs modifying the: original curricuium objectives be made
. before the-class plunges into the content of thé course, so that the leader >
can plan whatevor modifications of the mater1al and the method by which

“; , itis presented are necessary. .
: F.  Review of A’ds-Prwided for - . ' .
. : ' . Participantd™ . ! - I s

The leader should take a few minutes.to review with participants
the aids this course provides. These would include: (1) the Study Guide,
as a reference tool @) enr1chment modules 3) annotated b1bhograph1es
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‘ (4) a special colléctmn of readmgs, (5) ‘work. ass1gnments. These aids
. ‘are described in thevprologue of the Study Giiide, as well as in the
introduction to this. volume of the Leadér's Handbook, so partmlpants

mmImum of .wasted effort. - K .

f v

' Coufs"e Requirements. -

.~should be- able to grasp the essential coﬁcepts of the course with a ,

d"" t '
N

-

»

qmrements ‘'suggested below may-need to be changed or eliminated. It
should be emphasized, however, that whatevex:-requirements are to'bé

made -of the class’ members, théy should

‘be cléarly-explained to the

_participants, including 4 written summalry of what the ledder expects.

'The manner in which’the leader propose
relationto his- decision to pass or fail a
grade if that is an institutional requiren

plained, Itis 1mportant at the beginning

s.to use these requirements in

participant (orgive a:letter
ent), should. also be clearly ex-
of the course to present enough

.'of the structure of the course and its re

can start comfortably to work without having an uneasy feeling of not
knowing what is expected of them or not knowmg the scope and limits of
the course. As the course proceeds, the participants will realize that

withid each of the requirements there is
to meet that given requirement, but this

great freedom of choice in how
realization will come gradually

and not cause feelings of anxiety that would tend to obtain if requirepents

were vague and scope’of content 1ndef1ni1

.

’Whatever requirements the leader’ demders upon, it should be made

crystal clear at the beginning that the fin
be, turned in until all of the reqmrements

As outlined here, there are six requiren
as follows:

1.  'Report on Readings

fxl grade for the course will not
have been-met. ;

ents suggested for the cotir§e,

il
¥

Aliiough freedom in reading from 4
encouraged, values from this reading cax
ticipant an opportunity to react t§ what he
personal experlences,'va.lues or job sm
opportunity to 'share persona.l learmngs f
sions, but time limitations and broad-sco

y -

 that the participant will have this. chance’

35 "
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L large body of literature is

| be increased by giving the par-
has regd-'in relation to his own
ation. Ideally there should be
rom readings in the class ses-
pé of rea‘ging's make it unlikely,
very often. Therefore, it is

! ‘T

4

Dependmg upon the needs and bacl;ground“s; of those ~wh‘o enroll for Q‘

" the course, and the mterpretation of thase needs by the leader, the re-_ ,

uirements so that the participants

¥
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. participants when he discusses this requirement. A statement of the

Introductory Sessnon

important that the particlpa.nt have an opportumty to comment on,his .

personal learnings and‘how he feels they may help him in his hbrary ’ \
, situation, Such coinment should lnclude an, honest account of how (in -

what depth) the reading was done. The books reported+on do not neces- -

sarily have to -be those suggested-either in the bibliographies or. in‘the

list of Readings. The leader ‘may wish to :suggest that articles or books ..

discovered that would seem of particular value to others taking- the course

be noted for inclusion in future bibhographies. R .

If the leader decides to have a specific reading reqmrement he may wish

to use Form 2. It 80, he should d1str1bute saniple copies of the form to

reading reqmrement might be expressed as follows to ,the partzcipants'
Y There are several. aspects of this course which
o o are required. One is a brief report-on all the

. readings you have done for the ‘course before the
end of the course "(specify date),.with an indication
"of .the manner in wh1ch you have read the book or
article, your reaction to it in terms of your own
personal experiences;, values, or job situafion,
and 3 an 1ndicatxon of the'value you think 1t would
. G . holdfor a hbrary manager. N . S

G y

i For example, ong might state "Read c
. ' threg, as it was listed ih.the unit- reading hst
\ but found the whole so valuable after skimming
- ‘through it that.I'read and took notes on 4ll of it'";
or "[ fegl that this is extremely valuable to the
library admimstrator in specifying ways partici~ .
‘ . patiye management concepts m¥Eht be introduced
- "< . “intothe organizational plan of my library. "« o
T Another ‘might say, M.,: . skimmed this whole
* book, but found it unrelated to the practical -
problems in my type of library, and so did not -
read it thoroughly or take rotes on it. " Or
. someone might state, I read this article, but
'disagree with the author's whole. philosophical
and practical approach to the problems of individ-
. ual motivatign. I'would not récommend it'to a
: i library administrator-as being of any help to him, "
Or, one might list ah article as 'being the best

R : .

FER 1

.

1 .o

f
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single summary of the development of manage-
ment theory and why theory is important for
. every. library manager. In-my ‘book it should be
- ©  required readmg for every library admnilstrator. n

Each readmg should be submitted on a separate
reading form, and the form should be filled out
completely. The- bibliographm notations should
. . be-as complete and accurate as you would-make
7 o them for a list of publications put out by your «
library. The books and articles reported on
need not be limited to those suggested in the . \ .-
I . Study Guide, .
2 - : . . . v
‘ 2. Research Task Force g
The second requirement suggested is the formation of research
o task force groups. Explanation of'this process to the part1c1pants mlght
be similar to the following:

»
i

Each participarxt will join with éne to three members
of the class to form a research task force. Each
/ . such group will focus upon a major topic covered
e within the scope of the course, such as: anxiety,
' perception, motivation, organizational change, -
performance appraisal, selection by obJectwes,
eta.
! The function of the research task force is to read
' ’ in considerable depth on research that has been
done in that area so that when their particular
topic comes up for d1scussmn in class the task
force can automatically be counted on to offer
L additional insights beyond the data presentied in
-the Study Guide. "It is not reguired that the task
force write a paper covering all of their-particular
area of emphasis, but rather that they will be so
well informed that they-can enrich the total pre~
sentation of this-topic, The task force will be
required, however, to submiit an evaluation of
one'piece of research that has been done in their
area, following the outline provided in Form 3 --
Analysls of 3 Research Study. :

AV
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It is anticipated that each group will plan and dis-
cuss together the way they will £ili out the form,
and each member of the task force will receive -
the same evaluation for the analysis submitted.
The task force groups should constitute themselves
as early as possible in the course to discuss ways'
and means they will use to cover their topic,. dis—
cover relevant research and-plan how their
knowledge can be used most effectively during

the class session. At least a week before their
topic is scheduled to come up for discussion in
class, the chairman of the task force group

should discuss with the leader of the class the

-nature of the data they have investigated and what

particular study they are .usirfg for in-depth
analysis.

When making a decxsxon as to the area in which *

the participants wish to constitute themselves as
a research task force,, urge them to think of their
expectations in taking the course, so that the topic
they choose will prove beneficial to them in the1r

'own Job situatlons. ‘

As soon -as possible in the course, the task force
groups should be formed, and their membership
and subject for concentration should be reported
to the leader. In-this book, the summary outlines
for each meeting of the course contain references
for each major topic discussed that can be-used

as taking off points for a research task force
group, and the leader should share these with the
task force chairman as-soon as an area .of concen-
tiation is -reported to him. » ’

The purpose of this particular course requirement is to provide exposure
to research and résearch methods used in behavioral sciences and to
demonstrate to the participants that sound research should embody cer-
tain characteristics. Today there is considerable emphasis imdibrarian-
ship on urging the library administrator to take research findings from
the behavxoral sciences and test their usefulness in actual library

38
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situations. But the question 'is‘, .'"What research findings ?"" Hopefully
‘Such-an assignment will make the partic_:ipant_s sophisticated enough to
thoroughly evaluate the research being reported to see if it is sound and
merits testing, Particular attention should be paid to the last question on -
Form 3, insofar as class discussion is concerned: Based on your evalua-
tion of this research-study, would you recommend to a library adminis-

. trator that he experiment in his library with the findings and recommenda-
" tions reported-? . ' )

3. " Work Assignments

A third requirement which is suggested and also strongly recom-
mended is-the use .of the work assignments in conjunction with the
various sessions of the class.. The purpose of the work assignments is to
direct the thinking of the participant toward work-related concepts and
the solving of on~the-job problems. Completing the assignments will
not call for extensive reading or research on the part of the participants.
JInstructions for the completion of the work asgignments are given in
Form 4. As specified on this instruction form, the leader should agsign.
each participant a letter code for use in submitting the work assignments,
so-that if need be, the assignments can be discussed in class without the
originator being identified. '

[

The work assignments are grouped together in one section of the Ieader!'s
Handbook: Aids. For each session there is a designated work assignment
and it is hoped that the leader will integrate, in some manner, the con-
cepts involved in preparation of the day's work assignment with those of

the presentation of that day. Itis recommended that a work assignment

be turned'in at every meeting of the class. There are some extra work
assignments that the leader may wish to substitute for those designated, -
or he may wish to revise the assignments, combining or changing them

"in dccordance with the emphases that he intends to-make.

4. Self Evaluation . o
A fourth requirement suggested is that the participants turn in to
the leader a statement of their own ‘evaluation of their work in the course,. -
The statement should include: (1)-criteria by which they are judging their
work; (2) a description of the ways in which they have met or failed to
meet these criteria; (3) an indication of whether they- feel they should
Pass or fail the course (or what letter grade they should receive if that
is an institutional requirement), in keeping with the way they feel they
" have' met or failed to meet their own criteria. If the participant's -
“evaluation Qf:}xis or-her own work is quite at variance with that of the
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»

leader, it is suggested that the leader have a personal, conference W1th
the participant to see if a mutually satisfactory evaluation can be agreed

upon.

To help the partmipant establish the criteria for his evaluation statement,

Form 5 xﬁrovided and should be distributed at this time, if this re-

- quirement is to be made for the course. The leader should point out

that this sheet is’a guide only, -and that the participant, in thinking through
the evaluation process, may wish to mo'dify"the questions listed and make
revisions in the form. It should be made clear that this modification is
quite permissible and- encouraged, ‘but that the participant's list of

. criteria, whatever it may include, should be clearly stated as a part of

-

the self-evalua‘don paper he writes. .

5. Post-Meeting Reactionnaire :

A fifth requirement is also of an evaluative nature a post-meeting
anonymous reaction sheet to be filled out by each enrollee after each
session of the class (or after a certain sampling of sessions). It is sug-
gested, however, that these reactions will prove the most beneficial to
the leader if they are used after each class and that the participant be

: given —time to fill_ out the sheet before leavingf each session.,

Pass out a sample of Form 6, and answer any questions the participants
may have about the-use of the form. It is suggested that after the form
has been used a few times, it be discussed with the participants to get
ideas of how it might be made more meaningful both to them and to the
leader.

6. F1na1 Course Evaluation .

A gixth and final requirement suggested for the course is an over-
all evaluation for the course as a whole. It is suggested that this evalua- )
tion be turned in to the instructor in a sealed envelope. To guide the
participant in this activity, evaluation sheets are provided which consti-
tute Form 7. The participant should be told that he need not limit his
or her re:narks to the items listed there; he may add as much additional
evaluative material as he wishes. The leader may wish to distribute this
sheet now so that the participants will know on what the course evaluation
is to be based, and so they will have a chance, at some point in-the course,
to suggest modifications for the form. The leader may, however, prefer
to distribute this form at one of the last. sessions of the class. But.
regardless of when the form is distributed the participant s should be
told at the opening session that one of the requirements for the course
will be their personal evaluation and reaction to the course as a whole.

40
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H.  Optional Film Presentation .
L F-1 ]| ""The Anatoiny of a Group”

-2

) , _The small group as a process for learning and *, - 1} .
problem-solving is being viewed with increasingy ™= . - L{
favor-by people in a wide variety of profe_ss'f"dn@x . [ e
In'the conduct of this course, small group learn~ -
ing and problem-solving will be a frequent ~ 4 -

experience. To help us-understand how to .
- participate effectively in small groups we will °

A : now see a film, '
i:;

‘Show film, which takes 30 minutes.

L)

- After the film; “it might be-well to begin the discussion by asking such

questions as: y } . i

e

-~What is meant by "the small group process ?" .
--What are some.general guidelines that apply
to the use of small groups in learning sitwations-? -
' --From the film, what guidelinés can we establish
for use in the small-group activities we have in
' ' this clags, our research task.force groups, for
© example ? ; : ‘ -

From this film and discussion, the*barﬁcipants should receive some
helpful suggestions concerning the nature of an investigative group, such
as their research task force group. .

- »
«

In order to maximize the chances of success in using the small group as
an investigative body the leader should: (1) define and sufficiently limit ‘
the research problem; (2) clearly delineate roles and individual assign-
ments; (3) make certain that resources-are adequate and obtainable; (4)
provide a careful amount of monitoring during the qourse of the group's
investigation; and (5) ensure that the feedback process is understood by
all the participants., One of the learnings of thé film is the different
- roles-that the leader plays in relation to the small group, depending
upon the objectives of the group.

A s

Other films! that illustrate the small group process from various

. 1All films are annotated in the other volume of the Leader's' S
, Handbook.
B -4l
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Introductory Session

\

points might be substituted for l F-1 ', or they might be recommended

and made available for participants to view independently outside of
class time. Some recommendatiéons are the following:

l _F-2 ] "Learning-in the Small Group"
|_F-3 |. "Diagnosing Group Operation”
F-4 | "'Sharing the Leadership"

If the group has access to an independent viewing station and the leader
chooses to recommend films for independent viewing at this time, Form
8 could be passed out now, with some suggestions to part101pants about
how to benefit most from individual viewing.

If the leader decides to- emphasize small group.learning here, or if
participants expregs.particular interest in the process, he may want to
suggest some readings. The followmg might be suggested:

1. Learning in the Small Group A Classroom Manual' Based on
a National Seminar. An I/D/E/A/ technical manual.
Dayton, Ohio: Institute for Development of Educational
. Activities, 1971.
An excellent summary outline of learning in small .
~ groups with the techniques of twelve variations or modes
of small groups. Striking feature of the publication is
__ - - --the graphic illustrations of all modes presented
T (Purchase price $2. 00) : <.
2. Bany, Mary A. and Lois V. Johnson. Classroom Group
Behavior. New York: Macmillan, 1964.
3. Gulley, Halbert E. Discussion, Conference and Group -
Process. New York: Holt, Rinehart, Wmston, 1960. ©
4, ‘Hare, A. Paul. Handbook of Small Group Reseat'ch
, . New York: Free Press, 1962. ‘.‘_ el
5. Kaye, Barrington and Irving Rogers. Group Work'in
Secondary Schools. London: Oxford, 1968. .
6.  leypoldt, Martha M. Forty Ways to Teach in-Groups.
Valley Forge, Pennsylvania: Judson, 1967,
7. Phillips, Gerald M. ' Communication in Small Groups.
Indianapolis: Bebbs-Merrill, 1966.
- 8. Reichert, Richard. Self-Awareness Through Group
' Dynamics. Dayton, Ohio: Pflaum, 1970.

42, .

a




Designs for Leurmng

9,°’ Shephert Clevis R, Small ‘Groups: Some Sociolog'ical
L Perspectives. San Francisco: Chandler, 1964,
10.  Thelen, Herbert A, Dynamics of Groups at Work. .
Chicago University of Chxcago, 1964, '

I. Participant Activit,yr ‘Formation of
- Research Task Force Groups
It-18-suggested that at least the last- fifteen minutes of the session
(with the exception of a few closing remarks noted below) be given-over
to the participants to.discuss among themselves how they may wish to
group themselves into research task force ‘groups. Before making a -
decision about the area on which they wish to concentrate, urge the
participants to think of their expectations in relation to the course. These
expectations will offen provide them-with a good clue to a subject that -
‘ will prove beneficial to them. These research task force groups might
be more ‘informally thought of as- "mini-workshops. ft
- If the leader finds that the participants seem -to ﬂounder as to what area
\\ they would like to concentrate on, this time.block might be given over to
\ the leader's describing.some of the areas of current research relative to
“ the content of the course, which should. spark some-ideas for“n-depth
study on the pa.rt of the participants, It is not to be expected that-the
regearch task force groups will be finally formed in this period, but it
gives an opportunity for the participants to find out what may be the
interésts of others. If the group is small, each member that feels so
inclined might be asked to indicate what areas he would be most interested
"in and others with the same interest would then be alerted, and conversa-
tions started that might l‘ead‘to- group formation.

5
The ideal siée for a research task force group is. three participants, and

~~ To make the division come out correctly, it.may-be hecessary to have /
one group of two, \but this,is-not*recommended unless necessary.

o — v
I 4
e

In order for the members to. contact each other between class periods,
thers should be a list estabhshed of” class members® names, addresses,
and phones at home- and work. If no one of the group volunteers to pre-~
pare-such a list the leader should have one mimeographed for distribu-
tion at the next session. . 4

: I

J

four is the ma\ximum that should constitute such a research . groups /

i

i
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-Intro.d'uclt'or,y Session ., _ .
Pl \' : ‘

Jd. Summary :
Unless circumsta.nces and. the group's interest indicate otherwise,
this would be a good place to round off the meeting. To do so you might

© rgpeat that the meeting's basic objective has been to set the climate for

the course, identify resources -- human and mater1a1 - and indicate
the Scope and patterning of the course,

K. Brxefing for Next Session .

. Distribute Work Assxgnment 1, and assign particxpants letter codes
if not already done. Remarké’guch as the following will serve to ex-
plain the assignment and set the stage for the next meetmg

Just before we break up for today, I want to-pass
out one-moré item. It is Work Assignment
Number 1." It focuses attention on the philosophy
of management which is directly related to the
content of our next session. Please {\vrite your
answers to the -work assignment as indicated on .
the sheet, according to the directions on Form 4,
distributed edrlier, remembering to identify
your paper with your letter code rather than your
name. , o PR
As you will note from the Study Guide, the subject
of the next session is the evolution of modern .
management -~ focusing on its undérlying - '
philosophy and assuniptions, aad the work -

K assignment is dxrectiy related to that subject.

" Before the- next sessxon, T hope you will look
through the Study Guide so you can see in more
detail the general direction.in which we are

. heading. And take some time to continue what

' we have begun heré in our first _meeting -- think

. about your job, your 11brary, and.what . you would

likepfnost to learn in order to help improve the
effectivenéss of both, 1

! And then I would recommend that you begin by .
doing some’ serious reading. Find out as much
ascyou can, “The annotated bibliography at the
end of Unit I in the Study Gmde will help to get

%

-




-done so, Form 1 -~ the identification and expectation sheetd ~.\

\ e = De igns fdr Leurn;ng .
’ : . .
you started, Pick\from it what interests voli most.
' N .+ The special collection of Readingg will also help’
you, .as they focus on human. behavipr in orga.niza- -
—_— . tions.from a numbex\of dixferent perspectives.. , ¢ - 7.
- Some you will agreé: with, others you will ‘probably
not agree with. But.the main thing néw'is to get |
started, and'see what’you can find that willbe ~_ ~ "
ofusetoyou. . w. ~ .l O

In discussing the resding, the leader has the opportunity to highlight what-_ G
ever he wishes particularly-to emphasizw. It is recommended, “however, ‘
that participants be allowed: considerable leeway' in"what théy read. The

1éader's job ~~.often a difficult one -~ is to-inspire then to read: widely ) .
in new areas as well as in familiar areas, without ma:king s’pecif c \t-e-

qu.ired reading assignments. - . . . R
Normally at this point at the close of each séssion you would distribute R
and glve»the participants-time. o fill out Form 6 -= the post-meeting e
reactionnaire. However, as this is an introductory, climate-setting AR
meeting and does not pertain to the content of the course, gome.of'the . v °
questions would not be answerable, so you may wish to skip this activity

for this session.

»

As the participants leave, collect’from° them, if you have not already

Q=
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U LE

SCHED

A 1 )

. N
: Pre- |Tatroduction of .
3 Sessjon | leader and participanfs
S {and introduction to.
Pevs deslg'Lf the course
. " Work Assi_gixment 1..
© . 75 Min.
- ‘Periods | ~ - :
S e 1.1 Evolution of

So————

- Management

N BLOCKS
UNITI

-
t

Each. solid block ref)resenta one class session

« | and implies a 150-minute instructional session.
. The course is planned for 15 weeks. with two
. Work Assignment 2 75-minute- periods each-week. The words in each
Rl . “block. indicate only the-basic concepts tunder
3 - 1 2 Objectives of consideration: The Arabic numbers correspond
; - of to unit numbering in the course outline. Work
4‘ Management Assignments to be agsigned and compieted
i - outsidé of-clags are also ind{cated
Work Assignment 3 - - % 5
\\\ , -
A
.
Proposed Periods ‘
1]2]314]5]6] 78] o 10[11]15/ 1314 15 16]17] 18[10]20 21| 22]23]z4]25 [26]27]25 |23 o
Unit1 | Unit 2 lunts - |Unit4 -
[
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OVERALL

UNIT l' -

1.1 ‘Evolution of Modern ‘Management, * s

. i.11 To txgoe briefly the evolution. of management concepts to 1900.°
. 112 To examine briefly the need for organizations, the phenomena

. they producé, and how these phenomena affect the management
“‘process.and the worker.

‘1:13 To examine' the concepts of - scientifxc management and its impact -

d . on management thought -in the. early 20th century. )

1.14 .To show’ why the theories and concepts of the behavioral sciences o
' . have become increasingly significantin current day management :
. * thibking and study. . i i )

1 15 qTO examine the effect of unions. on emplcyees and management. -

- “ v ¥, N )

1 2 Thé Objectives. of Management. B voE \"-, .

1.21 To'examine the’objectives of management. -

1.22

To examine top managemengs expectations of its T managers ‘and

. supervisors., = . - . » .

"~ 1)23 To examine kow supervisors respond to management' o .
# expectations., i -9 .

) 1.;231 To examine some management assumptg)ns about human nature

and how these assumptions affecb managerial strategy.

—- .
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-OBIECTIVES ——

~UNIT 1 e
[ SECTION 2,

- .

- .
1.1 Evolutiqni of Modern Management.

v
»
- .

1.11 nTo trace bneﬂy the evolutlon
, -
1.12 To examiine br1ef1y the need
® they produce, and how these.
process and the worker.

‘\ on management thought 1n, th

1. 14 To show why the-theories an

*
L ®

of managgment coricepts to 1900,
or organiz'eﬁ:idns, the phenomena
phenomena- affect the management

»

. 1.13 To examine the copcepts of scienfific management and 1ts impact

early 20th century.

concepts of the behavxoral

sciences have become incregsingly significant in current day

e management thinking and s\

1.15 To exeminetheaeffect of uni.

Y.

s on employees and management.
X .
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' ;Ev_oLuno MODERN MANAGEMENT

LI . ]
W

. Summafy Outline of MeetinLir
EVOLUTION OF MODERN MANAGEMENT

. -

A
.

Objectives for the Meeting

. -
- [ %

A, To gain an overview of the development of the basic assumptions
of management on which organizatim - theory is based today

B. To examine the development of management as an area of study
’ a.nd investigation. .

-,
e
S
-

Qf To explore the manner in which the human relations movement!
*  evolved. : - ~

. Evaluation% .
Participants will be considered to have understood the concepts presented
¢ . ‘when they have demonstrated that they-are able to.apply the learning they
T have accomplished‘to questiong discussed 1n the meeting, In addition to
6 the-leader's direct personal| appraisal of the participant's, progress, the
fol'lowing measiires will be used:

A, . The ability of the paﬁicipan§ 3_to express through. r}le playing (or. -
a drawlng activity) the type of management philosophy that exists
in their libraries today". e
“ - <

?. The ability of the participants to express through role playing (or
.a drawing activity) the way they would like'to see management
- philoscphy actually 1mplemented in their hbrarig

Pre-Meetin, ting Preparation
A." Complétion of Work Assignment 1.

» s
3
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Unit'l,"-_Sect(ion 1

\ . .
B. Reading‘, as discussed at conclusion of last meeting.

i

‘ Matena.ls Needed: . . L
Chalkboard, or portable easel with pad. ,’ :
- Chalk or marking pens. .

I T-1_| through II' 11 l as selected/by the leader.

Overhead projector. °

~Sufficient newsprint for each partm1pat!1t to have 3 sheets (if leader
elects drawing activity). i

Felt tip pens for- -everybody ‘(if drawmg activity elected)

Work Agsignment 2 -- sufficient copies for all participants.

Sufficient copies of the following forms (if leader has decided to use them)
Form 2 -- Report on Readings y /
Form 6 -~ Post=Meetmg Reactiohnaire

]‘ H-1:1 | -~ Enough copies of this caﬁe study for all participants.

¥

-

glehing the Meeting
State the objectives for the meeting in your own words.

i

Outline briefly the sequence of activities thet will Wake up the meetingi

A, Discussion of the importance of human
relations. in libraries today.

B. .Lecturette and discussion questions on the

) evolution of modern mahagement, with
oo emphasis on the development of the human
relations approach. '

C. Role playing sequence .(or drawing activity)
showing first the management philosophy that
exists today in your library, and then the

. management philosophy you would like to
- - . gsee-operative in your library,
D. Summary '
E. Briefing for next session.

A. Content Presentation: ;
" The Importance of Human Relatmns

in Libraries Today .
In this meetmg, "possibly more than in any other meetmg in the

course, the leader will probably devote a large proportion of the time
to presenting the; ‘historical overview by means of the lecture method.

54




Desngns for Learnlng

The_presentaﬁomcan:bé_made_moreinterestmg and~meaningfu1 to-the

group if some questions dre interspersed having direct application to _ \
the participants’ work: exp‘eriences. Suggestéd questions.are keyed '
to the content outline of the Studx Guide by means of numbers. /

_Various transparencies have also been suggested which the leader can | /
use to emphasize special. points throughout his lecturette. - /’

The leader might open up his presentatxon by asking a question such as
the.following: \ / |
Why do- you think hbrary administrators, managers, /
and supervisors are so interested in human rela- /
tions'in libraries -- the human side o libraries-- —
at this time ?  (1.11) / ‘

According to a recent study of the self-perceived needs of practicmg .
librarians and the educational needs of librarians'as perceived by top-
level library administrators, one of the underlying problems facing the
.profession today was found to be lack of skill in the area of library /
administration. Post-MLS training to increase knowledge and under-
standing of the human side of libraries ~~ human relations in libraries-+
was felt to be & principal need..

The study showed that the educational background of the librarians parti-
cipating had not.provided adequate knowledge on which they could draw

to help them deal effectxvely with human relations problems in libraries.
If the leader cares to emphasnze this point, it is suggested that he show

LT]..

- ] T-1 |-- Percentage Distribution of MLS
» Respondents by Baccalaureate
’ Major
Although 63% of the hbraria.ns participatmg in the
study were in administrative jobs, only three of
them had an undergraduate -major in administration
or managerment, and only one had a Master 8

. 1James J. Kortendiék and Elizabeth W, Stone, Post-Master's
Education for Middle and Upper-~Level Personnel in Libraries and Infor-

mation-Centers. Final Report, Phase I. (Waskington, D.C. : Department

of Library Science, The Catholic University of America, 1970) (ED 038 985),

ppo 74 '760 ' A
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degree m the area. Of their-baccalaureate degree, .

-41% were in the humanities and arts
29% were in the social sciences;
11% in the applied sciences;
i 7% in education;
T 3% in library science; and
e 9% did not specify a major field.,

The leader might point out that in the 1nterv1ews with the top-level ad-
ministrators. (designated as.interviewees in the study) -- the decision
‘makers-who decide who is chosen for employment in libraries and who
is promoted--75% of them felt that the most important educational heed
at the post-master's level is in the area of human relations. All of them
felt it 1mportant that such a course be offered.l If the leader cares to
emphasize the point, he might show the followmg transparency

[ T=Z2"|-- Courses Réceiving nghest Rankmgs,-

by Top-Level L1brary Administrators

This chart shows that the top-'level administrators
(interviewees) ranked a course in human relations
the most important of the 78 courses listed. They
. i - further indicated that what they considered the
. ’ most important result from post-MLS courses
was that middle and upper-=leve! library personnel
become "agents for change within the library. "

B. Contént Presentatioﬁ: 4
Evolution.of Modern Management
In introducing his lecturette on-the historical.evolution of friodern
management, the leader may wish to use the following transparencies,
baséd on verses 25 and 26 of the 18th Chapter of Exodus. They illustrate
in cartoon fashion that the basic management concepts are as old as
civilization itself. They should be shown in the following order.

[[T=3_|-- The Flight of the Israelites.
’ The Old Testament describes the problems of
Moses in leading the children of Israel

lbid., pp. 212-213.
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out of bondage from Egypt. In fact, it took the
Israelites 39 years to reach Elath because of
wandering aimlessly about, ‘

A
v

| T—4 f - D;éorgan1zatxon .

’ Through this period, Moses was sorely taxed,
for everybody came to ask him ‘how to solve
various problems, and he was oyerwhelmed.

T-5 | -- Jethro's Advice and Counsel to
S Moses:
Speaking to Jethro (his father-m-law) about
this problem, Moses was advised \to divide the
‘people up into groups with a leadezg for each
group. These leaders would then report to
Moses, ° .

[;6| —- Organization P

Following the scheme suggested by Jethro* we
see the chart 111ust£gng.me*groups of 1000,
100, 50, and-10:" The result of reorganization:
delegatxon and accomplishment of theigoal.
S . | T-3 | -- The Flight of the Israelites
The right side of the map shows that after re-
organization the Israehbes were able to finish
their journey in only 9 months.

rs

As he proceeds thh his lecturette, it is suggested that the leader inter-
sperse-questions such as the followmg '

c . Do you think the use of human resources for ser-
' "+ vice rather than for production of material products,
in itself,” demands a change from past management
philosophy ?1 (1.124) .
What conditions or factors would lead to the tacit
assumptions that workers havé no aspirations, dis-
like work, are uncooperative, bored, lazy ?(1 113)

\
TWarren G, Bennis. "The Leader of the Future," Public Manage-
ment, 52:13-19, March, 1970. |

'57 : \
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* What specific library activities and pract1ces

" illustrate the concept that the résponsibility for , .
production is inherently the province of the -
supervisors, rather than the provmce of the
workers ? (1.134)

Do you think the success of industrial standardiza-
tion of parts, equipment, and methods tended to
make management think it would be effective to
standardize the work also ? Have you observed
evidence of this in the libraries where you have
worked ? (1.1344)

What have you observed to be the role of money as
a motivator in. relation. to other motivators among
the librarians with whom you have worked ? Do

you feel that money is the all-important motivator ?
That it is an unimportant motivator ? Have you
‘observed that under certain conditions money is'a
powerful motivator ? What is the true perspective
that.should be placed on. money -as a motivator ?

(1. 137)1

It has been estimated from private polls of workers
that very few workers feel they produce anywhere
their full potential. Based on your own experience,
why don't workers produce fully ? (1.141)

From your own experience, what are the kinds of
things that supervisors do that damage your own
motivation and:initiative ? (1.1426)

How would you compare the views of management
in 1900-1930 to thqse of 1940-1970 ? What factors,
events, have led £6 the change in thinking ? (1. 147)

[ 4

1Charles D. McDermid.. ’§ﬂovv Money Niotivates Men, " in Fremont
A. Shull and Andre L. Delbecq, eds., Selected Readings in Management.

2d. series. (Homewood, Ill.: Irwin, 1962), pp. 374-382.
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. What are the ‘specific difficulties yoi_l personally

find-in-supervising-people-?- -(1:1488y — -- -

-

Depending on the’time, interest, and learning level of the group, the
leader may wish to use the two énrichment modules on the hlstory of
management thought, either as an instructional package to_provide-a—
basis for class discussion, or as a resource package for individual:
- st:udy or raSearch. :

In dxscusslng the effect of unions on employees and management (1.17),
the leader may want to use the enrichment module on unionism. This
enrichment module contains an annotated bibliography pertinent to .
unions in libraries, and has been prepared for librarians involved now,
or expecting to become involved, in negotiating union contracts. Unions
in libraries would appear to be a timely subject in view of the fact that
they have recently become a major factor in the management of an
increasing number of library systems.

C.  Participant Activity:
Role Playing .
After the lecturette, tHe leader should. divide the class into groups,

preferably no more than 6 to a group, although the number will depend

on the size of the total group and the amount of time available.

»

0

> * 1. Ask participants to develop short role-
’ ~ plays that will portray the management
' philosophy existing in their library at the
_ present time, (No words should tell the
name of the philosophy portrayed, but.it
should be evident, and the rest of the group
should try: to identify it.) .

-

2. Ask the.-groups -- they can be redivided
into different groups if time allows -- to
. . portray the kinds of management philosophy
. : they would like to see in operation in their’
libraries. .

59
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In both of these role-plays, the idea is to demonstrate the philoso sophy 80

#ion or hint at the name of the.philosophy portrayed.

'Through these role-play activities and the subsequent discussion, basic

clearly that it is not necessary for the role players to speciﬁcally men-

- - .

concepts will be brought out, emphasized, and will tend to,become a

part of the personal experience of theé group members. Such group par-
ticipation tends to add the feature of personal involvement to the session
which otherwise is chiefly a content presentation meeting. \

_Alternative Parti'cipant Activity:. - \\

Symbohc Drawing v

If the leader prefers in this first content session to get react\ions
from individual participants rather than from groups of them, a drawing .
act1v1ty could be substituted for the role plays. . . \\ o

Pass out three sheets of newsprmt and a felt pen to each part1c1pant, .

a;;ld give directions such as the following: '
4 \\

‘ . ] First, using one sheet of newsprint draw a p'icture‘\

' ~of how it feels to be in.your organization today \

(right now). Be as innovative Of ~treative-as you

like. -~ your drawings may vary in style from

conventional organization charts to imaginative

symbohc representations. Make your drawing

' - large -enough so that it can be posted on the wall

y ‘ for all to see., = =~ . .

L4

Next take dnother sheet of newsprint (the extra .
sheet allows for false start or prelimindry 'sketch- '
ing) and draw-another picture of-how'you would
like to be able to feel in your library three‘years

d from now. : i R

¢
* . i
.

-

After both drawings are complete, post your
drawings on the wall, side by side, and be prepared
to explain your two drawmgs to the group. .

. As the participants explam their drawmgs, others in the group should be . 2
perm1tted to ask questions to clarify the author's intent. As these pre-

sentations are being made, the leader may wish to gather together com-

mon themes and problems, or significant differences of opinion, and list

them on the board or transparency. =~ - v

% ' 60
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These dravh‘xi'gs can be an effective J&ay_pf_discmLering.issues.thaLmav

be buried; drawings ‘often show what people want and hope for in their
work place as opposed to what they are now exper1enc1ng

Itis suggested that the drawmgs be used to relate the basic assumptlons
of management philosophy (as presented durmg the sessmn) to present
conditions existing-in the participants’ libraries and to.conditions as the
partlc1pants would like to see them in their hbrarles.

- D, Summary . -

" The closing d1scussmn that follows the role plays -- or drawing
activity -~ should re-emphasize the chief objectives brought out in -
Unit 1.1.of the Study Guide, and should also.be related to the data that
the participants prepared in connection with Work Assignment 1,

E. Briefing for Next Session ' o '

' If one < the assignments chosen for the course was the formation-
of research task force groups, it would be well to allow some time at
the end of the meetmg for these groups to get together, following the
leader's briefing for the next session. During their time together
toward the end of the class, the groups might report on progress they
had made since the last session, ask the leader any questions they may
have about procedures or sources,. and outline their next activities.

-~
2 - v

-Just'before we divide up into our research
task force groups, I want to pass out Work
Assignment 2, which.centers attention.on the J N
organizational structure of your library or-
ganizatjon and the interrelationship of your -
work to the total system. In wr1t1ng about
about the fundamental question Samuel Taylor .
Coleridge asked sonie 150 years ago: "What is
organization but the connection of parts in and

~ for a whole, so that each part is, at once,

ends and means ?"

Y o

4

. You may have seen this question recently

- yourselves, if you-read Mee's "Profiles

“ of the Future: Speculatien . about Human
Organization in the 21st Century, ' which is

- | )




Unit 1, Sectionl B _\ ‘ ’
« s N
included-in-the_Readings. 1 —And-if you haven't read
it, I recommend it highly for anyone who-is think-
L ' ing about organizational change and what.-such
. . change means to people who work in orga.mzatlons.

Of particular help in gaining a background for the
next session, which deals with the basic assump-~
" tions upon which mdnagement theory is based, it
is suggested that you might wish to read Chapter
° 3, '"Motivational Constraints: The Decision to
Participate,'" in March and Simon's Oi‘@nizations,z
Pp. 34-82. This particular chapter deals with the
. methods that'managers use to control the end,
: results @roducts) of the work efforts for which
- they have beén.responsible; it shows that organiza-
‘ tional control depends partly on-the behavior of
the organization, such as its supervisory practxces,
and partly on factors largely outside its control,
o such as general ecgndmic canditions. s
In whatever readmgs you do, watch for the type
‘of controls that. ‘managers use over bekavior in
organizations. There are three major types. .
- Each has$ its own standards, its own momtormg
‘ system, and its own system for correcti ,action
when behaviqr does not meet standards. These
are: organizational controls, group or social
controls, and individual or self controls. A help-
ful chart which compares these in relation to five. s .
organizational variables is found in_one of the . . .
Réadings, Daltdn's "Motivation and Control in
Organizations. "3 This whole essay, as a maiter
of fact, merits attention because. it traces"

1Jo'm F. Mee. "Profiles of the Future: Speculation about Human
Qrganization in the 21st Century, ' Business Horizons, 14:5-7, 10-16, = * ’
February, 1971. (Readmgg )

2James G. March and Herbert A. Slmon, Organizations (New York:
Wiley; 1958), pp. 34-82.

Gene W. Dalton, '"Motivation and Control in Organizations, " in R *E
- Gene W. Dalton and Paul R.' Lawrence, eds:, Motivation and Control in

Organizations (Homewood, Il.: Irwin and Dorsey,1971), p. 15. (Readings. )
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Q,_,_h1stomcally—the*relauonshlp—betweenrmotwatlon -
) . and control, and discusses the various ways
: ’fb” " managers have tried to effectively brmg the
‘o . ' capabilities of the organization to bear on the
tasks needed to meet the organization's
! objectives.

& - -

Béfore the members leave the meeting, distribute Form 6 -- the post- .
meetmg reactionnaire, and ask them to fill it out so that it ¢an be
collected before the group d1sperses

Also pass out.copies of the case study | H-1:1 l so pa.rhclpants can
become fam111ar with it before the next meeting,

if one of the course requirements is to report on .readings, the leader
’ may w1sh to have a supply of blank readmg report forms (Form 2) avail-
able for the partlclpants to use in connectlon with their reading for the -
next sessmn. ’ - . .

L]

.
\

-

,S‘P‘ECLAL NOTES TO.THE LEADER: . .

Rev1ew of Introductory Mater1a1 . .,

After this session, you may wish to refer back to the mtroductmn
" of th1s book to refresh _your memory on the purpose, mntent, and use of
the book's various formats and parts. .Now that'you have completed the
first content session it w1ll probably be easier to understand this
material than it was before. N o/

:
‘ . . Y D

- X ‘Evaluation of Work ASS1gnments e - ]

| At some point after the completed work asmgnments are turned in
f each week during the course, you will need to read each one and reach. a

conclusion &5 to how well the participants are interpreting the .meeting
discussions and materials.. This will be a subjective process, but it will
provide valuable clues with respect to the quahty of learning in the

a group. If you wish, you might ask another informed person to read the

5 work assignménts as they haye accumulated for each individual and give
you his independent interpretations. This procedure would add to the
-reliability of the evaluations., .
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MANAGEMENT GAME AS OPTIONAL ASSIGNMENT

In the section on Games in the Leader ] Handbook [G=3_1 deals with
the functions of management and might be used as an assignment to empha-
size- the-concept of the various functions involved in management. The
scoring’; of the game takes sometime and could not be. accocmplished during.
. the class period, so the discussion of the results of the game would have
to be defered to the class period after the game was turned fn by parti
participants.

v . L4

An alternate timing would be to have the participants play the game at the
end of Unit 1.1 in anticipation ‘of the content of: Umt 1.2, In this way the
results could be tabulated before the gession dealing with the functions and
objectlves of management (Unit 1. 2), ‘and discussion relative to the results
could be incorporated mto the- design for the class session.

"The introduction to the section on Games in the Leader s Handbook :Aids
suggests thiat a topic that might be dealt with by a research task force
group is the study of manzigement games and the actual construction of a
_game: dealing with some part of the course. The leader may wish to sug-
gest to the participants the possibility of game construction as one type
of act;ivity,they might wish to chose for their task force project.

14
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1.2 The Objectives of Manageq:(\ent. S .

/

!

/

R

. ) i
1.21 Toexamine the obj'f’actives of management, .
- 1 . . ’
1.22. To examine top mafqagement's expecmtiOnigLits managers

s H
and supervisors., ! -

A
f - .- Iy - 4 .

1,23 To.e{:amfne how ﬁiupervisor_s respond to management's
‘expectations. : '

1.24. To exarhine some management assumptiong about human
+«  hature and how these assﬁmptiqns affect agerial
strategy.. ! -
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/" THE OBJECTIVES OF MANAGENENT T

-
e

> .\ = ’

Summary Outline of Meeting on:
THE'OBJECTIVES QF MANAGEMENT

s "

‘Objectives for the Meeting:’
oA To consider the objectives, of managemeht. . s

B. To exaxmneftop management's expectatlons of managers and
supervisors. :

: . ) A .
- ; ) G'. To examine employee expectations- of employers. . N

S . D To examine how supervxsors respond to management's Tl '
Y .~ expectations. ’ '
E. To expliore some management assumptions about human nature Lo

T and how these assumptions affect managerial strategy.

PO Evaluation: "
Participants will be consxdered to have understood these concepts when
they have demonstrated that they are able to apply the learning they
have accomplished both durmg home study and durlng the meeting to
questions discussed in the meeting. In addition to the leader's direct
personal appraisal of the participant's progress, the following measures

a will be used:

[ ]

A. The ability of the participants to defme the functions of manage-
ment, .

B. The ability of the participants to express managerial assumptions
throigh model building or role playing.




.,\\

! Gene W. Dalton and Paul R. Lay‘vrence, eds.., Motivation and .
Control in Organizations (Homewood 1. : Irwin and Dorsey, oL
1971), pp. 1-35. (Readings.) . o ST
C. CaseSwmdy [[ H-1d | . B : Lo
-Materials Needed: K ’ o o )
Chalkboard, or.portable easel with pad. v

[ 712 Jand [ T-13 | -- if the leader chooses to use them.

"Un:tl Sect:on 2 ‘ ‘ .

Pre-Meeting Preparatmn
A

A. Completion of Work A331gnment 2..

B. - Reading, as suggested at conclusion of last meeting.
James G, March and Herbert A. Simon. Orgamzatxons (New York:
Wiley, 1958), pp. 34-82. :
Gene W. Dalton. "Motivation and Control in Organizations, "in

-

Chalk or 'marking pens.
Newsprint -- approximately 1 sheet for each participant,
Overhead.projector.

Sufficient copz\s of the following: | - e
Work Assignment 3 oo :
Form 2 -~ Réport on Readings ’ ‘ . oo
Form 6 -- Post-Meetmg Reactionnaire ' . .
Form 8 -- Viewer's Film Critique

and [ H-18 |

Case study -~ in preparation for the meeting on adjustment. Enough
copies for all participants (alternate activity). . .

Opening the Meeting:

State the objectives for the meeting in your own words.

Outline briefly the seqtiepce of activities that'will make up the meeting.

A. Lecturette on the objectives of management.
B. Analysis of ma.nagement functions through
N ' case study (or small‘group discussion)
C. Discussion of responsibxhty and loyalty, and
other expectations in orgamzatxons. ;
D. Model building (or role playing) to indicate




‘participants themselves become involved in this activity.

" ment within the context of the case study which was passed out at the end

‘be something like. the following:

>yt
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the chief assumptions of dxfferent schools
/ of management thought. . )
y E. Summary., P o R
‘ " . F. Briefihg for next session. . ’ '

A.  Content Presentation: .
" The Objectives of Management
In his presentation, the leader might follow the Study Guide outline

(1. 21), pérhaps dxscussmg the relationship of management functions to

the accomphshment of management objectives. A useful chart with which ,
to illustrate his presentatxon can be found in: R. Alec Mackenz1e, "The
Management ‘Process in 3-D," Harvard Business Review, 47:80- 87, '
November-December, 1969. . (Readings.) It is recommended that the
leader not go into a detailed descnption of management functions, but that

B. Participant Actxvxtg ] -
Analyzing the Functions. of :
Management (Case Study)
The purpose of this activity is to consider the functions of manage-

of the last meeting, l H-1:1 | . Divide the. participants into groups of at
least 3 members (and no more than 5 or 6 at most). Each group should
be assigned a particular function of management, and the charge would :

Each-group is to approach this case study using C,
as a starting point the particular function of man-
agement assigned to it. What does the function
mean in the context of this case study ? How does
it relate to other management functions ?
Try tc come up with some solutions to the

\ problems -- or steps that might be taken to reach
solutions: Be prepared to share with the rest of
the group how the function assigned to you can best
be applied and interrelated with other functions
to solve the.problems presented in this case study.

o

When the discussions are finished, each group A
will share its conclusions with the entire group-=-
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using newsprint to list key concepts, "and a
short oral presentation. 1

Alternate Participant Activity:

Analyzing the Functions of

Management: '

(Small Group Discussions) .

Divide the participants into small groups, and to each assign the

task of defining vne function of management.

_'.T.‘aile following charge might be given to the groups:

‘In our Stu Guide, five funct1ons ) management .

are itemized, but at various peri in time, . .

variolis writers have itemized functions in

different ways, some preferring a rather long list
"+ others a very short list.

Each group now-is to discuss the function assigned
to it. Construct a working definition of that func-
. tion, including its relationships to other manage- .
ment functions. ‘Use as a basis for your definition
your thoughts about the organizational structure
of your own library. Keep in mind what you were
thinking as you prepared the work assignment for °
. . today. Keep in mind- also the reading you have.
done, and, of course, experiences you have had
in'your library.

When the discussions are finished, each group will e
share its conclusions with the_entire group -- _..— 7 -
either by symbolic representation, -usmg news-
print, and/or by oy means-of-a’ ghort statement defin~
ing and analyzmg the particular function -- the
___ —«—kind of statément that viould be useful to distribute |
B to a class which was sfudymg management ‘functions.
After each group presents its definition, an opportumty should be given
to the total group to see if anyone has ideas for improving it.

1For more information on case study method, see SPECIAL NOTES
TO THE LEADER at the end of the summary outline for this meeting.
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‘ o ':;‘.- C. Content Presentation i PO s

-~

i

Disgussion of Responsibility "and? - .
: Lo Loyalty, and Other Expectations™~.. .. - K
S In carrying out management ﬁmctio‘n’s,’ supervisors and managers
) are expected to: (1) assume- responsibility, (2) be loyal to the orgamzatlon, ,
3) think creatively, and (4) help solve:orgamzatlonal problems.

*

It is suggtsted that the leader take,some tlme to dxscuss these four expec-
tations of supervisors and managers. He might lead off with a discussion
of responsipility, first defining'it himself and then asking participants to
cite examples of situations i in their work in which managers or supervisors

have tried to shift their responsibility in a given area. °
. s ! a
i L Let's take a few minutes for you to give your

views of how this concept of "agsuming responsi-
. bility'" actually works.in the job situation. Can”
. you give a specific situation in which a superior
. ’ tried to shift reSponS1b1lity, perhap'saymg or
' implying that he was not accountable for some
action? Can you give a specific situation in which
a head of a library, for example, said- that he or PANS
she was not responsible for something that .. -
occurred for which he or she was-being cr1t1cized
because he had 'delegated “the responsibility"
for that. activity or area of work to some member
N . .- —of his staff ? What were the results of this stand
' e T taken by the librarian ?

e
- T 1

After a bri ef discussion of the subject of loyalty to the organization, the
leader might ask, in keeping with the last question in Work Assignment 2:
) Among the newer or younger employees in your
library, do you find that they differ from older
employees in regard to their concept of loyalty
to.the library ? How would you describe these
. differences ? What do you think has caused them ?
After a discussion of thinKirg creatively ‘and solving organizational
problems, the leader might shift from management's expectations of
managers and supervisors to employees' expectations of their employers,
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Thus far in this session we have been discussing
the expectations of top administrators regarding
their managers and supervisors. There is an-
_other area of expectations, however, that we
should also consider briefly; the expectations
Yo ) employees have of their employers. In the -
- Readings, there is an article in which Beckhardl
states that an entirely new set of expectations has
arisen between employee and employer than was
in existence even 10" years ago. What do
employees today expect of their employers ? ‘How
do these expectations correlate with those we

2 have just discussed ?

g

The leader might then turn the discussion to the subject of how super-
visors respond to management's expectations.

. ’ - .
. a7
) o i N . %\

o Having looked at the expectations of top manage-
' ment toward managers and supervisors, and
. ’ ) having looked at the expectations of empioyees
toward employers, :we next turn to examine how

. ' ' supervisors. respond to the expectations of man-
" agement and what dilemmas they face in trymg
to-meet them. -
This discussion would then lead to the subject of managerial strategies
--what managers have tried to do to obtain the worker's efforts needed
to accomplish the goals of the organization. '

. D.  Participant Activity:. °
) . . Model Building (or Role Playing) :
- To illustrate the fact that managerial strategies-are predicated on
’ assumptions about human nature, and to summarize some of the main
concepts presented in this and the previous class session, it is suggested
. that the class be divided into groups to examine managerial assumptions

about what workers are like. Such assumptions are composed of generali-
zations about man, and have been referred to as "models of man." Three
such models, discussed in some detail in the Study Guide (1.24) are:

"7 1Richard Beckhard. "McGregor ReV1s1ted and Reaffirmed, " BNA
Fllms Projector: 2-3, January, 1971. (Readings.).

[
\
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rational-economic man, social-man, and self-actualizing man.1

-
’ . Each of-the groups should be given the charge to
s develop one of the above models of man in the
: work situation based on the matérial presented in
class and in the Study Guide. A variation of
t o % developing a model that might be used by the
i ~ group, if-it prefers, would be to role play a
f S manager in an actual situation with some of his ',
. workers, and the strategy he might use in trying
;' to. motwate or control-them.
i In his comments at the close of the group presentations, the leader
‘ . should make clear that these models are composites which do not repre-
: sent actual people in work situations, but rather are abstractions useful
H -for purposes of analysis. Co
° E. Summary
P " 'In summarizinf, the leader may want to recommend some films ,
‘1‘ for independent viewing by participants. The following short film series,
for.example, is pertinent to material covered in the first unit of the
- % Study Guide:
’ F-5 _ -- "Man the I\LIqanager"'
I , ‘ F-6 | = -- "Man the Manager Case Histories"
v -

The first film is {2 minutes, the second 7 minutes.

F. Briefing for Next Session

#

v Looking forward to our next meeting, we will

1A more detailed prese&ntation of these models can be found in
Edgar H. Schein, Organizational Psychology (Englewood Cliffs, N.J.:
Prentice-Hall, 1965), pp. 47 -63; and a summary of this material is found .
in Gilbert B. Siegel, "Management Development and the Instability of
_ Skills: A Strategy, ! Public Pérsonnel Review, 30:15-20, January, 1969,
2In this conneétion, thé leader might mention Paul Nash, Models
of Man: Explorations in the Western Educational Tradition (New York:
- Wiley, 1968)--a book which attempfs to show how great thinkers in the
' past have shaped American valueg today. A historical approach to the
‘ subject of models of man,- e
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be starting a new unit, which deals with the

~

nature of pergonality. It presents one model o ,
of human behavior in some detail, and surveys ' ¢
other models. - ° ‘

The next unit gives us an opportunity to re-
examiis our assumptions about human behavior,
and helps-us, see why it is so important that _
the manager have a good understanding of ‘
human behavior in order to cteate. the. type of '
work situation in which the individual employee
will be motivated to use his full potential and
will have opportunities to grow and develop on
the job. : '
i 2

We will be discussing first one model of human"

’ behavior based on dynamic theory. Then we

will be examining the key elements of that model.

Rathér than suggesting specific readings on the dynamic theory model,
in preparation for the next.meeting, the leader may find-that parficipants
can be best introduced to the subject of personality theory be choosing
themselves one theory to read about in some depth. He might suggest
that participants: select whatever theory. intefestg them most .and read
about it. Some specific knowledge about one theory will very likely '
make more meaningful to participants the upcoming group discussion
on the dynamic theory model. '

In recommending reading, there.foi'e, the leader might suggest:

Calvin S. Hall and Gardner Lindzey, Theories of Personality.
2d. ed. (New York: Wiley, 1970), pp. 3-35. This section
provides much useful information for approaching and
evaluating different personality theories, .

In-depth reading about one tﬁeory of personality. The -

\

annotated bibliography in the Study Guide provides several
suggestions which will be helpful here.' ‘

<

In addition to the volumes suggested in the Study Guide, the leader
might consider recommending Ledford J. Bischof, Interpreting Person-
ality Theories. 2d. ed. (New York: Harper and Row, 1970). )
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Designs for Learning
As the next meeting is scheduled to cover two topics, first the dynamic
theory model and then one of the key elements of that model, adjustment,
the leader may also wish to recommerid some reading on the subject of
adjustment. One possibility would be the followmg

“
- 7
1

&
. ¥
Donald M. Wolfe and J. Diedrick Snoek. " A Study of

Tensions and Adjustment under Role Conflict. "
The ‘Journal of Social Issues, 18:102-121, July, 1962.

(Beadmgs )

v

e ' :
Before the group d1sperses, hand out Work Assignment 3, and-the post—-——%- ——

' meetmg réactionnaire (Form 6), giving participants time to complete
the latter and turn it in before they leave '

If films are ava11ab1e for independent wewmg, coples of Form. 8, the
viewer's film critique, should also be made avaxlable \

If the leader has decided to use a case study in connectlon with the meet-
ing on adjustment, copies should be passed out at this time, with appro-
priate instructions to the part1c1pants . .

SPECIAL NOTES TO THE LEADER ON THE
USE OF THE CASE METHOD ‘
It is the responsibility of the leader to see that the participants become

** involved in the case by provoking discussion, argument, or debate. He

must play the role of provocateur, not lecturer. When case studies are
being used, the role of the leaﬁe_r__ is democratic in its orientation. He

assigns the cases for discussion, encourages sustained and critical think-
ing, stimulates effective réasoning by questions, and .guides consideration
of the issues involved. For example, in reaching possible solutions the
leader should emphasize the necessity of the group 8 going through specific
specific steps. -

1. Determine the problem and its scope.
2. Analyze the data that has contributed to the problem. —
3. Interpret and welgh the evidence that bears on the situation.

lTwo helpful references on the case method are: Mildred Hawks-
worth Lowell, The Management of Libraries and Information Centers.
Vol. I: The Case Method in Teaching Library Managément. (Metuchen,
N.J.: Scarecrow, 1968), and Allen A, Zoll, Dynamic Management
*Education. 2d. ed. (Reading, Mass.: Addison-Wesley, 1969).
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4, Arrive at alternatlve solut1ons.
5. Select the best- -Solution. -
The leader should avoid making judgments on the comments or positions
taken by the participants and should try at all times to create a climéte
in the classroom which indicates acceptance of what each person has to
contribute.

Q

Different educators differ in regard to how they.answer --;or do not
answer -- questions directed to them during a case study. It seems to be
the feeling among many that the léader should never answer questions
about the case directly, but refer questions to a group or individual, or
try to bring out answers from the questioner by askirng additional ques-
tions.  Other leaders consider themselves as consultants and announce
to their groups that they see themselves in this role. In other words they
are available to play the role of a consultant to any group, upon group
(not 1nd1V1dual) request. Being invited, the leader can eithér acceptor
join the group'as a consultant or not, depending upon the situation as he
or she seesit. In.other words the case study is related to.a real work
situation in which a group working on a problem decides to bring in a .o
consultant, and the consulta.nt has a choice of whether or not he joins the
-team., : :

i
This cage was written for this unit.in order to show the interrelationships
of the various management functions in an actual library job situation. 1
Like most problems'involvmg employee-supervigor relations, it is not an.

. "open-and shut' case. It is not possible to find an easy "out" for

employees or the' supervisors, and consequently it motivates the partici-

_pa.nts to gwe theu’ best efforts to an- exammatlon of the issues involved.

Handouts that may be used to help the participants gam a greater under-
gtanding of some of the specléi equal employment opportunity aspects of
this case are provided in | H-1:2 | and |m H-1:3 |. The leader
might give these out at the preceding session along with the case study,
or.préfer to hand them out following the discussion of the case to give
those particularly interested in equal employment.opportunity phases of
the case a take-off base for further study.

-, o

{

\]his’case study was written by Sara Case, editor of this volume.

LY
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OVERALL . - ;
LOBJECTIVES '

UNIT 2. T

\

- 2.1 To present and explor& one mndel of human behavlor, baeedaon

. dynamic theory, in order to provids participants a deeper under- . \

. v sttmdlng of some of ths factore underl;ﬂng man's behavior. ) Lo

e -, - . . i
2.2 o examine indivi&ualiy the key elements of the frustratlon- .

s ‘ aggression model of human behavior.- .

3 ’ N 7

Is
.

1 4

2.3 To provlde an awareness of soma different theories of personality
. ‘and thelr possible relevance to tmderstandmg employees In the work
P situaﬂon. L .




OBJECTIVES -

_UNIT2 R
SECFION 1 .4 T -

c."

]

' 2.1 To present and explore one model of human behavior, based on
dynamxc theory, in order to provide participants a deeper under-

5 standing-of some of the factors underlying man's behavior.

-
1]

»

2.11 To briefly examine human behavior in terms of its
biological determinants.

2,12 Tovdevelop in brief form a frustration-aggression
model of human behayior. \

2,13 To consider both the usefulness and the hmltations of this
model as a concentual tool,
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T ;Unit 2: Sectien 1
s ' THE-DYNAMIC THEORY-MODEL OF-HUMAN-BEHAVIOR T
. -Summary Outline for Meeting on: '
THE DYNAMIC.THEORY MODEL OF
HUMAN BEHAVIOR . i . .
and - :
ADJUSTMENT ONE OF ‘THE KEY
ELEMENTS OF THAT MODEL
Y T ) s
Objectives.for the First Half of the Meeting: - ’
A. To explore the dynamic theory model of human behairior. .
T . B. To consider patterns of personal and organizational beliavior that "
fit the model. . S,

L Evaluation: ’

’ Participants will be. considered to have understood these concepts when
they have demonstrated that they are able to apply the learning they have
accomplished, both through home study and during the session, to situa-
fions discussed in the meeting. In addition to the leader's direct personal
appraxsal of the participant's progress, the fqllowing measure will be
used: ‘ ) . ’

A'brief activity in whxch participants are ‘agked to give examples
of patterns of personal and orgamzational behdvior that fit the

model under dxscussxon.
.} » b , -
, ¥ o
o © Pre-Meeting Pregaratxon:
N

A, Completion of Work Assignment,3.

g B. Reading as discussed at conclusion of last meeting,

‘ Calvin S, -Hall and Gardner Lindzey, Theories of Personaht_y
2d. ed. (New York: Wiley, 1970), pp. 3-35.

In-depth reading about one theory of personality.
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Unit 2, Section 1
Materials I;Ieeded:

Chalkboard or portable easel with pad.
Chalk or marking pens. -k
Sufficient copies of the following: )

Form 2 —- Rgport on Readings

Form 6 -- Post-meeting Reactionnaire -

Case studies — - if the leader has decided to use them'in connectmn
~** with next week's meeting.

N

~

Opening the Meeting:.
Staté the ijectives for the first half of the meeting in your own words

Outline briefly the sequence of activities that will make up this ‘portion-of
- the meetmg . . I
) o

4

A. - Tecturette on the dynamic theory model of
human behavior. - ‘

B. Small group discussions on individual and

, organizational behavior (or alternate activity
- —~general group discussion, or model

building and problem posing -- depending on
size of group and inclination of the leader).

C, Brief summary.

A

A.  Coatent Presentation: : .

The Dynamic Theory Model of .® - ‘
Human Behavior ’
" In beginning his locturette on the dynamic theory model of human
behavior, the leader might suggest that participants become familiar with
the key concepts of this model and that they compare it with the theory
they have explored.on their own. In discussing the frustration-aggreeelon
model as outlined in the Study Guide (2.1 and 2.12), it is recommended that
. the leader include something of its historical development and current
status in relation to other models of human behavior, 1

»

-

‘)’It is eugg'ested that the leader refer back to the models of man presented

1For a discussion of the historical development of dya@mic psycho~
logy, sce for example A, A, Roback, History of American. Psychology.
New rev, ed. (New York: Collier—Macmillan, 1964); and Edna Heidbreder,.
Seven Psychologies (New York: Appleton-Century-Crofts, 1833),
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at the last meeting, to illustrate again that models are not actual repre-
sentations of peqple-,«;“b'ﬁﬁ abstractions useful for analysis.
© B.__ Participant Activity+ : -

Small Group Discussion L

Divide the participants into groups of 3, and ask each group to chs—
cuss the followmg questzon -

What patterns-of pe personal and organizational

___—"behavior do you see fitting this model ? For
example, in your own. library situation, how are
drives and frustrations revealed in the worker's
adjustment to-the organization and in the adjust-
ment -of the organizatzon to the worker ?

In makmg thxs charge, the leader should point out.that much of the
material they have produced for the work assignments would have
. relevance here.’

- s
During the discussions, the leader should circulate among the yroups to
get a feeling for the degree of sharing, insight, and participant reaction.
If there is time before the first half of the session ends, a general sharing
of the group as a whole would serve.as.an-effective conclusion to this
. part of the meeting,

Alternate Participant Activity:,

General Group Discussion

Rather than dividing into ‘'small groups, the leader might conduct the
dxscussxon with the entire group, focusing on the same question, drawing
out participants' thoughts in connéction with the work assignmentsvand
relating them to the dynamic theory model. This alternative does nat
encourage the same degree of participation of the group members, but
does offer the benefit of a tota% group experience.

-

Alternate Participant Activity:

Model Building and Problem Posing

This activity is suggested for use if the period is to be a.full 150
minutes and if the group contains at least 18 people. It might congeivably
ke used at this point in the course if the leader plans to devote an entire
session to the dynamic theory model, rather than devoting the second

-
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half of the period-to-an 65céi’hinatiop of adjustment. 1

The activity involves an {mer group (model building group), a problem ’

posing group, and the rest of the class. The first step is to select 4 to .
. 6 individuals,. or ask for volunteers, and seat them in a circle in the

center of the larger group.

The entire class should be told that the job of the inner group will be to
build a model of a work situation which might actually exist in a library,
describing the employees and the organizational structure. Then, another
éfoup will be selected to pose a problem, the inner group will respond
with a solution, and the solution will be the subject of a critique by the
entire outer circle. (The problem posing group should not be selected at
this time.) , ‘

. ’
P

-Instruct j:he_im;é'r group to build a model of

" a medium-~sized library, a depa.rtment; ora . / '

. . unit of a library, describing the people -7
. work there, the service patterns; the administra-
tive controls --using a flip chart or chalk-
__ board-if necessary.. K .

When the model is complete, a second group (3 to 4 people) should be )
chosen, and asked to leave the room to formulate a problem which could
logically occur in this situation. ) cos

During the time the problem posing group is meeti‘ng,‘ the rest of the
class can either take a break or the remaj ing members of the outside
# group can muke a critique of the model, q:lestioning the inner group on
weak spots' which might conceivably lead t(\ hlixpan or organizational
‘problems, . )
When the problem posing group returns, they should present their problem
to the inner circle and that group is responsible for cdel:ermining a strategy
for dealing with the p:"oblex'n. The proposed itrategy is then the.subject
of a critiqye by the entire outer circle and sh yuld be examined on the

1if the leader wishes to alter the time framework another way, he
might arrange to have this activity occur at the end of Unit II, thus using
it as a summary activity in which parttct pants could apply the whole range
of learning accomplished in the areas of psychofpgy and peﬁsonality.

. L4
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basis of the'dy’né.mic theory cencepts discussed earlier in the meeting.

- = P <

' + The leader is responsible for giving clear directions and making sure the
group-knows the intent and. purpose of the exercise as well as its

\ procedure. * ‘ ' e~
. - R A
C. Summary
) In summarizing, the leader should link the experience of the.parti- -
. cipant activity with the theory presented earlier in the meeW
conclude by stating the key elements of this pa.rticlﬂ’a’r’rp,od uman. i
behavior, on which the next few se:;si/o_n’s’gﬁtbefdass wiil be focused:.

adjustment, needs and drives,.fru Tations, aggression,.punishment, and
M : o~

The second half of the meeting will then.be devoted to an examination of

the first of these key elements: adjustment. - .
" ¢ )
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OB TECTIVES

UNIT 2
SECTION 2

.
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. ’

k)

2.2 To examine individually the key elements of, the frustration-

aggression model of human behavior. - o ) . R
. 2,21 Adjustmen?; . S \
. 2,22 geeds, and D,riv-es L ’ .
. 2,23 Frustration :
. LS ) ! &
. < W 2T
. 2,24 Aggression . j .
. 2,25 Punishment : L
2.26 Anxiety . ’ ..
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Unit 2, Seotlon 2
The Key Elements of ’(hIS Model | .
, - ADJUSTMENT /.

Summary Outline for Meetingf on: :

THE DYNAMIC THEORY MODEL OF _ . /
+ <« HUMAN BEHAVIOR .. - ‘

and ‘ ' o

ADJUSTMENT, ONE OF THE KEY . Q

ELEMENTS OF THAT MODEL .

Objectives for the Second Half of the- Meeting:

d

A.  To examine adjustment as one of the key elements in the dynamic - '
theory model of human behavior. ’

B. To consider adjustive behavior in the work situation.

&

Evaluation: . \

Participants will be considered to have- understood these €oncepts when
they have demonstrated that they are able to apply the learning they have
accomplished to situations discussed in the meeting. The following
measures will be used: _ ‘

[‘ A. A brief activity in which participants are asked to identify adjustive .
behavior they have observed at work. )

-

. B. A group activity in which participants identify various_kinds of ad-
" justive behavior, through group inventory, case study, or paired
interviews. -

Pre —Meetjng Preparaiion:

A. Completion of Work Assignment 3.

. B. Reading as discussed at conclusxon of last meeting.
' Donald M, Wolfe and J. Diedrick Snoek. "A Study of Tensions .
s ' and Adjustment under Role ‘Conflict, "' Journal of Social
. Issues, 18: 102—121 July, 1962. (Readings. ) -

C. Reading of case study (alternate activity)

: 91
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C.  Suggestions for research task force on adjustment.

. George V. Coelho and others, ‘eds. Coping and Adaptation: A Be-
havioral Sciences Bibliography. (Chevy Chase, Md.: National
Institute of Mental Health, U. S Department of Health, Education—
and Welfare, 1970). (Public Health Services Publication No. 2087)

This comprehensive bibliography represents the first major
attempt to highlight the most pertinent references on adaptation
and cop1n°' behavior in human development. Numerous articles
on adjustment are cited.

- John R. P. French, Robert L. Kahn and Floyd C. Mann, issue eds,
Journal of Social Issues, 18, July, 1962.

This entire issue, entitled "Work, Health, and Satisfaction, "
contain§ articles pertinent to adjustment in the work place. One
in particular the group might like to consider is "A Study. of
Tensions and Adjustment Under Role Conflict, " by Donald M.
Wolfe and J. Diedrick Snoek, pp. 102-121. )

. *

Materials Needed:
Chalkboard, or portable easel withpad. ‘ L .
Chalk or marking pens. .
Sufficient copies of the following
- Work Assignment 4
Form' 2 -~ Report on Readings .
Form 6 -~ Post-meeting Reactionnaire ’ -
Form 8 -~ Viewer's Film Critique
Case studies -- if the leader has decided to use them at the next

meeting (alternate activity) ’ ] ’ Coe

Opening the second half of thé meeting: ) “
State the objectives for this ;';a.rt of the meeting in your own words.

Outline briefly the sequence of aCtIVItieS that will make up this part of
the meeting

A. Content presentation on adjustment.

B. Group inventory of adjustive behavior.

C. Small group discussiong on ad;ustment at

work. .
D. Summary ,
E. Briefing for next session.

%4
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A, Content Presentation: . . T / .
Adjustment .
Give a short presentatxon of adjustment along the lines suggested

in_the.Stud @ e—(2,-2‘,.

B. Participant Actxvxtx :
Group Inventory of AdJustwe .,
.Behavior - - .
Followmg the content presentation, the leader conducis an inventory
of adjustwe behavior, by listmg on a flip chart or board suggestions which
come from the group. The charge to the group might be similar to the
following:

Our purpose is to learn more about adjustive
- . behavior, and how to recognize it at work.
Let us begin by sharmg some of your own ideas
about adjustive behavior as you have observed
" itin yourself or in others in the library where
. you work. As you make suggestmns, I'%: list
» _ them brxeﬂy on the flip chart.~

If the group hesitates, examples might be giveﬁ by the leader such as with-

drawal, rejection, headaches, talkativeness, étc. The flip chart list
should include only keywords. Lengthy explanations of particular incidents
should not be encouraged.

& ©

¢ Participanmctivity S . :

Group Discussions <y .
After the list is made, the total number of participants should be

adjustment at work. : Each group, however, should be a signed a ceptra.l

focus : . . Noo L

(1} One group will fogus on how people adjust to each other, as
individuals or as groups (for' example, how individuals adjust
to an authorxtanan supervis<)r) .

v ,. . v *

2) One group will focus on how people adjust. to places (for
- example, how individuals adjust to a shared office or

+

- - 93 - h

e

.+ inadequate workspace) _
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. others the significant elements in the1r discussion.

- of the class. ) .

o This format is useful for eliciting personal feelings about one’s competence.

Unit 2,” Saction 2~ -

(8)  Ome group will fecus on how people adjust to’situations (for
example, how individuals adjust to a revised job description

.- Jg/ademotion). : - '

The 1nve’htory list can’serve as a startmg pomt for the,group 1f they wish
to use 1t in that way.

During the discussion the leader: should go from group to group to catch .
the tenor and get ideas for key points to raise later. When the diseuasion,
seems to have peaked, each of the small groups should report to the |

?

The leader should support and encourage these reports, adding his own
observations and reflections to.bring out various factors in the adjustment
théory. His- chief role should be that of discussion leader and summarizer
at the end of the gsession .o , .

3
L

Alternate Participant Activity: -

Case Study

Case Study, 139 in, Lowelll, "Miss Marcum, " might be used as an
alternate activity, with group dis/cussion focused.on questions which relate
to adjustment in the work place. If it is to'be used, the case study should *
have been duplicated and distrikated as a handout at the previous meeting

PN 2
" Alternate Participant Activity- -
Paired Interviews © .

The participants should divide themselves in pairs, each selecting
his own partner. The pairs would then interview each other to define and
explore how each has adjusted to his work environment (in terms of ,
people, places afd situitichs). Each should also consider how effective

his adjustment has been. , DI

-~

-

Itp poses a more threatening situation than the other suggested group
activities, but would be effective with a group that is open.gnd sharing, or
with a small-sized group in which there is a climate of trust. It calls for
a good deal of interpérsonal skill ¢n the part of the leader, especially If
there istobe a sharing session at/ the end of the exercise.

1Mildred Hawksworth I.owell. The Ma.nagement of Libraries and
Information Centers {Metuchen, N.T.:Scarecrow, 1968), Vol 3,pp.146-
149. .

-
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D. Summary- ' ' ’ )
The leader should conclude by summarizing- the mmn concepts
covered in the meeting, - .

N

E, - Brxefing for Next Session :
It might be suggested here that between now and tl%e next session,
participants do some independent film viewing to add depth” to their under-
standing of personality. Two fllms from the Psycholoy Today series

are relevant to this unit of the course: T

["F 7 | Lo "Personality"' (26 minutes)
'/\ ‘ ] F-8, | -- "Iearning" . (26 mxnutes)

¥
»

i Iftthese or other films are to be used the leader should make ava.ilable
. copies of Forml 8 the viewer's ﬁlm critique, -

L

’ He /should then make brief reference to nexf: week's meeting. 4
3 Next week we will be dxscussing two more elements
B ‘ , of the dyrtamic theory model; needs and drives,
¢ o and frustration. Our task is notonly to under-

stand-the elements of this model but also -- and

1 even mmore important -- we must see how it can
" be useful to us in understanding actual human

. * behavior in orgapizations.

J Concentrate your reading for next week on needs
. i and drives, and frusﬁ'aﬁon. The bibliography
. z _ in the Study Guide ig classified, so you can select
C what you want without undue confusion,

! One of the best books I have found which relates
, research findings in psychology directly to prob-
"lems of maunagement and administration is
Costello and Zalkind's Psychology in Administra-
tion. You will find it listed in your Studz Guide
blbhography
L4 . N ;
Here the leade! ¢k hxgh]ight whatever readings he considers most ~ .
‘important. i;gested as possible starting points are the following: {

I

05 /

’ / e . N
. J v /
Q » * )
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LIS

On needs and drives: . _
% Abrah&m H. Maslow, "A Theory of Human Motivation, "
s Psycholqgical Reviewi "50:370-396, July, 1843,

-

-

On frugtration: )
Timothy W. Costello anfl Sheldon‘s Zalkind, Psychology in -
Administration: A Research Orientation (Englawood .
_Gliffa, N. J.: Prentice-Hall, 1963), pp. 131~133. :

Harry Levinson, "The Psychologist in Industry, ' Harvard
Buslnsss Revibw, '37:93-99, September—Octphet, 1969,

- - v ?

Bofore the gFoup “Ieavea, diatribute Work Assignment 4, 'and coples of -

the host-meeting reactionnaire (Form 6), allowing parﬂolpants time to
complabe the latter before thoy depart,

Alao. it the leader has decided to use oaée amdlas in connsation With
next week's dlseusslon, they should be passed out to pardolpanta at this

‘time, .

B,




. .- . NEEDS'AND DRIVES

s, " ~
; +
- ¥ . “

.~ Summary Outline for Meeting on: ’
Ty " NEEDS AND DRIVES ‘ ‘

. :alld » N - : : " "
' < FRUSTRATION » = .

%

. Objeciives for the First Half of the Meeting: p .

DY B N

) A, To examme needs and drives as one of the key elements in the
e dyndmic- theory model of human behavxor.

' .« . . - . s

B. To consil" needs and driveg in relation to the work situation.

- T R

. / A Evaluation: - \ '

Participants will be consxdered to have understood these concepts when
they have demonstrated that they are able to apply the learmng they have
accomplished, both durmg home study and during the session, to sxtuatxons
discussed in the meeting. In addition to the leader's direet personal
appraisal of the participant's progress, the degree to which these objec-
tives are achieved will be judged by the following measures:

A.  The ability of the participants to apply conceptsf' from their reading
and from the content presented in the session to class discussion.

‘B. The ability of the participants, to see the value of mderstmdhg
motivational concepts in the work situation.

Pre-Meeting Preparation: ‘ ' ‘ .
-.A,  Completion of Work Assxgnment 4,

B. Case Study (if it is to be used)

l,LK

C. Reading as discussed at conclusion of last meeting.
* Abraham H: Maslow, ""A Theory of Human Motivation, "
Psychologxcal ReV1ew, 50 370 396, July, 1943. (Beadmgs )
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D. Suggestions for research task force -on drives and needs.
Henfy: -A, Murray and otl}ers, Explorations in Personality.
(New York: Oxford, 1938)
‘Byron A, Campbéll and James R. Misanin, "Basic Drives, "
Annual Revxew of Psychology, 20: 57-84 1969,
: Materials Needed: ' - . T
. Chalkboard or portable easel with pad. | ]
Chalk or marking pens. . ¢ .
P2 Jand [T-18 ] ..,
Overhead projector. . )
Sufﬁcient copies of the following:
. -Work Assignment 5, .. _
v Form 2.-- Report-on Readings o
- Form 6 -- Post-Meeting Redctionnaire #
Form 8 -- Viewer's Film Critiqie o )
Case studies ~<7if the-leader has-decided-to- use them at next—- - - - S T P
3 week's meeting - (a.lternate activity) ) , 1.
. , \ | . g
;/. A Opening the MeetinL '
¥ . State the objectives for this part of the: meeting in your own. words,
Outline briefly the sequence of activities that will make up this part of
~ " the meeting' , o \'\
' . A. Content presentation on needs and drives. s
B. Diads (pairs) discussion of one's own
needs and drives in the work situation -
“C. Small-group discussion of others' needs )
- and drives in the work situation. o
R D.- Identification of on-the-job incidents in which s
. motivation seems to*be a prime factor. o

»

w

A. . Content Presentation:
Needs and Drives . \:
In his presentation, the leader may wishMo point out the difficulty
. of making an making an inventory of needs (motivational dispositions).
¢ Yet many psychologists have attempted to make such classifications of
human behavior, Maslow, for instance, conceptualized a hierarchy'-of
needs, which is ilfustrated in l T-14 | . g

Ad

=

1Abraham H, Maslow, Motivation and Personalii;y 2d, ed. (New
York: Harper and Row, 1970); pp. 35-58.
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| T-14 | Hierarchy of Human Needs (Maslow)

Ps’ychologist's have long sought to gain a better
understanding of human behavior by studying the
basic human needs. Maslow categorized needs
as shown in this transparency.

L

4

.- . At the bottom of Maslow's hierarchy are the basic
physiological needs for survival -- for food and
v drink. But once these needs have been met,
' according to Maslow, they no longer represent a .
- h strong rhotivating force. Other needs become of . .
" more concern. ~

The neéxt level of needs are those for safety -- in
) both the physical and psychological sense. There
‘ is need for shelter from the environment, and
S s e there is also need to protect the integrity of the
_individual's personahty

o e Y

bt f
But once these safety needs are met,fthep soclal )

. needs tend to becone of mcreagmg concern, ‘such ,
as the.need for fellowship, and- tixe need for group i .
acceptance. AN

Once social needs are met ego needs become an .
important motivating force. These include the
néed for self-esteem and esteem from others.

According to Maslow needs of the highest order
are those of self-actualization or sebf-fulfxllment
<i-the opportumty to develop and use one's potential
capacity in order to become all one is capable of
becoming. :

Earher psychologists often tried to construct much more complete lists
of needs. Murray attempted to itemize all human needs and developed the

following system of classification: .

Primary (viscerogenic) or physiologicalfieeds.

et
.

These are: air, water,food; sex, lactation, urination,

defecation, harmavoidance, noxavoidance (the tendency

to avoid or rid oneself of noxious stimuli), heatavoidance,
e coldavoidance, sentience (inclination for sensuous
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¢
-

gratification, such as taste sensations' and tactile
sensations). He also recognized a need for passivity,
which included relaxation, rest, and-sleep.

Secondary {psychogenic) needs. .
These Murray described as presumably ‘dependent ) z -~

! " upon and derived fror the prlmary needs. He felt o
that they were not funda.menta.l blological drives, ‘ |
though some might be innate. ‘ .

l T-15. |1llustrates Murray s psychogenic needs, and mxght be shown to"
" the group art this time:
£ . ( . *

N

In presentmg' Murray's classiflcatlon, the leader might want to referto a )
" table in Hilgard and Atkinson's Introduction to Psychology, “which pre-- =

sents a list of psychogenic needs’ with some changes in wordmg to avoid )
Murray's neologisms ‘ L e

d .
B. Participant Activity: - : B <
. Diad Discussions of One's Own Needs - ,
and Drives in the Work Situation ) "
Based on their reading and the first three questions in Work Assign-
ment 4, the participants should have done enough thinking about their own
motivations to enable them to. discuss their motivations with others.

¢ s

Y

o s : Ask each member of the group to selecta pariner -
to work with in a diad {(group of two) using an
interviewing technique, in a two-step process:

»

_ 4
Charge to diads:

]

L

Define and-list-your-chief drivés and needs-in

v

relation to your work situation.

-

14

‘ 2. Discuss with your partﬁer what activities you

' ~engage in to respond to those. drives and needs:
(For examplé: theé need for visible accomplish-
ment might lead to an administrator's apply-

: ing himself chxef;ﬂto the paper routines of
) oo . his job. .

o [

TEmest R. Hilgard and Richard C. Atkinson, Introductionto . _
. Psychology. 4thed. (New York:Harcourt,Brace and World, 1967),p. 143.
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C. Participant Activity: ) '
Small-Group Discussions of Others' Needs - °* -~
and Drives in the Work Situation. . \ C

After 8 to 10 minutes of the diad discussion, combine dlads to make

"~ groups of 4 to 6. .
Ask these grbups to dlSCllSS and share their view of how

others in the work situation respond to their needs and’ s
. . drives. Ask part1c1pants to comment on how effective
N they feel these responses are. .
D. \Partxclpant Actnug : s
* Identification. of On-fhe-Job Incidents in which * w
Motivation Seems to be.a Primary Factor o

The next step is to?aek the participants to-think about how knowledge of
the ways individuals respond to their needs and drives can aid the manager
in achieving both organizational.and individual employee objectives. The
following exercise could be used.

Ask each partlclpant to take five minutes to write down
. ) . an incident from his or her work experience in which the -
question of motivation seems to, be gprimary one, and to
state how Maslow s hierarchy of needs concept might.be
usefully applied in that incident (or condition). .

e P ®

‘These incidents. v?cgl]d then be ciuickly reviewed :; b 5 tne leader for degree of relé-

tionship to the content of the class up to this pomt and one or two would be singled
out for group discussion. (If there is not»sufuclent time for all of this activity.
during the class period, the leader could collect and reyiew the statements for
clarity and comprehension, and discuss them at a subsequent meeting in Unit IV

where the topic of motivation is treated in more. depth.) ] . .

~

%
~ 2

Alternate Participant Actxwty
Case Study 123 in Lowelll might be used as an alternatwe to the group exer-
cises suggested above. Questions for discussion.should bring out the content cf the

" gession relative-to needs and drives.

In closing this part of the meeting, the leader may wish to t'ecommend for
mdependent viewing the following films:

F-9 "People Are All Ahke" (10 minutes)

F-10 _ "Individual Motivation and Behavior
Y. a (30 minutes)

IMildred Hawksworth’ Lowell, The Management of lerames and Information

Centers, Vol. 3. (lVIetucheg, N.d. :Scarecrow, 1968), pp. 174-105.
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* Objectives for the Second Half of the Meetirjgi '

A

. . w ) _
: - M * ] -
Summary Outline for Meeting on: N -
NEEDS AND DRIVES . .
and . . .
FRUSTRATION -~

i @

A, To.examine frustration as one of the key elements in the dynamic

- theory model of human behavior,

B: To identify some. of the external and internal forces that produce
frustration. , .

C. . To analyze ways in which individuals adjust to frustrating situations
in- the work place, .

Evaluation: T ' “

. Participants will be considered to have understood these concepts when

they hive demonstrated that they are able to apply the learning they have
accomplished, both during home study and during the session, to situations
discussed in the meeting. In addition to the léader's direct parsonal -

- appraisal of the participant's progress, the degree to which-these objec- .

tives are achieved will be judged by the  following measures;_

A.  The ability of the participants to recognize the relationship of
various degrees of frustration to possible modes ofqefiistment in
the work gituation, . ’ - '

o ‘ I

B. The ability of the participants to apply concepts from their reading

and the content presentation ip a role-playing situation,

-~

Pre-Meeting Preparation:

Completion of Work Agsignment-4.

- : 102
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"L

. B.  Case study (if it is to be used)
- l
C. Readmg as discussed at corclusion of last meeting. °
Timothy W. Costello arlld SheldonS. Zalkind, Psychology in
Administration: A Research Orientation (Englewood
Cliffs, N, J.: Prefntlce-Hall 1963) pp. 131-138. r
Harry Levinson, "The- Psychologist in Industry, " Harvard ,
Busmess Rewew, 37:93-99, September-October, 1959,

>

D. Suggestions for resea c/:h task force~ on frustration..

Norman R. F. l\ea_ier, Frustration: The Study of Behavior
‘Without a Goal (New York: McGraw-Hill, 1949).

Richard S. Lazarus, Psychological Stress and the Coping
Process /(New York: McGraw-Hill, 1966).

' Especxally Chapter 1 which deals with the definition
of stress, identifying it as a psychological problem, ‘and
‘Chapter 6 which deals with how personahty influences

% adjustment to stress. .
eed Lawson, Frustration: The Development of a Scientific
Concept (New York: Macmillan, 1965).

3

" Materials Needed:
Chalkpboard or portable easel with pad. (
"Chalk or marking pens. |

l_,:lLl -through | T- 18x| . ‘ w’ ~ \

Overhead projector. | - |
| F-11 | (o%txonal film presentatlon) ‘. |
16 mm projector, . - '

Sufﬁment copies-of the followmg
~ Form 2 -- Report on Readings —
. Form 6 -- Post-Meeting Reactionndire , .
" " Form 8 - Viewer's Film Critique - AR
-Case studies -- alternate activity. ‘

Opening xthe Second Half of the Meeting
State the objectives for the second half of the meeting in your own words.

Outlme brlefly the sequence of activities that will make up thlS portion )
of the meeting:

A. Content presentation-on frustration.

B. Group inventory of orgamzatlonal frustrations
and modes of adjustment.

C. Role playmg of frustratmg library situation.

, 103 . .
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L ‘ T 13 Optional Film Presentation. ) ) \;.Ig;;”,
‘ E. Su,mmary’ and briefing for next session.

! . . Frustration

‘ In addition to the material presented in the Study Gulde 2.23), the
leader will find useful Maier'sl description. of the differences between

/ motivated behavior and frustrated behavior. A popularized, brief pre-

sentation of frustration in the work situation as presented by LeviZ may ?
. . also be helpful.

N B .
N -
N

To emphasize the dynamic relationship between frustration and agg;ession
in-the work situation, the leader may wish to open with a quote from
Levinson (one of the articles suggested for pre-meeting preparatlon) ,
\ . .
: In organizatiohs “there exist, and ‘will akvays
. exist, hostile feelings, and...the best .way to
" deal with them is to devise organized and con-
trolled ways for their discharge. Hostile .
feelings can‘be: dispélled constructwely if .
/they are d1rec\ted toward the solutlon of problems
. . which engenderkd them. ..there will be little -
3 satisfaction in the expression of hostilé feelirigs

- _ unless they are expressed to someone ih ) >
authority. u3

A. Content Presentatlon ' o T, .

It is suggested that the leader igtersperse ¢
as-he proceeds . with his content presentation

following transparencies .

N =\ ) R
N -~ Frustrations: External and Internal

Frustratjons are always unpleasant and can be -

painful (such .as grief). Although frustration does

not always lead to aggression, -it may cause one to

seek other means of reaching a goal, .or give up

the goal altogether, at least temporarlly Frustra-
~-= = ""tion may elicit emotional re actlons such as.

.

iNormanR F M‘aier, op. cit., pp 159-161; this material also
appears in Costello and Zalkind, op. mt pp. 137-139. -

LennartéLew, Stress: Sources, Management and Prevention .
(New York: Liveright, 1967), pp. 97-109. -
3Levinson, op. cit., pp. 97-98. '

104
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anxiety. Research seems to indicate that frustra-

** tion in infancy’plays an important part in the .

development of one's personality.

-~

" External frustratlons mclude pr1vat10ns (poverty),
lacks (freedom); logses (people and things); bar-

riers (restraints); parents, teachers, significant

others (restraints); pain (injury); potential harm
(threat of possible pumshment), sqcial restraints;’
mor4l restraintss ..

Internal frustrations include: body deformity; in-
adequate physique, poor eyes, deafness, internal
psychological inhibitions, fear of fmlure fear of
ridicule, feelmgs of gu11t

8 -— Di)scipline as aFrustratiori '
b

Discipline, the need to.subordinate oneself to
someone else's will, is a very real form of
frustration for many in the work situation. Tha

- boss may be a poor- manager, be vague or give

contradictory orders, he may nag or reprimand
employees whether they are right or wrong.
Despite such frustrations, the employee may. have
to keep calm, hide his-anger by clenching his
fist in his pocket. This can continue indefinitely
without seeming outwardly to harm the worker,
but it often results in a state of tension which may

severely limit the employee's effectweness and~
well being,

T-18 |. -~ Mental First Aid

-«

Often'a person frustrated at work tries to relieve .,

_ liis frustration by "getting it off his chest." Most

people are very adept at providing a band-aid when
an associate cuts his finger. Itis just as easy to

‘give the same kind of elementary assistance in

the mental sphere. Such "mental first aid" is
easily applied -- let the frustrated person getlit
off his chest. This is a great relief for most
people. Frustrations become less perplexing and
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fr1ghtemng when one has the opportunity of , = \-..
expressing.them in words. The best form of ’

"mental first aid" is. sxmply t6 listen -- not to

. give !'good advme o, ’ . ) /
’ < .
e . . v

* B, Participant Activityz., ~ - Y . | S
Group Inventory . IS o
The leader might conclude his lecture by listing on chalkboard or
flip chart orgamzatlonal barriers, as suggested by the group -~ barr1ers
that tause frustration in the work situation.

Such anh-inventory might be written in three columns: first, the’zi)arriers

as suggested by the group; next, for each cause of frustration list possible
‘modes of adjustment the worker may seek, again as suggested by parti-

cipants; "and in a third column, list alternatives to those barriers that -

may eliminate or lessen frustrated behavior -- these alternatwes too A
.+ ghould be suggested by the. group. | . C s
NS ; AN,

, ,r(k\‘or example, the mtroductmn of automation into a library may give rise .
toa barrier: it may create pressures which will lead to frustration in the
Q.ndi\/idual and result in poor morale, thus being a detriment to achievement
of ovérall library.objectives? In other words technology may cause »
problem\s which are not technological but personal. If the”situation is to
be alleviated, -the psychological limits of individual adaptability must be
taken into ‘account. One solution might be allowing employees to help plan ,
for and be‘involved in‘itroducing the automated processes. )

“ "J N . -
C. Participant Activity: R
Role Playing . -
A role playmg sequence might be used advantageously to demonstrate
degrees of frustration and possible modes’ of adjustment. The leader
should ask a volunteer group of 4 to dep1ct the followmg situation;

a

» ’ A new referenbe librarian is assigned untrained

to a busy reference desk sta.ffed by the head of

the department and a non—professional of con-
- Siderable experience. A demanding patron enters

the scene which further confuses the trammg “

S1tuat10n - , -

. ) ' :’f

The leader should allow the role playérs to formulate what they intend tcjf
do, but should be available to serve as a resource person if they reque‘s't.

106,
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‘While the role-play group is bnefly decldmg how they will proceed in v
their presentation, the rfest of the class might discuss together some of
the data on fristration bpought_: out in Work Assignment 4, considering .
esg’é'cially answers to these questions: ] ' Y
. . 1. What kin:is of .conditions or actions are .
"’/\\ .o e frustrating to you in your work situation ?
4 - .
- 2 How do you adjtist to frustrating situations ?
After.the role play, the leader should initiate the d1scussmn with ‘such ]
questlons fas: 1 " . -
N\ . ) -
TN 1. * What instances of frustration were
- demonstrated in the role play ?
¢ . : ] . «
. 2. What kinds ‘of feelings were present in the
.- patron, the new staff member, thé'department
: head, m§e non-professional staff member ?
3.‘ In what ways coufd-problems in this situation -
" a ’ . be alleviated ? " . -
Zternate Partlclpant Activity &
Case study120 in Lowelll. might be used followed by'group discus-~ )
sion focused around questmns which fTelate to frustration in the work
" situation. . : i
-D.  Optional Film Presentation
I__F-_Tl "Change--Training Teachers for °
Innovation" *
) This film dramatically portrays brainstorming ag
a way of learning in small groups. It is parti~
cularly useful for us to see this film at this time o N Rk
because next week we will be trying.out the ‘ ’
technique ourselves in buzz-group discussions.
The film takes 26 minutes and should be followed if time permlts by some” -

group discussion during which the most 1mportant pomts are brought out.

'Mildred Hawksworth Lowell, The Management of LiBraries and
Informatlon Centers, Vol. 3 (Metuchen, N. Jd.: Scarecrow, 1968),
PP-. 98 99,
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E. . Summaty and Briefing for NextSession ,
'L’boking forward to the next topic for discussion, which is
hgg'ression, the leader might re-emphasize that although aggressijor is
one response to frustratxon, it is not the only and inevitable consequence -
~ of frustration. . As has been seen in the meetmg today, a person's
reactions to frustratzon to some extent at least, depend on the .indi-
v1dual's interpretation of the thwartmg s1tuatzon
1} Ay
Some films relevant to the course content which might be suggested at -
this point for mdependent viewing are the followmg, the first in relation”

to the meeting just coming to a cloiand the other three in preparation

for the next meeting:
&

. ] F-12 |- 'Mean\fngilre in People™

(22 mmutes)
- L. IF-I3 I—

"Bmght Young Newcomer"

"Anger &t Work"
, [ F-14 |-

(Zl\mmutes)
\° [F-15 |-

k]

(8 minutes) ' . v

»
"The Trouble with-Archie"
(10 minutes)

- In recommendmg eading for the next meeting, the leader mxght wish to

consider the \follow1
. AN
Onaggression: '

' Elton B. McNeil,

suggestzon.'a

* 1

¥

sychology and Aggression, ' in Timothy W.
Costello and Sheldon S. Zalkind, Psychology in Administration:

° A Resedrch Orienta jon" (Englewood Cliffs, N. J.: Prentice-
Half, 1963), pp. 139- 1‘4\

r

On pumshment
_ Ernest R. Hxlgard Aand Richatd C. Atkmson, Introduction to
Psgchologz. 4th ed. (New York: Hlarcourt, Brace and World, .
1967}, pp. 356-359. - -
(The section entitled '"Reward and Pumshmeht in the-

Control of Learning. ")

-

- Gene S, Bookér, "Behavioral Aspécts of Disciplinary Action, " !
. Personnel Journal, 48:525-529, July, 1969. Readings.

*

Before the clags ends, the leadér should distribute copxes of ‘the following,

- - as appropriate:® -

5\
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Work Assignment 5 . ¢
Form 2 -~ Report on Readings L
Form 6 -- Post-meéting Reactmnna.lre

. Form 8 -- Viewer's Film Critique

Case studxes, if they are to be-used at the next meeting, -
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Unit 2, Section 2 SR o - ‘

AGGRESSION =~ -

Sun;mary Qutline for Meeting on:
AGGRESSION

and e .
‘PUNISHMENT o JaSI—

Objectives for th‘e First Half of the Meetig:_.

<

. A, .. Toexamine aggression as one of the key elements in the dynamic
theory model of human behavior. . A

B. 'To analyZe types of aggressive behavior in the -work place.
C. . To consider the manager's role in situations in which aggression is
a factor. : ~ ,
- . Y I -t
Evaluatibn ,
v PUR : Participa.nts will be considered to ha.ve understood these concepts when
‘ ) they have-demonstrated that they are able to apply the learning they have -

: accomplished, both during home study and during the session, to situa- _ .
tions discussed in the meeting. In addition to the leaderis direct personf> = ~’
appraisal of the participant's progress, the degree to which these objec-
tives are achieved will be ju"dged by the following measures:

e e e e

——a e

.-

: A.‘> The a'i)ility of the participants to recog'nize signs and causes of ,
N -aggressive action through participafion inor observ&ion of a . PR
simulated exercise. )

B. The ability of the participants to ‘recognize and describe aggression L
emponees. )

'C."  The ability of the participants to suggest solutions to problems of
aggression in the work place as identified by the grouyp. . “

110
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Pre-Meeting Preparation:

i

A. Completion}aof Work Assignment 5.

" B. Casestudy (if it is to be used).
C. .Readmg as dxscussed at conclusion of - last meeting,.
Elton'B. McNe11 "Psychology -and Aggression, " in Timothy
w. Costello and Sheldon S. Zalkind, Psychology in
Administration: A Rescarch Orientation (Englewood Cliifs,
N.J.: Prentice-Hall, 1963); pp. 139-149. '
- RN
D. Suggestlons for research task force on aggression.
‘Leonard Berkomtz, ed. Roots of A _Aggression: A Re-Examination
of the Frustra’aon—ggressmn Hypothesis (New York;
Atherton, '1969). ‘ ’

Materials Needed: T

Chalkboard, -or portable easel with pad.
..Chalk or marking pens.

Stop watch, or clock with easy-to-read second hand.

Sufflclent copies of the followmg ‘
- LH-2:1 | :
H-2:2 )
. Work Assignment 6 -

* Form 2 -- Report on Readmgs

- Form 6 --,Post-Meetmg Reactionnaire

Form 8 -~ Viewer's F11m Crltique

L

* + Opening the Meeting: . : ¥

State the objectlves for the f1rst half of the meet1ng in your own words.
Outline br1ef1y the sequence of activities that will make up this portlon
of the meeting:

A. Content presentation on aggression.
.. - -- -~ B. -Simulation exercige designed-to arouse
' feelings of aggressun resulting from
frustratlon -

s

A. Content Presentation:
Aggression .
In- addition to the content suggested in the Studg Guide (2.24), the
leader may find it helpful to refer to McNe11's dlscuqsxon of defense

111
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mecha.nisms. 1 It should be pomted out in this connection that defense
mechanisms, ‘if they do not dominate behavior, are normal coping

. mechanisms essential for meeting adjustive demands and maintaining
psychological equihbrium. The administrator must do more than identify
and label such mechanisms, he must understand their underlylng dynamics.
With such understandlng, the -behavior of individual employees will ecome
more mea.ning’ful and perhaps more tolerable.

’ .

In connection with his discuss'ion of defense mechanisms, tlie leader
might effectively uss | H-2:1 l, which lists a variety of coping mecha- .-
nisms-and relates them to the work situation.. Ths 1ist is- based on :
McNeil and supplemented by Costello and Zalkmd.

| H-2:1 [ H-2:1 | -- Adjustive Reactions to Frustration,
Conflict, and Anxiety

At an approprlate point in’ the lecture, the leader
distributes this handout, indicating how sucha |
chart might be helpful to the manager in his
attempts to understand the behavior of employees.»

. Participants-should-be-asked-to-cite-examplesof =
aggressive behavior as they have. seen-gr exper-
ienced it in their own work situation, and the
discussion should then be focused on understanding
the dynamics of such behavior,”

" B. ' Participant Activity:
" Simulation Exercise®
., Divide the class into groups of 8 for a simulation exercise which
- provides participants an opportunity to experience feelings of aggression
resulting from frustration; a situation often prevalent in work groups.
In addition, it is designed to'give individuals & chance to view their own
behavior in a simulated situation, .

H
-

Participants not selected for the groups of 8 will serve as observers and
should be instructed to feel free to move about among the groups and pairs,
but they must not talk to individuals in the groups-of 8. Observers should

IMcNeil, op. cit., pp. 139~149. (Suggested pre-meeting prepara-
- tion for group).
2Ibid.; pp. 148-149. )
3Source of simulation activity: J. William Pfeiffer and John E.Jones,
A Handbook of Structured Experiences for Human Relations Training,vol. 2
(lowa City,Iowa: University Associates,-1970), pp. 66-69.
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be 1nstructed to look for what helps the groups in their activities and
interaction and what hinders them. : .

o "

*

Within each group of 8, individuals should be assigned a partner --this
assignment should be arbitrary, though it does not have to be based

on any particular criteria, The room should-be adequate to-allow each
group-of 8 to talk togethér as a giroup and to talk together as pairs with-
out dlsturbmg each other!s conversations. ° Each cluster of 8 should be

fo " seated as illustrated below.,
0. O
-‘ . . ,P
.
2 ’,’:, ‘J\ . N
N , /
r‘j’.‘-;‘;”::”/ Ny -
PRV I
I I N~ _ ‘
. Y o o |
s S Yy 6! . . '
» 7
© Y - W
AN - " g 5

0 o0, -

After the groups of & (referred to below as "clus}:ers") are formed a.nd
further subdivided into diads, the leader'may wish to introduce the exer-

cise by saying:.

In simulation and gammg, if one picture is worth -
a thousand words, then one experience is worth a
thousand pictures: The title of this gaming exer-
cise is "Win as much as you can, " and you are to
keep that goal in mind constantly during the 20
minutes that the game will be played.

2

- Give each individual a copy of the tally sheet
H-2:2 land ask them to study the sheet individu-
ally fo.- three minutés. Call attention to the fact
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that the action involved in the game is to choose

for each round either an '"X" or a "Y" as indicated

in the first lineé of directions, . At-the end of the -, |

three minutes, each person is asked to share hig ‘
" understanding of the game-with hig partner., |

- . After three minutes, read the followmg directions’
aloud: - .
] . ~

A, The title of this gaming exercise is "win as
much as you can," You are to keep that.goal
in mind during the next twenty mmutes. .8

[ &

B. There are three key rules:

o\ i .
wmwm- - == -- =%, Youarenotto confer wiﬁh'other members .

. . . of your cluster unless you ste given
. . ‘ specific permission to do so—The “‘prohibi-
- “Hon applies to non-verbs as well as verbal

3 : ) communication. : S :

- - o, \ ~ -
N . \

2. Each diad must agree upon a single choice
for each round. = . s L -

' 3. You are to ensure that the other meinbers
- . "~ ofyour cluster do not know your ‘diad's

] / - . choice.until you are instructed to reveal it. ;
. |
\
‘ . . . C. 'There are ten rounds to this exercise. During :
. ) , each round you will have one minute to mark

your choice for the round. You may now mark
your choice for round one. Remember the
rules,

1. (After the lapse of one minute,) If you have
not -marked your choice, please raise your
hand. (Make sure that everyone has com-
pleted the tdsk before you go on, but keep
them moving.)

+ 2, Share your decisioﬁ with the other members
of your cluster.

~
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3. Score according to the chart on the tally
.sheet..: s

R @ . -
Y ) ) D. (Continﬁes the 'game as follows:)
1. You have one: mmute to mark your decision
* - for round two. v .

2.'Has everyone-finished ?
3. Share and score.

E. (Continue the game in round three as before.)

o
»

F. (Continue the game in round ;f,ou}:as,before-:,)f

G. Round five is a bonus round. You wxll note
that the tally sheet indicates that all amounts
. * won or lost will be multiplied by three. Be-
' fore I ask you to mark your choice for thid
- round, I am goitig to allow you to discuss this
exercise with the other- er-members_of your —
- —--- —- - -cluster. "Aftér thé group dlSCUSSiOH” “you- and--
¢ , your-"partner" will have one minute to dxscuss
] your decision as before. You will Have three
minutes for group discussion. (Stop discus-
e sion after three minutes). “You and your
"partner' now- have one minute to-mark your
-decision for round five. Remember the rules
’ . are now in effect. . (After the-lapse of one
o - s 4’ minute.) Has everyqne “mlshed'? Share and *
* ) _ score. T
H. (Continue with round six and-seven as done in
- -—=—-_ . rounds one through four. )
. L (Round eight is the .same as rou‘n—d f;e except
that the .bonus value has mcreased from three
to five times par.)

Jd. (Continue with round nine as done in rounds
one through four, and six and seven.)

K. (Round ten is the same as rounds five. and eight

X S . : iy

RIC L | \
JAFuiiText provid Ic . s
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e




is

- -

except that the bonus value has now increased
to ten times par.,)

L. (Compute the net score-as a cluster from the
. four diadic "scores.) (Example: +18, -21,
+6, and +2 = +5, etc. .It is possible for each
cluster to score +100, e. g., 425, +25, +25,
and +25, if they all choose "Y", the collabo-
ration option, on each round.

>
@

After the exercise, the leader then opens the discussion of the process
-during the simulation. Key quest1ons to ask: .
P ~
1. - ‘What-were the primary sources of your
“frustration ? (Peopie ? Situation ?)
2, Did you see aggressive behavior in yourself -
", or your partner ? The other members-of your
octet ? :
3. How did you resolve your feelings ?
4, How do you feel now toward other members-of
- T~ + 7 your group ? .
| ‘5.---.How ' great a motivating factor was the score

hard

oo . you as an’ individual pair earned ? How great

a factor wasg your small -group score ?
6. Didyou feel cooperative, competitive, .or
) ' aggressive ? Did your feelings tend to change
K as the game progressed ?

v
’

These questions should be directed for the groups of 8 to discuss among
themselves first, then, if there was more than one group: of 8, the informa-
tion-should be shared among these groups, The observers (those not:
assigned to an octet group) should comment on théir observation of behavior
of the pairs ‘and groups during the task assignment after the groups
have sharad their reactions, information, and comments.

| The leader has two functions in this exercise -~ instructing the group on
proced“ures, and"leading the discussicn focused on the process.of the
simulat{on. SN ,
All members of the group should be encouraged, but not forced, to share,
their reactions to the game (i. €, situation) and the participants (people)

actually playing the game. v

It is particularly important that the leader conclude by making clear the

116‘ o
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purpose and intent of this part of the session. Information ’frém this
exercise may be valuable in understanding individual and group reaction

to aggression and frustration, and in understandmg$ow reactive feelings

are-affected by situations and people.

_ Case study 143 in Lowelll might be used as an alternative to the
simulation exercise suggested above. Questxons for discussion should
bring out the content of the lecture and reading relative to aggression in
the work place’

i ‘. . 1

L0 B B e, N

1Mildred Ha ksworbh Lowell, The Management of leranes and
Information Centers, Vol 3. (Metuchen, N,J. : Scarecros, 1968), pp.

154-156. S
.d: \\

Alternate Participant Activ ity: e -




PUNISHMENT

Summary: Outline for Meef;ing on:
AGGRESSION
and -

_PUNISHMENT

-AQ‘

¢

ObJectives for- the Second Half of the Meetmg

A To examine ptmishment as oné-of the key elements in the dynamic
‘theory model of human behavior.

L3 oo )

. To distinguish between punishment and. discipiine.
To anglyge the effedts of puni_shment in the work place. vad

To consider the role of the manager in relation to the use of
punishment, . -
< _

Evaluation: ) -
. The degree to whlch these obJectwes are achieved will be Judged by the
ability of the participants to apply the learning they have accomplished,
both during home study and during the meeting, to sxtuatxons dxscussed
in class session.

k4

Pre-Meeting Preparation:

A.  Completion of Work Assignment 5.

A

B. Case study (if itis to be‘used).
C.. Readmg as discussed_at conclusion of ldst meetmg
Ernest R. Hilgard.and Richard C. Atkmson, Introduction'to
Psychology. 4th ed. (New York: Harcourt, Brace and
"World, 1967), pp. 356-359.
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Gene S. Booker, "Behavioral Aspects of Disciplinary Action,"
Personnel Journal, 48:525-529; July, 1969. (Readings.)

.t

D. Suggestions for research task force on punishment.
Erling E. Boe and Russel Church, eds. Punishment: Issues
SN and Experiments (New %r( Appleton-Century ~Crofts,
- 1968.)
- Kurt Lewin, A. Dynaxmc Theory of Personahty New York:
McGraw-Hill, 1935). Espécially Ch.: 4_ ,

~ .
’ . . — N o

Materials Needed e o T~

Chalkboard; 6F portable easel with pad ) \ .,

‘Chalk or markmg ens.
[T-19 d [T-20 |. - y

Overhead pro;ector .
Sufficient copies of the followmg L
| H-2:3 |

., Work Asmgnment 6. ’

Form-2 -- Report on Readings . !

orm 6 --= Post—meefmg Reactionnaire
Kjorm 8 -~ Viewer's l%‘i\lm Critique .
[4 N ra
eXneetmg

Opening the second halif of the. .
State the objectives for'this portion of the meeting in your own wards.
AN

. N\

Outline briefly the sequence of actw ies that W1ll make up thi
meetmg . \ N

1

’ . A. Content pre entation on punishment.
--B. Buzz groups to disc ss the effects- of punish-
ment and to develop guldehnes for the use of
pumshment in the hbrary
C. Summary and briéfing for THext session.

A.  Content Presentation:

Punishment <

In his presentation, the leader should emphasme the fact that punish-
ment is not synonymous with discipline. Discipline refers to any method
used to guide or control behavior and frequently it may take the form of
reinforcing and encouraging action rather than punitive a:{d repressing
action. Punishment, on the other hand is a form of counte&-aggressmn.

» - 119 = | N
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iR : ' \l T-19 | - AggressaQre Behavior
N 4 :

\ T\is transparency shows\m cartoon form an
) ‘\.\ . L ) 1nd1v1dua1 who'needs moneg\badly for his self-

N - - maintenance and survival. responding to this )

N : : .need. he considers a fonm\ofaex emely aggressive
N . ) behavxor, which 1s apt-to_le

R s " While the aggressxve act would more completely
‘ and 1mmed1ate1y satisfy his need, he fears it
" becguse of the Ppunishment he anticipates. But
, the adaptive alternative is less satisfactory for it
. . . will yield him much Jess money and it-will take—
- . him a long time to earn the monqy.,, “Thesé draw-
N backs cause him considerable anxiety and he

. Possibly ke is turning his aggressive feelings on
. , himself in this dréam;. as if he were punishing
hlmself for choosing amw adaptive form of behavior.

~ dreams that-he-wili have troubles as a carpenter.
\ -

During his presentatxon, the leader mi ht ask a question such as the

) \ following, and in this, connection | T-20 ] .could be shown -t
TN s What kinds of pumshment can ongamzations .
© - ¢ inflict ? :Directly or indirectly ? "
- < Crmy \ -
- X . . \ﬁ .
|_T-20 | -'-- Exclusion from the Group-as
_ Punishment. ) \\ ) 3

B

"Research shows that one of the most sé\(ere forms
of punishment is -exclusion from the group, or un-.
favorable comparison or ridicule by those\jn an

‘ ‘ individual's work group. To feel atcepted: and
) " part of a group 1s a human need. - - R

During the lecture, participants should be asked to give examples of

ugishment as they have observed it being ddministered to given 1nd1v1dua1s
(who should not be identified) in a work situation.
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B. Part101pant Actw1ty
" Buzz Groups . : . s
To emphasize some of the effects of pumshment in the work placz,
the leader m1ght make. use of | H-2:3 Iat this point, by relatmg it to the
followmg activity. e L w . . .

. ..

By way, of mtroductlon, distribute the handbut and ask that partlclpants
respend to the suggestions presentled in the last)paragraph on the mana-
ger's use of pumshment in an orgamzatlon - .

““Iriform the participants that they will be given - five
) . minutes to study this handout and analyze- the ™
. ' . rationale’ of the authors, and thafithen they will
T . be divided 1Vr_1t£}/)uzz*group° for cussm‘n.. :

: After five minutes, assign the participants to

¢ o I;uzz groups of 4- 5, asking each group, on the: -
" pagis of this statement their reading, the pre~
class di ,. and their wark experience,
raw up some guldelmes on the use of punish-

" ment In m a library organization. -
The suggesuons 1dent1f1ed by the buzz groups should be written down by
one of their members and then combined with those of the other groups
on the chalkboarfl or portable easel, The lists. as presented will probably
fall into two general categories which could be listed separately: (1)
cautions in the use of punishment based on objections to it as a. means of
controlhng behavior, and (2) S1tuat10ns in which punishment can be
‘servmeablez .

» .’

'~ The cautionary list might include such items as:

The results of punishment are not as predictable
\ as the results of reward, and therefore great
., caution is needed in its use.

Punishment only says "stop" and by itself may
lead the person punished to substitute an even

moré undesirable action. "~ .
~,
Research shows that sometimes pumsh*nent fixes ~.
behavior rather‘than eliminates it.
B . ¢ .

> o~ b o

‘ o
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A byproduct of bumshment may lead to dislike of
.the manager JInflicting the punishment, or to dis- .

el like of the type of work activity that provided the ' .

. v . background for ‘the punishment. ;

. / . ' ‘Pumshment is less effective than revg?.rd because i
. ) it supprésses a responge, but does not weaken it. . o= ‘

i3 LY J

e . ‘ -
. . Severe punishment may upset the person so much

that his over-all effectiveness is greatly, s
lessened . ) ) _ . ‘

” 3 v
*

Occasions when plmi‘shment;mightibe serviceable could include:

. Punishment.rhay be used gffectively to eliminatée’ )
. an undesirable action, if alternative résponses
" are ava.11ab1e that will not be punished or reWarded.

. - o _Mild pumshment can be informative and serve to
- .- redirect behavior. ' v

) -
A S N H . P

The threat of punishment can be a s1gna1 to avoid
punishment, vy ‘ o
- N > 2 N .

. , These are only some of the possible suggestxons that could be made. The
effectiveness of each group's.suggestions should be commented on by the .
group as a whole.  The leader might want to stress that there is no "final

» solution" to the coqupiex question as‘to how punishment should be used,

./ but that by pooling ideas and experiences, everyone becomes aware of
" the range of effects that punishment may have on the individual being .
pumshed

* vy

B f . R R &
[ A

. - An interesting and useful way to -rount ¢ out the discussion is to ask the ‘o -
same buzz groups to develop zTnswers to the questxons

b ' e (1) How do the kinds of punishment mfhcted by

S / ”, - a library organization affect the climate of

PR ’ . . - thatorganization'? .
.. . - _'\ A\ 2) What are the short :mcHong—term results of

> ‘ ' v , any changes in ¢limate that may occur ?

I

' co S e 122 '
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: - Alternate Partxcxpant Activity: : .

: : Case study 137 in Lowell1 mxght be used, ,followed by small-group
N : discussions to brmg out concepts relative to punishment that may seem

réleyant to the group. | {such questions. as the follomng mght be _asked.

. Yo I . .

] What is the problem ? _

e S ; ‘How-can it be described ?_ T §
' ) What are-the facts ?

. : - . ; How should these factors be evaluated ?

ol N { What action should be taken-?

. ' €. Summary and Briefing for Next Session - o
The leader should conclide the meeting- -with some general comments
on the highlights of ithe .session, and then make some suggestions about
- preparation for the/ next méeting whichwill cover the last of the key . X
elements in the dyhamic theory model - anxiety —- and will surs urvey brxef-
. ly a vamety of personahty theories.

The followmg readmgs mxght be recommended

. ’ -~
. . < n_ % . o
. v -
-, . °

On amnety c e ’ ‘ &
X > ' Txmothy W. Chstello and” Sheldon S. Zalkmd Psychology in Admin-
T istration: A Research Orientation (Englewood Cliffs, N.d.:

Prentice~Hall, 1963), pp. 150-167. 1

IS

& Rbbert H. Schaffer, "The Psychologxcal Barriers to Ma.nagement
e Effectiveness," ‘Business Horxzons 14:17-25, April, 1971.
: f (Readings.) . N \
0 W. H. Weiss, "Breakmg the Fed.r Barner, " Nation's Busmess,
" 59:64-65, July, 10718 (Beadmgs ) ' o ¢ )

On personality theones 0 : -

nest R\ Hilgard and Richard C. Atkinson, Introductxon to
P‘sxchologg 4th ed.- (New York: Harcourt, Brace and World,

= . "1967), pp. 462-485.\ . .
Gordon W. "Allps rt, Pattern and Growth in Personality (New\York
Holt Rmehagrt ,and Wmston, 1961), pp: 22‘33 ~
o; B T . , -
* . < . . oy o
. ) .4 - v

- . R . +

¢

- 1Mildred Hawksworth Lowell, The Management of Libraries and
. Information Centers, Vol. 3. (Metuchen, N. Jo: Scarecrow, 1968), - -
o . pp. 141-143. L

' e »
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;
Before-the class ends, the leader should distribute copies of the following,
‘as appropriate: . .
Work Assignm'enth : ‘ . S . "
. . ..Form.-2 ---Repoiton Readings _ - o< R
~Form 6 -- Post-Meeting Reactionnaire, . - N '
. Form 8 -- Viewer's Film Critique -~ § - ’
1 " ; « | ° ’o
- . o
. . ’ : LY %
- Iy
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- : R " ANXIETY - E o

" . Summary Outline for Meeting on:
ANXIETY -
and TN y .
OTHER THEORIES OF PERSONALITY

4

Objectives for the First Half of the Meeting:

4

A. +To éxé.;min_e anxiety as one of the key elements in the dynamic theoi'y
e " model of human behavior. ) '

B.  To recagnize ways in which anxiety is expressed in the work place.

.+ " C. To qogside'r’the effects of anxiety on management. *

3
PR §

D.” To consider, strategies for minimizing the inhibiting effects of
" anxiety and maximizing its positive effects.

Evaluation: , ‘ . '
‘ The degree to which these objectives are achieved will be judged-by the
ability of the participants to apply the learhing they have accomplished,

both: duri.ng home study and during the session, to situations arising in
the:meeting.*- * - )

-

3

Pre-Meeting Preparation:

A.  Completion of Work Assignment 6.

= B:* Reading as discussed at conclusion of last meeting.
Robert H. Schaffer, ""The Psychological-Barriers to Management
Effzctiveness, " Business Horizons, 14:17-25, April, 1971. ‘
(Readings. )y : ‘
W. H. Weiss, "Breaking the Fear Barrier," Nation's Business, o ’
] 59:64-65, July, 1971, (Readings.) ‘ ‘ T
Timothy W. Costello and Sheldon S. Zalkind, Psychology in - .
Administration: A Research Orientation (Englewood Cliffs,
N J.: Prentice-Hall, 1963), pp. 150~167. .

125 I
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C. Sug‘gestidne for research task force on anxiety.
Rollo May, The Meaning of Anxiety (New York: Ronald, 1950),

v,

ppP. 190-236. "
Robert Presthus ,The Orgamzatmnal Society: An Ana1L1s and
, Theogx (New York: Knopf, 1962), pp. 93-134.
James J. Rago, " "The Unmentionable: Our Own Behavioral

‘Difficulties, " Business Horizdns, 14:59-69, August,1971.
.o r . K R * ’ ‘
¥ Materials Needed: . ’

n

Chalkboard,. or portable easel with pad.
‘Chalk. or markmg pens
- T-21

Overhead pro;ector. . ‘ ’

Sufficient co ies of the followi.ng, as appropnate-
I H-2:4 . .
Work Asmgnment 7 i R .
Form 2 -- Report on Readings
Form 6 —- Post-meeting Reactionnaire
Form 8 —~ Viewer's F ilm Critique

LN T

a

Qpemngthe Meetmj T g L
State the objectives for the f1rst half of the meet1ng in your own words,

Outline briefly the sequence of activities that will make up this part of
the meetmg .

A. Content p'resentation on anxiety.

B. Roie playing. . . /
, ‘ VL
- A, Content‘Preeentation: 2
Anxiety
yin addition to the content presented in the Study Guide (2. 26), the

leader may find helpful the material in Schaffer's arttele ‘on ways to over-
come anxjety barriers to management effectiveness. This article not
only shows how anxiety can affect the manager in the work situation, but
also sgggests, some specific steps the manager can take to minimize the
inhibiting effect of trying to escape from anxiety. 1. '

It is suggested that the leader bring out the varying degrees of anxiety,
' 1Schaffer, op. cit. (Readings.)
126
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Designs ‘for Learning
making the point that while severe anxxety is very harmful, mild. anx1ety
may actually be famhtatwe. .

t

The relationship between anxiety and physmal pain has been the subJect
of considerable research, some of which is reported by Levi, ! and may
be useful to the leader if he wishes to emphasme this subject. A trans-

parency may also be uséd in this connectlon. ot .
" [T ] --" Relation of Anxiety to Physical Pain

This transparenpy .attempts to show that a person
filled wjth. free-ﬂoatmg anxiety is prone to feeling
\ . pain, -and the feeling of pain has a cumulative
L éffect, he1gh+empg the anxiety further.
. -It has been est1mated,that due to anxiety 6% of
- men and 2% of women develop peptic ulcers at
some time during their lives, and illness of this
nature not only causes great personal discomfort
.- to the many individuals involved, but also results 9
in the loss.of millions 6f working days every year.

To distinguish varying degrees of anxiety and rgsultant effects on behavior,
the leader mlght pass out | H-2:4 lat an appropnate point in his
presentation. 3 .. ’

| H-2:4_ | -- Effects of Anxiety

This chart shows in summary form the compara-
tive effect of d1ffer1ng degrees of anxiety. A

slight amount of anxiety has-been shown.to facili-
tate productive behavior while severe anxiety
can distract the individual and interfere with his

performance and achievement, * s

1T.ennart Levi, Stress: Sources, Management, and Prevention.
(New York: Liveright, 1967), pp. 20-61.
‘ ZIbld., p..60. ) o
) Data presented in the chart andin the related discussion are adapted
from Timothy W, Costello and Sheldon S. Zalkind, Psychology in Admin-
istration: A Research Or L;.entatlon (Englewood Cliffs, N, J : Prentice-Hall,
1963), pp. 154-156, ¥4

4
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There are studles which indicate that when the
circumstances focus attention on'the Ea_sic_ the
increased drive of an anxious individual helps

* him achieve superior performarce; when the R
focus is on the person+afd kispossible failure) '
anxiety tends 'to cause d1stract10n and lowered
performance. * '

_ Studies have also.shown.that high anxiety people-
and low ‘anxiety people react dlfferen <y to addl-
tional stress, '

A

* . Thus~ for high anxiety people' '(those seeking to
) avoid failure and fréquently anxiety prone) the
manager will want to be supportive, -assuming
some of the responsibility himself and.focusing,:. \
attention on the task --:not on the employee and e
whether or not he can perform. The manager will -
S . want to avoid presenting the work as a challenge

. and will avoid anxiety-producing demands. When

. high-anxiety people face achievement situations
' they should be protected from any implied threat
to their personal stake in doing a good job.

But for low anxieg people (success seekers with

a low potential for anxiety), the mandger will

want to present the person with the challenge of

the -situation, and can probably improve perform-
: ance by créating some anxiety in order to keep
> the levels of aspiration and performance high. -
The manager needs to observe those with whom
- : ' he works carefully, to observe their reactions in

e . performance situations, so that he can discern :

. _ which people tend to be success seekers with a
low potential for anxiety and which tend to be
failure avoiders prone to a high-anxiety level. y

In summary: the chart tries to show the generali-
oy zation that a slight amount of anxiety can be ~
facilitative, but that severe anxiety is distractive
and a barrier to effective behavior.
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In making the point that.anxiety can be a motivating influence, the follow-
ing quote from Carl Rogers may prove usefyl-m sumulatmg discussion
from the.participants,

~ .

It seems to-me that apxiety in its truest sense--
. ' the fegr of something unknown and unknowable; -~
is most likely to occur when the individual is just
on the verge o: 1iscovering something within him-
self which he has never experienced before. - In -
othe r words, I think of anxiety as being a positive -
step toward therapeuticgrowth, and that in ‘some
real sense (at least in therapy ‘andjﬁg-uess I'il
limit it to that at the monment), anxiéty is the .
cliént's friend, though it's rarely perceived that
, m Way. Anxiety tells him that just vt:hrough this
' " thin.membrane is something he has not seen and
not known and ‘which he regards as very frighten-
ing; but if you can let yourself into it, you'll

discover it isn't so bad after A"

B. Participant Activitys—" _ o . °
‘Role Playing : ' ’

_ The purpose of this act1V1ty is to have participants experience how .

they might actually handle a problem related to anxiety. The leader )

begins by drawing out from the group members circumstances in their ‘

job situations which have made them or their ‘co-workers anxious. The

aim is to get spontaneous descriptions of anxiety-producing situations the

participants are actually facing, and having thought about the subject in

connection with Work Assignment 6, they should have examples readily

in mind. From the situations briefly described by the participants, the

leader should select one (or more if there is time) that seems typical

en‘qugh to have value to many or at least several of the group.

Volunteer role players should then be selected to portray the situation,
. and the individual who suggested it should brief them as to their behavior.
‘ He should not however reveal his suggested plan or strategy for, dealing

ICarl Rogers, "An Afternoon with Carl Rogers," Explorations, 3:4 '
Autumn, 1965. Quoted in Jack K. Fordyce and Raymond Weil, Managing
With People: A Manager's Notebook of Organization Development Methods.
Reading, Mass.: Addison-Wesley, 1971,
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with the problem presented.

%

Followmg each role play there should be time for feedback and dxscussxon .

of the problem and the proposed strategy for dealing with it. .Perhaps _ y -
there should be a replay of the situation if some of the. group see the situ- '
-ation best handled in a different manner. During this discussion, the -

leader Should guard participants against trymg to .solve sxtuatxons with

generalities or platitudes. 2

i ‘
If the group seems hesitant aBout presentmg case situationg, th&lewef/

Jmight wish to get the discussion started by givmg,ﬂlustr’a'ﬁ?);s’of anxiety
in the work-situation, making them as real as possible in terms of the
participants' own experiences. For nxample, one,situation- in which man-
agers often face anxiety is in evaluating employees Ask the participants
if, based on their own work experiences, they have' found that employee
evaluation has caused them anxiety or if they hafve observed such a redc-
tion in'others. Then, after the situation has heen formulated, baged on
suggestions coming from the group, ask for volunteers to role play the

‘ _ situation\lg a manner which mxght reduce the anxiety OP the parj; of the

manager, N .. p . y

ot
N
Y

\

The leader should conclude this part of the meeting by summanzing the
most important concepts.

1
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2.3 'I'o p,rov1de an awareness of some different theories of personality’
and' their possible relevance ‘to understanding employees in the work
' s1tuat10n.
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’( OTHER THEORIES OF PERSONALITY
- Suntmary Outline for Meeting on: P S )
ANXIETY L e T

e
and e )

—OTHER THEORIES OF PERSONALITY - |

Objectives for the Meeting: o ' i

A. To examine brieﬂy a variety of personality theories.
B. To discover why it can be helpfil for the manager to have an under-
. standing of various concepts of personahty as he works with people. ‘

Evaluation:’

The degree to which these objectives are achieved w111 be judged by the

ability of the participants to apply the learning they have accomplished,

both during home study and during the session, to discussions and situa-
* tions arising during the meeting. .

Pre-Meeting Preparation:
A.. Completion of Work Assignment 6.

B. Reading discussed at conclusion of last meeting.
Ernest R. Hilgard and Richard C. Atkinson, Introduction to
Psychology, 4th ed. (New York: Harcourt, Brace and
World; 1967), pp. 462-485,
Gordon W. Allport, Pattern and\Growth in Personality (New
York: Holt, Rinehart and Win‘sg)‘n,’ 1961), pp. 22-33.

C.  Suggestions for research task force on personality theovies,
Calvin S. Hall and Gardner Lindzey, Theones of Personality. .
2d. ed. (New York: Wiley, 1970). \,

SN
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<o P ' Ledford J. Bischof, Inberpreting Persohality Theories. 2d. ed

a“

CR . (New York: Harper and Row, 1970). \ \ N
Salvatore R. Maddi, Personality ’I‘heonesXComparatwe "
‘Apalzsi's. (Homewood, I'Il :-Dorsey, ;968;,‘ “\ _ .

A

T Research task force participants w%érticular
- ' interest in Rogers may want to listen to some of

- _ the cassettes in the "Mental Health Inf-Pak!"
’ series by Dr. Carl Rogers. ' Five are of. parﬁcular
T ’ - intérest to this sectmn of the course: %,

\-
\v

' L] "Sharing Somethmg of Yourself" . \
' . l_ll ""The Place of Feelings and Emotions" RN ,
| . ' - . [.C=3"] "The Struggle to Become a Person" N

(I "What Are the Goals of Life ?"
- ‘ : "The Person of Tomorrow"

In addition, films from the series entitled
""Psychology of Personality’ might be recom-

- mended to a task .force ‘on personality, Particular-
ly relevant are the following: -

L . ‘ ‘ - @ Dr. Gordon Allport, Part 1
i —__IF-I'Z | Dr. Gordon Allpoft, Part 2 ‘

F-18 ] Dr. B. F. Skinner, Part 1. - S
[F-15 ] Dr. B. F. Skimer, Part 2
Dr. Henry Mur;agr, Part 1 T
WZT] Dr. Henry Murray, Pa;:'t 2 ’

F-22 A DF. Raymond Cattéll, Part 1 /,/V
Dr. Raymond Cattell, Part 2 ~ N
Professor Erik Erikson, Part 1

Professor Erlk Eriksdn, Part 2

€«

‘These films are all 50 minufes in length.

s | 134
434 \




»

—~ Q_’ R - ‘B\Nv - . ’ . e ¢
Materials Needed: - \ \\ T B
Chalkbeard, or pertable easel mth\ KoY :

Chalk or marking pens,--...__-
Newsprint -- approximately 1 sheet e

N
r particip t\ alternate. act1v1ty) .
Felt tip pens (altérnate activity) . I
16 mm film projector \ ,

El '"Why Man Creates" I T
Sufficient. coples of S ¢ .

14 ¢ -

Form 2 -~ Report on Readmgs

Form 6 -- Post-Meeting, rReactlonnaxr

Form 8 -- Viewer's'Film Critique ~~
g)emng the Second Half of the Meeting:
State the obJectwes for thxs part of the. meeting\rn your own words,

Outline. brleﬂy the sequence of act1V1t1es that w111 make up thxs part of
the meeting: \ s

A. Content presentation on personality theories. \\ )
B. Triad discussions. -
‘ C. Summary and briefing for next session. .
,e \\ . D, Film presentatlon; w ‘ R ‘ )
A. _Content Presentation: . \ o ¢
) " Personality Theories”~ :
N The leader should present a brief outlme of the range of ersonahty R
theories, pointing’out general similarities and.differences among them,
and wherever possmle relating them to the dynamic theory moa .
‘ B. Participant Activity: v - \ - oo .
- Triad Discussions s,
Divigde the class into groups of 3 (tr1ads) If there are extras, tis
better to have a group of 4 than of 2, The rationale for using the tnad "
— - is to. maximize the,,partxmpatlon, involvement, and resources. The
charge-to the triads might be similar to the following:
Each person is to discuss which personality theory ; Ce
or theories are most jongruent with h‘%’S or her )
' own personal phxlosj hy and values. °- \\‘
" The Ieader should walk among. the gronp . listening to their discussions o
though-not entering in. He will thereby gain a feeling for the attitudes- \
and interaction of individuals, “whi¢h will help him later in leading the ’ ‘
135
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entire group in discussion. If, on the basis of his listening, the leader .
feels there is'time; a general discussion by ‘the whole: group might ce
- follow and participants would then be mwted to share as they wish their
insights and thoughts. , . ‘

‘Alternate Participant Activity:
. General Group Discussion - . v
If the leader prefers he could have a general group discussion
focused on the validity .of various models of human behavmr - as tested
‘ ‘from the experience and observation of the members of the > group. He
would éct as a discussion leader during this period, summing up the

_ - chief points at the end of the session.., . o . -
\\\ \ Lo . % -
- ™ - 'Th].S‘ format’ would be most useful if the group is active and participative

g in group discussion and if the leader is ski»lled in facilitating inter-
* personal communication. .

>
.l-‘. . .. . '

Alternate Participant Activity:

Small-Group. Visual and Verbal .

Presentation ) » . ,

I it is a fairly large-sized group (18 or more), divide the class '

f into small°groups -- one for each of several major models, The parti-

. cipants'may be divided. along mterest lines or arbitrarily. In the first
instance, they would select the model they wanted to work with; in the .
second instance, itwould be assigned by the leader. Each group should "o

. be: swed with newsprint and pens, and the charge would be some;

R thing hke‘the following: - ;

. - -
-~ - Za «
-

*

i ITlustrate the model you ‘have (selected or been
' ’ - T assigned) in symbolic form. Work as a group
-, . rather than as individuals. . BRI

o

* * For example, Maslow's theory might be represented in the form of a

triangle, or Kelly' ] theory might be represented by a series of circles

indicating the relation to enwronment the evolution of constructs and

~. thej control of e'vents ; . v

. : At the end of an allotted time period, each'grouplshould present its .
~_ representation and an explanation of it to all the participants.

This format allows workmg in depth to understand one theory, a V1sual
and verbal presentation of that understanding, and a view of {he other
theories as seen by. colle'igﬂes. R . . . >,

. PN " . ..
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. C. .Summary and Br1ef1ng for Next
*:. 7. Sessicn
Lo Time should De allowed during the meeting for an.evaiuation and
- "“,‘ ; summarization of Duit I, with emphasis on relatmg concepts from
personality theory to better understandmg of human behavior in
organizatmns R

-

1

It 1s suggested that the leader conclude class coverage *of Unit IT by ' _
devoting the last 25 minutes of the meetm’g to a film presentatior on
‘human creativity. Before showing the film, -he might want to briefly
introduce the next unit-of the course, which will be focused on manage-
ment as a system, the worker as a system, and the mtegratmn of the
two. In making suggestions for reading in preparahox\ for the next -
meetmg, the leader might consider the followmg TN .
On management system . ,
Ernest' R. DeProspo, "Contsrlbutmns of .the Politlcal Scientist
and Public Administrator to Library Admlmst}'ation, "in
Neal Harlow and others, Administration and Change:
‘Continuing Education’in lerary Administration., (New -
. Brunswick, N.J,: Rutgers, 1969), pp. 29-38. ‘
., Douglas M. Knight and E. Shepley Nourse, eds. - Libraries at
4 Large: Tradition, Tnnovation, and the  National Interest
. (New York: Bowker, 1969), pp. 161-344,
¢ Mack «Ha.nan,z "Make Way for the New Organization Man, "
Harvard Busmess Review, 49:128- 138, , July-August, 1971

*

y ‘On worker syst:em ‘ ' X ~
James G. March and Herbert A. Sxmon, Orgamzatlons
* New York: Wiley, 1958), pp. 34-111.

e ' "'Iason Haire, Psychology in Mﬁnagement INew York :McGraw-
. \ - HilL, 1956), pp. 21-60. .
CARY D. Film “Presentation B i

»

R L \ . | F-26 |  ,"Why Man Creates"

b o This is a prxze winning film on the ‘history of
' - the creative process and the rickness of
creative poténtial inherent in eveny individual.

« N
- &
»

~ ’ -

Show the- f11m, Wthl’ .akes 25 minutes. "
& 1

. B

. v

» |
» . ’ !
. .
' } ' ' : ' 1 3
. R ,
« e .
- M ' .
T “ N
. N :
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— - ' “ R

At the. encLof the meetmg, the leader should make available copxes of -
‘the foHowmg, as appropnate %

-

Work Assxg‘nment 7¢(or ni-basket packets;, if leader has decidedw - N

\ AN
. | as*pre-megtmg\preparatxon instead) < '

S Form 2’ —- Report on Readmgs
Fori 6 -* Pogt-Meeting Reactionnaire- o
- Form 8 ~- Viewer's Film Cr1t1que e o v

- .
¥
* . R o,

3 " . (S0
In preparatxon for the next meetmg the leader may w1sh to, recommend -

for mdependent viewing the’ followmg films: o -

‘ ~ ]_F-_Zil "Soclal Psychology" . ] )
B B (26 mmutes) ‘ .

A2

"

1 ” A

|' F-28 , "The Future of Teclmology" a - S
: (30 minutes) ’

s

- Yy O

.« [ 729 | "WhatCanIContribute?" . L
. . .= (25 minutes)

—~—
.

Aruitoxt provided by Eic:
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. 75 Min. | . ‘ .
Periods. . * - ‘ SCHEDULE
: 3.1 .Management as a . . "BLOCKS
, System and Its . ' S )
- Integration into | . ‘ -
the Worker | QP UNIT 3

System . . ,
N T T &
" 3.2 The Librarian-
Worker asg a Sys- | _
tem and the Inte~ | \ -
gration into the E '
. Management . Each solid'block represents one class- ‘session
- System ' and imples.a 150~minute instructional session/
T . - The course is.planned for 15 w o
Work Assignment 8 75-minute periods-eac week. The words in’
‘ | - "each block indicate only the basic concepts under - ?
3.3 Interaction and consideration. The Arabic numbers correspond
and to the unit iumbering in the course outline. Work
Response i Assignments to be assigned and completed outside
of the : . of class are also mdicated
Management . .
System's Goals | T \\/ \
. and:the " . : . ’ )
* Worker
System' s
" Goals

Work Assignment 9 B

.Proposed Periods




*
LA

OVERALL
OBJECTIVES

- UNIT 3

3 1 To consider management as a. system and its 1ntegrat10n into
the worker system. .. . .

A

i

B
-

3.2 To cons1der the hbrarian—worker as a system and its integration
’ into the management system. -

S
-

3.3 To consider interaction and response of the managenal system's %
goals and the worker system s-goals,




3.1

OBJECTIVES

JuniTz - '
' SECTION 1 '

.
)

-

Management as a system and its integr_aﬁon into the wclfrker system. .

-

3.11

$ 13,12

v
]

3,13

3.14

3. 15

.3.16

3,17

To examine the external forces and influences on the
management system, .

To examine the sources of power and authority of the ’
management system and their impact on the employee
worker system,

To examine clientele prgssures on the management system
and their impact on the employee system.

To examine how the vesting of authority and power leads to

the functions of management _ '
~

To examine how the investment. of authority in management

establishes performance requirements on management,

To show how the librarian's role affects management
performanc‘e requirements.

To examine the manager's capubilitics ‘md incentives (o

atfeet the employee s performanoe. _

,,,,,
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~Unit 3, Section 1

MANAGEMENT AS A SYSTEM

*

Summary Outline for Meeting on:
MANAGEMENT AS A SYSTEM

ad -

THE LIBRARIAN-WORKER AS A SYSTEM

fyess

Objectives for the First Half of the Meeting: ’

‘following: B

A. To examine some of the-external forcps.and influences on the
management system of the library. '

B. To consider the sources of thelmanage'ment syétem! s power and
“-authority.

C. "To examine the impact of management's power and authority on
the worker. o : 0

D. To explore the meaning and implications of role behavior in
~organizations, -*

AN
Y
N

Evaluation: . : ) '
Participants will be considered-to have understood these concepts when
the;‘r have demonstrated that they are able to apply the learning they have
accomplished to situations discussed in the meeting. In addition the
degree to which these objectives are achieved will be judged by the

, /

A. The ability of the participant to.depict graphically the power
structure in his own library situation.

4

B. The ability of the participant to define on paper his idea of his own
role as an individual librarian and the role ‘his library organization
expects him to fill. ‘ PR ’

-

C. The ability of the participant to induce from situations arising
during the meeting some general management concepts relative to .

145
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power and aﬁthority structures influencing the library, _ ‘

Pre—Meeﬁng Prveparation: .
'A. Completion of Work As_signme'n.t‘ 7,

| B. Co‘mplétion'of in-basket exercige (é.lt_ernate to A), S e |
C Readi'ng as discussed at conclusion of last meeting,

Ernest R, DeProspo, "Contributiong of the Poiitical Scientist
and Public Administrator to Library Administration, " in

Neal Harlow anq others, Administration ang .'Gha_nge:
Continuil_lg Educstion and Library Administration ¢
(New Brunswick, N.J,: Rutgers, 1969), pp, 29-38,
Douglas M. Knight ang E. Shepley Nourse, edg, » Librarieg
at Large: Tra.ditionI Innovation,- and the Nationa] Interest
(New York: Bowker, 1969), PP. 161-344,

Mack Hanan, "Make Way for the New Organlzg.t’ion Man,
Harvard Businesg Review, 49:128-138, zTuly:-Aug’ust,lS?l.

D. Suggestions for research task force on-the management system,
Williaim Foote Whyte, Men at Work (Homewood, 1L . Dorsey
1961), ‘ ' '

Clarence C, Walton,- Ethog and the Executive: dlues in /
Managwerial'Decig'ion Making (Englewood  Clifts, .\J.:\\
I‘en 08'- a ] . Y .
George F. Lombard; "Relativism in Organizationg, Harvard~ ™~

Business Review, 49:55-65, March-April, 1971, J \\\\ )
eadings, ) \\

"The- Systems Approach to _ll;ersonnel Management, " American .
Management Bulletin (New York: American Management : -

Associatlon, 1965), @eadings. )

Materials Needed:
Chalkboard, or portable ease] with pad, -
Chalk or marking peng,

T-22 ’ through .
Overhead Projector, .
P ewsprmt‘ == 8Several sheetg Pér participant,
-Felt tip pens for all,

Sufficient co ies of: . /
[Hs1 | : '

v
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Work Assignment 8 . ' ) " '
Férm 2 -- Report on Reéadings . s
Form 6 -- Post-Meeting Reactionnaire "~~~ "~ Y
Form 8 -~ Viewer's Film Critique ' ' .

- Adequate supply of-the following if in-basket exercises to be completed

"during the meeting:

In-basket pack* (envelope contaming pieces of correspondence

".- and instructions) -- l H-3 2 l e .o . -,
Pens ) " : ‘ .
Scratch pads . :

Paper Clips

Opening the Meeting
State- the objectives for this part of the meeting in your own words.

Outline briefly the sequence of act1v1t1es that vnll ‘make up this part of
the meeting:

A, Content presentation on external forces. .
_ 1nf1uenc1ng the library management system.
B.  Symbolic drawing of power and authority.
C. Content presentation on role behavior,
D, Individual role definitions and.small-group
. discussion,
o E, ¢ In-basket exercises (alternate activity in .
lieu of some or all of above activities)

A. Content Presentation:
" External Forces Influencing the
Library Maxagement System
. "In connection with this presentation, the leader will probably find
most helpful, in addition to the Study Guide content (3.11), the material
in Libraries at Large, one of the suggested items for pre-meeting
preparation.

The following transparencies can);be used to illustrate the presentation:‘

] T-22 | Externa1 Forces Inﬂuencing the
Library

N

l T-23 | The Library System Interactmg with
: the Envxronment
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1

B. -Particigant Activity:

Symbolic Drawing ’

" The purpose of this exercise is to elicit the pa;;Zcipant's view of
the control and power relationships existing in his rary.

Direct the.participants to draw a symbolic repre-
sentation of the power and.authority of the
management system in their library (1)5as they
see it-existing at the present time, not as the
organization chart presents it -~ actual_power' :
and (2) as it might exist -~ potential power.
Encourage-them to be as creative as. possible, .
and specify that each representation should be
drawn large eno\gh to explain to the rest of the
class.’ \ .
If some individuals are.fFom the same library, each should draw a
separate representation, although'they might wish to present them
“together. If askéd,the leader might suggest a drawing of a tree as . one
possibiliw, ora series of circles of influence. In any event, the repre-
sentation should depict the control and power as the individual sees it ~-
_not as-the organization chart presents it. It should bring into play the
‘Informal controls as well as the formal channels of communication and

* " decision making. The first drawing, actual power and authorfty, can be

usefully supplemented by a second drawing depicting potential power in
the library, to show how various positions of power might differ if held.
by different people RS .

C. Content Presentation:

Role Behavior .

In discussing role behavior, particularly how those in positions of,
power (both formal and informal) interpret their 6wn roles jn the organi-
zation, the leader ‘may wish to refer to the material on\social nseds -~

-the need for power, and the need for affiliation -~ presented briefly in

Organizational Psycholog_ The behavioral consequences of-these’

needs are quite different and have important qrganizational implicatlons.
Stated in the most general terms, high power need results in eompetltive
behavior and high affiliation need results in collaborative behavlor. h

® *

TDavid A, Kolb, Irwin M. Rubin, and James M. McIntyre, Organi-
zational Psychology: An Experiential Approach (Englewood Cliffs, N.dJ.*
Prentice-Hall, 1971), p. 176, Both the following handout and the sub-
sequent related discussion are based on material in this book,pp. 185-186.
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If the leader wishes to explore this subject in more detail with the
group, l H-3:1 l cotld be used effectively to supplement his presenta-
tion at this point. - )
] o "
o . .. . - 1 )
- [-H-3:1 | Competitive-vs. Collaborative _
. Behavior - '
In diécussing' differences-between competitive -~
. and collaborative behavior, it is 1mporta.nt to
make clear that most of the situations in which -
we find outselves are nexther wholly competitive -
nor wholly collaborative, "The important thing
is that the manager keep an open mind, have
trust in others, and continually re-examine
situations to find and maximize their collabona-
tive aspects. .
The leader may also choose to make a few general remarks about the
concept of ''role, "' before beginning the next participant activity,
with particular emphasis on the applicatxon of role theory and analysxs
_to orgamzatxonal behavior. . ~
Role theory comes™to us from the disciplines of
sociology and social psychology. In role theory
it is agsumed that a culture or society has ""roles"
which are’ played by its members, who in this
sense are '"actors." Roles, such as those of
librarian, doctop, husband, and so forth, consist
of a body of expected behavior, whxch to a large
degree guides the action of the individuals who o
come to play these roles.

In studies at the.Institute for Social Research at = -
Michigan and elsewhere, role theory and analysi®: .
have been apphed to orgamzatmnal behavmr,
opening new and exciting avenue understandmg
What are roles such as departm::?mad library
technician, library director, in terms of behavmr,
or in terms of value structure ? How are these
roles created ? To what extent, and how, are they
capable of being "rewritten"? To what extent can
:a single individual play several organizational

- roles ? What are the relationships between roles

149

L




Unit 3; Siiect_ion' 1

in the social matrix and those actual and-posdible -
in organizations ? These questions have specific
b organizational relevance, in-terms of position-
_ classification, for example. . .

6. ' "

For library workers to work cooperatively within
the library organizational framework, thefe must
be norms of behavior and attitude to serve as t
. ‘ bases for social interaction. - ""A cluster of these
’ norms associated with social interaction is termed -
a role. Individuals assume roles when they join ;
organizations, so their behavior in organizations .
) - is actually role‘behavior.” The purpose of this
" behavior is twofold: from an organizational point
of view, it is aimed at mission accomplishment;
from the individual's-point of view, it is aimed at’
personal need satisfaction. Since these purposes
are commgled the need for cohesive group action
.is magnified. bt

A According to Levinson, role behavior is a part
\, of personality and is expressed in terms of basic

' ‘values, 6pinion of one's self, objectives in life,
and attachment to.an o¢cupation. 2 The purpose

\ of role definition is to guide the individual in his
pursuit of goals and to help him obtain work

VT sat1sfact1on. .
The leader may W1sh to make use of the following transparency durmg
this part of h1s\presentat10n

. LT T-24 | Role Expectatmns and Their
- L - ) Interactions ,

. .
Al -
. . . -,
A . . . ) .
.

iBilly J. Hodge and Herbert J. Johnson, Management and
Organizational Behavior: A Multidimensional Approach (New York:
© Wiley, 1970), p. 215.

2Damel J. Levinson, "Role, Personality, and Socml Structure in
the Orgamzatlonal Setting, ' Journal of Abnormal and Social Psychology,
\58:177-178, Malrch, 1959.

l
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- Library management should note three thmgs
regarding role.perceptions: 1 ‘

o 1: - The library organization.with its job

2 . : " expectations for the librarian-worker is

' not the only force which-makes demands - ?
of him. The’informal groups in the'work
situation also act as an expectation source.

_ Sometlmes the demands and expectations of

. informal grot& may seem more important

! than the job-demands of the hbrary
organization. - .

2.  Each librarian-worker will .attempt to define
all the roles expected of him. His accuracy
in the definitional process'can determine his Lo
satisfaction ?nd performance on the job.

oy ' 3.  Library mandgement needs to understand that

’ that the three sources of expectations —-
formal, informal, and individual —- will

o . ' interact and modify each other. . )

L

D. Participant Act1v1ty:

. Individual Role Definifions and

"Small @roup.Discussions

A related activity suggested for possible use is to ask each partici-
pant to, define on paper his idea of his own role as an .adividual librarian
and the roles his hbrary orga.mzatmn expects him to play. Divide into .

. groups of 5 or 6 and discuss further the question of role. After about ‘

15 minutes, each group could be asked to share their thoughts on such
questions as: ' :

——

Why should management have a thorough under-
standing of roles ? . . ¢
Have new questlons come to you regardmg your
individual role ?#Or the role your individual
library expects you to fulfill ?

o,

.- lAdapted from William G. Scott, Human Relations in Management:
A Behavioral Science Approach (Homewood, 111, : Irwin, 1962), p.' 107.

i
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E.. Alternate Participant Activity: - Co.

¢

In-Basket Exercisesl ' R

*This is a relatively time=consuming activity, -and if undertaken

during class time, ‘probably could not be completed in.less than an hour,

at‘the very least It might be used effectively at this point in the course
either is a take-home. exercise (substituted for Work Assignment 7), or
a8 a group activity if the leader wishes fo alter ,somewhat the time
framework by devoting-an extra class session to Unitlm. ‘- 7°

If the in-basket exercises are completed out of class by participaats, .
their responses (written out ahead of tame) would then serve as a-basis
-for discussion during the session, . = ~o= - o
If these exercises are to be completed during clags time, it is suggested
that the leade} begin with & general .introdiction covering highlights in
'the Study Guide (3, 1) to indicate the types of managemen concepts he
wishes to illustrate by means of the in-basket exeroises. ,

Participants should be instructed to find -a comfortable place in the room
for working by themselves (or the leader may elect to. eatablish pairs

of teams to do the _exercises), .
The leader next distributes the‘in-basket packets, | H-3:2 I including
instructions for the activity, pens, paper, scratch pads, and paper
olips. . .

N\ : e

Following the distribution of instructiens to,each participant, the leader

“allows the group to read the instructions and provides answers t& any
questions of time procedure. From 30 to 45 minutes needs: to be
allowed for the ‘actual in-basket task :

. When the time is up, the«lead%r forms. groups of 5 to 10 to share their
correspondence and to extrapolate general management concepts from

. their discussion of the merits of various .approaches to problen.-soiving.

»

) , S
im preparing for effective use of in-basket exercises the leader

may find helpful: Robert D. Joyce, ''In-Basket Training for Engineering
Managers,-"' Training Technology, Supplement to Educational Technology,
10:520-826, January, 1970. In addition, the leader may find helpful
either to yiew himself or show the entire group a Harvard Business

chool film on in-bagket training entitled, "Hope Electronics Company--
| F-30

L3
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R Unit 3, ' Section 2.

€

THE LIBRARIAN-WORKER AS A SYSTEM.

+

® Summary Outline for Meeting on:
. MANAGEMENT AS A SYSTEM __
© " and- o - '
/ THE LIBRARIAN-WORKER AS A SYSTEM

Objectives for the Second Half of the Meeting:

A, To examine thé worker as a sysbem of personahty, attitudes,
abxlities, knowledge, and skxlls. ,

B, To exdamine attitudes an_d their importance in the work place.
C.‘ To examine factors influencing the communication process.

Evaluation: :
"Participants will be considered to have understood these concepts when
they have demonstrated that they ‘are able to apply the learning they
‘have- accomplighed to situations'discussed in the meeting. haddition
the degree to which these onJectxves are achxeved will be judged- bv the
following: .

!

The ability of the participant to analyze his attitudes on a given
issue-and to understand why a manager needs to be concerned
with an employee's attitudes.

Pre -Meeting Preparation:

A, Completion of Work Assignment 7.

B. Reading as discussed at._conclusion of last meeting:

James G. March and Herbert A. Simon, Organizations
(New York: Wiley, 1958), pp. 34-111:

Mason Haire, Psychology in Management (New York:
McGraw—H111 1956), pp: 21-60.

|

»
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C. | Suggestions for research task force on the librarian-worker
' system,
William Foote Whyte Men at Work (Homewood, Hl.:
Dorsey, 1961).
Louis E. Davis, "Job Satisfaction Research: The Post-
Industrial View, "' Industrial Relations: A Journal
of Econdmy and Sociéty, 10:176-193, May, 1971,

Materials Needed :

Chalkboard, or portable easel with pad. : )

Chalk or marking pens.

Newsprint -- enough for small group listing activity.

Felt-tip pens . )
- Masking tape - .-

| T-25 | through [ T-27 | |

Overhead projector . o
Sufficient copies of: e T~
H-3:3 | -~ Directione for Attxtude Study
H-3:4 | -~ Attitude Study
‘H-3:5 | -~ Sample Attitude Study

Work Assig'nment 8,
Yo ' Form 2 -~ Report on Readinga

Form 6 ~- Post-Meeting Reactionnaire

Form 8 ---Viewer's Film Critique

Opening the Second Half of the Meeting: .
State the objectives for this part of the meeting in your own words.

Outline briefly the gequence of activities tha.t"will make: up,,th.is part-of —
the meeting: ) .

— R — r e e e et o

A, Group lists of characvt\e%cs the worker

should have.

B. Content presentation on the brary worker \

" as a'whole person, a system. < ‘

C. Individual attitude studies,

D.  Content presentation on.commiunicat
E. - General group discussion.

F. Summary and briefing for next session.

TAv- -Participant Activity:
" Group Lists

To focus participants’ thinking immediately on the array of
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charactenstxcs an -individual hbrary employee brings fo his job, the
following group activity is suggested to open this part.of the meeting.
Divide the class into working groups of 3 to 5. The charge to each

group-would- be—sometlnng—hke-the-followmg

_-In your group make up a list of the characteristics ©
which you feel are most advantageous for a'worker
to have. These should be categonzed under two .
headings: ) ‘ 5

(1)  Make one list from the point of view of the
library employee and list in rank order the
factors that you believe should determme

_ your. future advancement.

‘ (2) Make another list from the point of view of .
the library management system and list in
rank order the factors you believe your
library system uses in evaluating individuals
for promotion.

Put your lists on newsprint, and write ‘la'rge ‘
enough that they can be read by all of us. !

"To clanfy procedure, the leader might br1ef1y outline on the board or
easel a format for the lists, such as the following:

_ RANK ORDER OF IMPORTANCE OF ‘
THE ADVANTAGEOUS CHARACTERISTICS . . et
FO‘R'THE WORKER IN A LIBRARY  ORGANIZATION :
e s T T T T From the Point of View
From the Point of View - of the Library-Management ;
of the Librarian-Worker: System: Major Factors You v
Major Factors that You Believe your Library System
Believe Should Determine Uses in Evaluating Individuals
your Future Advancement for Promotlon
Rank . " Rank, ‘
Order Factor Order Factor W
1 - .Creativity 1 Job Knowledge

2 Ab111ty to direct others 2 Cooperatxveness .
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After a few minutes, the leader can direct the groups to share their lists,
perhaps posting thém on the wall with masking tape for all to see.

et

After the groups have finished discussing their lists, the leader might
wish to point out that in the study of middle and upper-level librarians
by Kortendick and Stone, 1 when librarians were asked a question about
what abilities or skills they would consider most important for some-
one replacing them on the job to have, the highest response was given to
personal characteristics. The personality traits they ranked the highest
were: (1) getting along with people (mentioned by 114 respondents); 2), -
~ adapability or flexibility_(mentioned by 38 respondents); (3) patience,”
(22 respondents); (4).ded}cation and loyalty( 18 respondents); g){foftitude
(10 respondents). " In all 229 respondents listed personality traits in
answer to this question; 219 listed specialized library functfons; 205
respondents listed specialized subject areas; 175 liste/ci/zi/ciministrative
knowledge and skills; and 38 listed general-knowledge’ and experience.

Another study to which the leader might wish to refer by way of compari-
son involves business administration students-at Oklahoma City Univer-
gity.2 The students participating in the study were aske%: list factors
they thought would determine their future advancement. The top three
factors listed were: (1) initiative, (2) ability to assume responsibility,
and (3) ability to lead and direct others, The top thrée factors these -
same individuals said they would use in evaluating subordinates for pro-

motion were (1) qua}ity of work, (2) dependability, and (3) job knowledge.

B. Content Presentation: )
The Librarian-Worker as a Whole . o
Perscn ~~ A System ] - Y
. The following remarks are intended to suggest an approach to
developing a discussion on the importance of thinking about the librarian-

1 James J. Kortendick and Elizabeth-W. Stone. Post-Master's
Education for Middle and Upper-Level Personnel in Libraries.and
Information Centers. Final Report, Phase 1. (Washington, D. C. ;
Department of Library Science, The Catholic University of America,
1970) (ED 038 985). Later-rewritten and republished as Job Dimensions
and Educational Needs of Middle and Upper-Level Library Personnel
"(Chicago: American Library-Association, 1971).

2Clement J. Nouti, -"Challenge Not Security, " Personnel
Administrator, 14:30-34, July~August, 1969. -
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worker as a whole person. 1
The overwhelming charaéteristic of work in our
. tim¢ is change, and the only instruments capable
\ ’ .of making cHanges are the mianagers, the super-
visors and the workers. There is only one
effective wa ‘ to get changes made and that is for

the employeeg to want to make them. It is impor-

tant to never (forget that it is the individual, the
» worker, who is being asked t6 make a given change
and that it is he employee who is in control of the
- % situation. It if the worker who must make-the
final-decision to make a change and to determiné.
how much or how little he or she will do. The
A supervxsor, in the extreme position, can fire the
worker, but the\ question-then arises as to what
this will accomplish.
‘ 1
A pomt that must be made has been well stated
- by Drucker: 'In h1r1ng a worker. . ..one cannot
- 'hire a hand’; its owner always comes with it...
onecan hire only a whole man rather than any
part thereof. . , "2

~

3

| T-25 | Inner Forces Influencmg berary
Employees .

This transparency attempts to show the factors
involved in thinking of the librarian-worker as a
whole person. When one hires this "whole" man
or woman, one has hired a personality -~ motiva-
tion, aspirations, attitudes, perception, values,
skills, knowledge, intelligence, levels of expec-
tation and tolerance, status, role, individual
differences, and many other factors. Every
lrbrary worker has a personality different from
every other library workers' personality.

1The opening remarks are adapted from Charles H. Goodman,
"Employee Motivation," Library Trends, 20:39-47, July, 1971.

“ZpeterF. Drucker, The Practice of Management. .(New York:
Harper, 1954, p. 262.

9 .

161

1 3

457




Unit 3, Section 2,

N v o '
.Personality has been defined in simple terms as
"all that a man has been -- is -~ and hopes to
e be."l This is the total.person -- the way he
thinks and feels, his likes and hates, his

S abilities-and-interests,—his-value s;-his-hopes-and

desires. In the work place his hopes-and ambi-
tions may be fulfilled or smashed. Here his
agpirations may be achieved and challenged, here -
he may develop frustration, aggression, hostility, -
or apathy. It ighis work place which consumes
so large a part of his life and either provides
fulfillment of his needs or miserably fails to

. meet them,

2

C.  Participant Activity:

Attitude Study .

If there is time in the session, it is suggested that the participants
engage in an attitude study? to demonstrate why a manager should be
concerned with-changing-attitudes. Concepts introducing the attitude
study might include the following: :

Today we live in a very "noisy" society -- a
society innundated with communications. The
individual is conatantly being bombarded from

all sides; his escape is often Just to block most
of it out. He retreats inside his own safe cocoon,
in this way shielding himself from the onslaught -.
of noise.

‘Gerhart Wiebe explains it this way: "Think of
individuals... gyroscopic organisms, each in
-its own state of dynamic equilibrium -- each
spinning along absorbing and consuming,

1wWilliam C. Menninger and Harry Levinson, Human Understand-
ing in-Industry: A Guide for Stg)ervisors (Chicago: Science Research
Associates, 1956), p. 17.

2This-éntire section.on attitudes is adapted from Micki Jo Young,
"Public Relations for Librarians: A Course of Study." (Unpublished’
Master's Research Paper, The Catholic University of America, Wash-
ington, D.C., 1969).

3Gerhart D. Wiebe. "The Gyroscopic Phenomenon, " in Kaymond
Simon, ed., Perspectives in Public Relations (Norman, Okla. :
University of Oklahoma, 1966), p. 140.
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resisting and flinging away things in that imper-
sonal, self-serving and preoccupieé process that
selects from the environment those things that

preserve and sustain internal equilibrium." He

At this oint the leader should distribute copies of the inst'ructio'ps,
[n-3:3 iand the attitude study, . , *

----- goes-on-to point cut that people.are abtively pre- .
occupied with their own concerns and'quite
-actively resistant to-the concerns of others.

One way of looking into yourself to root out your
predispositions and where they came from is to
engage in an attitude study. . |

\ -
. 1

This study consists of three parts. - First} you

must take a position on a controversial issue

It can be a positive or negative stand, .but the

> issue iust be big. Examples of issues are
birth control, gun registration, the war in
Vietnam, Nixon, etc.

After you state your position, "I favor thus snd
80..." or "I'm opposed to- thus and so. .. ", you
then, in the second part, list your reasons, I -
2-- 3, for taking this position. Itisn't'too diffi-
cult so far, It's the third part that takes some
soul-searching. In fact, that is what the thirdi
part involves., You are to list the forces shaping
your underlying attitudes. Often this process
can be a little uncomfortable. 1

When the fofns haVej)een filled out, the leader should engage the group
in discussion about the results. He might begin with some remarks

like the following:

“Young, op.

o

It probably was not difficult for you to. state your

position on an important topic -- whether you are
-for or against it.. And with a little thought \

almost everyone can come up with valid reasons \

to justify the position taken. :

cit., p. 61.
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But the key to it all lies in the underlying forces
that cauge you-to hold this position -~ to have? -
‘thése-attitudes. It is very difficult and some-
times painful to look deeply into yourself and
express why you feel the way you do. But it is
very important. In order to communicate suc=
cessfilly you must understand yourself first and
then realize that each individual you communicate
with is just-as complicated as you.

Harwood Childsl classifies the factors that
shape a person's attitudes into two categories:
(1) active, primary factors, and (2)-latent,
secondary factors. The active, primary factors
are tfle_ things we read, hear, see -- the ideas,
reports, news, representations that constitute
our world of verbal symbols. The underlying,.
latent or secondary factors include one's culture,
race, familys—religion, education, economic

: status, social status, social class -- one!' s bio-
log;1cal physical, social, and psychological
-heritage.

At the conélusion of this activity, the leader may wish to give participants
copies of m y @ sa.mple attitude study from Young, as it repre-
sents a relatively  >nest and thorough attempt to%analyze one's attitudes
in terms of primary and latent determinants.

D. Content Presentation:

Communication " ~ .

After the discussion of attitudes, the leader may wish to take an
opportunity to talk briefly about communication, perhaps beginning with
how attitudes influence the process of communication. Two transpar- ..
encies may prove useful in this presentation. '

Ld

T-26 Individual Differences Affecting the’
Communication Process.,

This is a symbolic representation of the concept
that the effectiveness of the message you com-
municate is not inherent in the messag’e you
release,

1Harwood L Childs, An_mmgmgn_tg_mtmg_gmam New

York: Wiley, 1940), p. 66.
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- ‘ * You will note first-that the message you release
is qualified by your own experiences, interests, -
, vocabulary, speaking ability, writing ability, as
. . well as by your attitudes, emotions, beliefs,
' bias, fears, and preJudlces. From the total_.___,_'———————w—
amount of information on a given subject, you :
' choose a certain portion t6 send. “This portion
constitutes the message you wish to communi- .
cate. But this message is then subject-to further :
modification for it must pass through "internal :
. filters" (within yourself), "external filters' or
""noise' -~ any sound or other interference that. ,
distorts the message. Finally the shape of the <
message is distorted still further by the internal
filters in the receiver,

It is important for the manager to remember this
basic concept whenever he communicates, Stated
in computer jargon, the senderand the receiver
have been "programmed" differently. They have

‘ different experiences, vocabularies, skills,
abilities, as well as d1fferent emotions, interests,
and attitudes.

l'T-27 | Message in the Mind of the Sender
vs. Message in the Mind of the
Receiver ‘

In this transparency, A represents the total

experience: of the sender. B. represents that

portion of the total experience which is trans- - ) .

mitted. C’represents that portion of the total .

experience of the sendér which is réceived by

each of the receiverag¢ For the individual re-

ceiver, the type-and-amount of information

received depends on the circumstances surround— - B

ing him, : -

From.this chart, the following conclusions can -
be drawn:

1. ~ The messdge in the mind of the sender
differs from that in the mind of the
receiver,
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2. The message in the r‘n\ind of each receiver .
differs. )

5

A\
3. The message which is received, understood,

— and-retained-in-the-mind-of-the-receiver-is-—— -
) ) influencéd by his background, baises,fears,
o V. and needs. We see and hear what we have
been -taught to see and hear. \‘
\
In summing up, the leader might make the following points:

\
\

\
The manager must seek to understand the whole
person with whom he is'working. In order to
understand those with-whom he works he ﬁ\lust
. . - first hdve some understanding of himself. at
are his own problems, his worries, his attitudes,
and why does he have'them ? How do these fﬁgtors
_ affect his own behavior and in turn so vitally af-
- i ) fect his workers ? 1Is he conscious of the possi\-
- : ‘ i bility that it may be his own behavior and his own
attitudes which are producing the kind of respons\e
- from his workers he does not like or want? Un~- \\
° ) less we seek sorme understanding of ourselves in
terms of how we affect workers, we may exper- \
ience considerable difficulty in directing and A
o motivating them., ° S

E. Participant Activity:
" General Group Discussion
"In whatever time may remain, it is suggested that there as
much class discussion as possible. The leader might introduce ques-
.. , tions such as the following:

How do you feel management sees you as an
employee ? Y?our strengths and weaknesses ?

ot How do you see management ? Strengths and
weaknesses ?

o vt To what extent have your decisions affected
management ? (Be specific. )
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~

F. Summary and Briefing for Next Séssion: _

In closing this session the leader should sum up the main concepts
covered and give a.brief statement 6f how they relate-to the next session
on the interaction of the managerial system and the worker system.

v

In ‘making suggéstions for reading, he might recomimends
Robert Tannenbaum and Warren H. Schmidt, "How to Choose
a Leadership Pattern," Harvard Business Review, 36:95-101, -
March-April, 1958, (Readings.) B 3 '
Edgar H. Schein, ‘Organizational Psychology (Englewood Cliffs,
- N.J,: Prentice-Hall, 1965), pp. 95-106.

!

For participants intérested in exploring further the éubject of cothuni-
cation, the following films might be suggested for independent viewing. -
. 13

I F-31 l "Communicating Management's
N Point of View" )
(22 minutes)
- [ F-32_| "Commupication Feedback"
) ‘ . . 1 minutes) e

I F-33 | "More than Words"

(14 minutes)

| F-34 | - "Are You Listening ?"" -
. - " (13 minutes)

Before the group disperses, the leader should make dvailable copies
of the following, as appropriate: . S

E]

Work Assignment 8
Form 2 -- Report on Readings

Form 6 -- Post-Meeting Reactionnair '
Form 8 -- Viewer's Film Critique e\y‘

]
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OBJECTIVES .~ . .

UNIT 3" -
SECTION 3

v

s

»

Interactlon and response of the managerﬁ system s goals and xhe
- worker system's- goals. * ) . :

.
»

¥

D . o

*

3.31 To examine management's goals and employee goail,s.

x

@ .

3.82 To examine how these sets of goals interaot._ e

» L

3. 33 To examine. management'power and 1ts use to obta.m manage—
ment goa.ls. £ Y

)

5

-

- *

3,34 To examine employee power- and 1ts impatt on management
goals. . t '

-

N
I3

N
3 \ -

1y

3.35 To consider the concept of 1ntegmtxon of employee ‘and *

management goals. . _
0 . "




e ~ Unit 3, Sectlon3

INTERAC“T*ION BETWEEN THE”MANAGEMENT SYSEMS GOALS - ..

>

. AND THE WORKER SYSTEM S.GOALS

E]

Summary Outline for Meeting on:
"+ INTERACTION BETWEEN L s
~ THE MANAGEMENT SYSTEM'S GOALS® . . .
*  “AND . ' s S . :
* THE WORKER SYSTEM'S GOALS . . . R

. Objectives for the Meeting:’

A.  To idextify individual goals.and their interaction with
e *  organizatiopal goals. ’h)\

L -

B. To 1dent1fy 1nd1V1dua1 leadershlp styles and thelr consequences
o on others and on performance,.,.
~ C. 'To examine the relatiohship between leadership and goal
4 ° . cattainment.- . .

-

_Evaluation: * - :
- The degree to whichthese objectives are achleved will be judged. by the
‘followmg .

¥
- . vA.  The ability of the participants to gain self<insight as to 1eadersh1p
- attxtudes, goals, and behavior. . . , ;

- B. The ability of the participants to understaind the conditions which
cause leadership styles to inhibit or faclhtabe group goal
. attainment.
x G /
g, The ablhty of the participants tq analyze their own leadership <
behavior. in s1tuatmns arising ‘during the meetmg. -

e

L
']
=y U
-2

-

P C . )
\Pre-Meeting Preparation: -
\\ ' ‘ N - . « .
. A. \Completion of Work Assignment 8. ’ . v
SN YN o co,

“




Unit 3, Section 3

B. Reading as d% cussed at conclusxon of last meeting.
Robert T%menbaum and Warren H. Schmidt, "How to Choose
'a,Lead)rship Pattern, " Harvard Business Review, 36: ,
95-101, March-April, 1958, (Readings.) ‘ ST
= Edgar H. Schein, Orgamzatxonal Psychology (Englewood Chffs,
. N. J.LPrentxce-Halb '1965), np. 95—106

. C.: Suggestmns for research task force ’ S .-
' James G, March-and Herbert A. Simon, Orgamzatxon

»

. ) - © -(New York: Wiley, 1958), pp. 172-210.
- - v George F. Lombard, '"Relativism in Orgamzatmns," Harvard
- Business Review, 49:55-65, March-April, 1971. ' . .
’ . . (Readings. )
' Mack:Hanan, '"Make Way for the New Organization Man," 4
T - ‘ Harvard Business Review, 49:128-138, July=August, 1971.

L N~ Materials Needed: ,
Chalkboard, or portable easel with pad
Chalk or marking pens. ‘

A " [ T-28 | through

w

Gy - Overhead projector -
. Qj . . ’ Sheets of paper - - 2 or3 per participant (for individual writing
. activities)

5

. Pens or pencils - - ‘ » \
Sugar cubes or toy blocks (40-50 for each group of 6 particxpants) \
' Blindfolds (2.for each group ‘of 6 participants)
“ 7 Clock or watch wita mmutes marked.

Suffxcxent cobies of:
v f H-3:6 through | H-3:8 ]

Work Assignment 9

. Form 2 -- Report on Readmgs
, _ Porm 6 -- Post-Meetmg Reactionnaire - .
S Form 8 -- Viewer's Film Critique

!
A - ¢

s - ., Opening the Meeting: .
State the objectives for the meetmg in your own words.

1

Outline briefly the .sequence of events that will make up the meeting.

' ' ‘ A. CB"mpar,Lson “of individual 'md organization
C T goals.
. B. Sxmulatlon game, and discussion of result

a

g L ir2
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C. Content presentation on leadership and-

goal attainment, - a
»D. " Individual consideration of personal

* leadership style, -

. "E.  Determination of individual goals. / L
s e T -2 B, Summary-and briefing fornext:session./ ..
" A Participant Activity:. . < . ‘ Ll
Personal and Organizational Goals | b ‘

" To introduce the topic of the ‘interrelatedness and ir{ter‘actior/i
between managenient goals gnd‘Worker/goals, it is suggested that/the
leader open the meeting with a partibiéaz;t activity ‘utilizing Work/Assign-
"' ment 8, which was completed in preparation for this meeting. Agk the
group members to.list their own goal$ with respect to the library in
which they are working at this particiilar time in their careers./ They
should inclgde long-term profession;al goals. This list should then be
compared,with Work Assighment 8, ;on which they stated the goals of
higher management in their libraries. Instructions to the participants

might be similar to the following: '

lines from{one to.the other where there is

actually interaction and mutual support of these

) . . goals. Driw a dotied line between those which
have a pobe'ptial' of interacting, but t/io not do so.

; - - Put the two lists side by side and dxj_?v solid

i . | . )
Participants should be encouraged fo think about answers t,é) such
questions as: i | . /

o \ -
In what way could your personal g}l)als more
fully support t\he organization ? f
. /

In what ways coqld tie organizatibn more fully

i ' support Jour own goals without siich support

| becoming dysfuné\tioqal to the litirary -

l organization ? \ - /

‘ : g

B. Participant Activity: \ /
" Simulation Gamel - . \

The purpose of this activity is to enab

e the participant to identify

his own style of leadership and to see some f its con7equences on

. 1David A. Kolb, Irwin M. Rubin and James M. /McIntyre,
ORGANIZATIONAL PSYCHOLOGY: An Experigntal Approach, (c) 1971.
Adapted by permissjon of Prentice-Hall, Inc. , 'Pglewqod Cliffs, N. J.
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Unit 3, Section 3%
others and on performance.

The first step is to divide the participants into teams o'f 6. Extra mem-
bers should act as observers with different teams, Each team should
“divide into subteams of 3 members (hereafter referred to as Team A~

and Team B), and each of the subtéams should then choose a leader.. The
leader will serve as.the manager and the remaining 2 members will be
the workers. .

The task is to build as high a tower as possible using the building

materials provided (40 to 50 sugar cubes or toy blocks for each group

of 6). The workers are to be blindfolded and must work only with their

\ nondominant hand (i.e., a right-handed person.must use only his left
hand). ) )

The game is played in two steps.’ First, team A will build its towers
while team B observes, and then the process is reversed as team B

_ builds and A observes. The teams are competing against each other
to see which can build the highest towers in accordance with prede~
termined goals.

To begin, everyone should read the in’structions,l,H-3:6 | , team A
" should orgamze its building materials, and see that its workers are
blindfolded, whlle team B reviews the guidehnes for observers

| _H-3:7 I :

The game has four rounds. At the start of each round, the team man-
ager should state the goal he has set for each of his workers and record
the goal on the score sheet which is included on [H-3 6 | . The score
for each worker will be determined by how accurately the established
goal meets the actual size of the tower. If the’goal is 10 blocks and the
tower is 8 blocks, the worker's score is zero: If the goal is 10 blocks
and the tower is 12 blocks, the worker's score is 10. The team Wwith the
highest score wins. ;

If at any time the tower collapses, the round is over and the score is
zero. There is no time limit on the first two rounds. The last two
rounds are to be 3 minutes each. The observmg team should keep time
for the last two rounds

e e e
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After the thlrd\round, the manager must decide which of his workers to
p‘romote to the position of manager. That person then becomes manager,
giving his blindfold to the former hanager-who becomes one of the
workers. The new manager then directs the goal setting and production
in the last round. » : I S

' y T When team A has completed all four rounds a.nd\ recor‘c‘ied its score, team
" B prepares for its construction rounds while team A reads the observer's
guide, !

\ ~ )

After all the teaims have completed their tower building, each group of 6
(and.the extra observers, if any) should discuss their observations of

, behavior during the game, with particular attention.to analyzing how

- goals weére set, how much freedom the manager allowed workers, and

how different approaches to goal setting affected p.erforn}a.nce‘.

The activity might be concluded by the groups of 6 then sharing their
dbservations with each other in a total group discussion. “

. C. . Content Presentation: ,
‘ Leadership and Goal Attainment
Following the, group discussion, the leader should sum up the
o g main ideas brought out in.the game and thgp. elaborate on the relation-
ship between: leadership style and goal attainment. The purpose of his
" presentation is to provide participants with some "handles" to use in .
grasping the: significance of their own leadership style as it relates to -
- goal attainment, The following-outline; based on Tannenbaum and
Schmidt! is presented for the convenience of the leader. It is also
suggested that the leader make use of the transparency series | T-28 ,

, to highlight various points in his lecture.

DETERMINANTS OF LEADERSHIP RELATIVE
\ TO GOAL ATTAINMEN’I‘ .
L]
A. * Forces in’the manager .
1. His value system )
2. Confidence in his subordinates )
3. Own leadership inclinations
4. His tolerance for ambiguity

TRobert Tannenbaum and Warren H. Schmidt, "How to Choose d
Leadership Pattern, ' Harvard Business Review, 36:95-101, March-

April, 1958. (Readings. )

, 175
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) ' of subordinates, and organizational . ,
efficiency =~ - a
B. Forces in the subordinatés
1:. Need for independence
- . . 2. Their tolerance for ambiguity
, ° 8. Interest in the problem
) 4, Understanding of and identification
. . with organizational goals
R - 5. Knowledge and experience to deal with
problem a
C. Forces in the situation
1. The organization .
‘ a. nature of organizational goals
. b, values, traditions, and policies
. ¢. size of work units
' N d. geographic distribution of work
units
2. The group's effectiveness -
a. experience in working together
b. similarity of background and
’ " interest ' .
' c. group's confidence in itself to
solve problems. - |
d. mutual acceptance and respect
e. understanding and acceptance of
goals and standards set for group.
D. Participant Activity: ~

Relative importance he attaches to .
organjzational goals, personal growth

Individual Statements of .Personal '

“Leadership Styles

<

Ask each participant to write down what leader-

\ ship style he or she most frequently uses on the -

] job.

o
? e
///
e

Next ask each-pefson to try'to state ih writing

e

/ /whﬁ’Ees have shaped his or her particular
leadership style.

~

After the participants has completed their statements, a general dis~
cussion should follow in which there is a comparison of the on-the-job

forces and leadership styles. Further questions could b asked to

176
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bring greater depth to the «discussion,

What ideal leadership style would you like to
adopt ?

What per‘s'ona.‘l or organizational changes would
. have to occur in order to accomplish this ideal ?

'Rl

In connection with this last question, the leader should make sure that
the influence of organizational and personal goals and their interaction
"be brought out in the discussiog.'\ . .

~

“The following ’cranspairenc'y might also be shown at this point, and the
leader may wish to conclude the discussion with a quote from Tannen-
baum and Schmidt which goes well with the transparency.

Range of Leadership Behavior T
According to Tannenbaum and Schmidtbl, "the
. Successful manager of men can be primarily
. characterized neither as g strong leader nor as
a permissive one. Rathér, he is one who
maintains a high batting average in accurately
assegsing the forces that determine what his
most appropriate behavior at any given time )
o ' should he and in actually being able to behave
: - - accordingly. Being both insightful and flexible,
he is less likely to see the problems of leader-
o ship-as-a-dilemma, " ’ .

E: _ Participant Activity: .
Determination of Individual Goals .

. As a summary activity for this unit of the course, the participants
should be encouraged to focus on their own expecta_tiorhith respect to
their jobs. The leader might first sum up the highlights of the unit,
making reference again to the idea that employees tend to be motivated
to work hard toward meeting organizational objectives, to accept and to
seek responsibility, and to show considerable initiative, when they are
employed in an organization which meets 'their needs, A transparency

. could be shown at this poift, if the leader so chooses,

1Tannenbaum and Schmidt, op. cit., p. 101.
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£

’ _ Relation of. Goal Seeking Behavior
to Objective and Subjective Purposes

Participants should then be asked to consider what they expeet from their®

work. .The leader should distribute | H-3:8 | entitled "What Do You
Expect From Your Job?" 1 and participants should be instructed in
filling it out.
This 1s a list of eleven "expectations” to be
arranged in order of importance.  Read the
directions as given at the top of the.handout.
Urge the participants to be as honest as possible
in their answers. They are not to sign their-~
names for anonymity*is to be preserved.

After the participants have filled out the forms and turned them in, the

results should be scored, giving 11 points to a first choice, one point

to an 11th choice, and so forth. The leadepsthd try to haye a non-

participant present to do the e scoring so B0 that he can engage.the group in

some discussion aboutathelr expectations
/

It xﬁfélft be mteresting to compare the participants' returns with those

of a recent group of employees of the Manchester Public Libraries, who

rated the expectations as follows:2 ‘

-

' L. Score -
1. . To have an interesting job. 318
2. To experience a feeling of
achievement - 255
3. Tobeon good terms with 218 .
4.  To have chances of promotion ‘
and growth. 211
5. To receive full apprec1at1on of
work done. T 182
6., To have good working conditions © 170
7. . To earn as much money as ]
possible. 164
8. To have a secure job. - 147,

iBased on D. I. Colley, "Training: The Theoretical.Backgreund,"
Library Association Record 72:349-50, November, 1970, )
2Colley, op. cit., p. 350.
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9.  To be kept in the picture., 144
10.  To be on good terms with
supervisor, 142
) 11. .To work for as few hours as
R L ' ' possible. , 39,

o o
The leader might conclude the discussion with a quotation from Colley,
the City Librariaa of Manchester: ’

. "Today's manager is not content to train for
- increased _effic}ency or increaséd production. He
W e appreciates that the greatest resource he has
is the untapped potential of the individual men
S ) and women who constitute his work force. His
' trainingﬂprogra‘.mme‘is designed to release this
potential ‘and is designed- with the objectives, the
needs.of the individual employee in mind. With
this reorientation there is no barrier to the
achivement of-the objectiveg of the organization. nl

The results of tlie,participa.nts' expectations forms should be kept and
" cdlled to their attention again when the group is studying: Herzberg's
two-factor theory of motivation (4.25). ’ ‘

F. _Summary and Briefing for Next Session: .
. In summing up the day's meeting, the leader may want to recom-
mend some films for independent viewing, particularly if some of the
. group members wish to explore further the subject of leadership styles,
: goals and objectives. The folquying are a few possibilities:

'Management by Objécfiwies"
. ) : : (25 minutes)

¥-36 | "Defining the Mgmager‘s Job' _ -
. (25 minutes) .

Objectives"
(29 'minutes) ~ -

-+

< [ F-37 | "Managing and Communicating by
,

- 1Colley, op. cit.; p. 350. Loe
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.

F-38 "The Heritage of the Uncommon Man"'
‘ (28 minutes).

"The Making of a Decision"!
. ' (32 minutes)

) : F-40 | "Effective Leadership"

. ' . ) . (32 'minutes)

In closing the meeting, the leader should make brief reference to the
scope of Unit IV and the reading that would be most helpful in preparing
for the first session of that unit, whlch deals with perception. Suggestxons
he might mdke are: -

- Timothy W. Costello and Sheldon S, Zalkind, Psychology in
Administration: A Research Orientation (Englewood Cliifs,
N.J.: Prentice-Hall, 1963), pp. 6-54.

Roger Harrison, "Defenses and the Need to Know, ! in’
William B. Eddy and others, eds., Behavioral Science and
the Manager's Role (Washington, D.C.: NTL Institute for
Applied Behavioral Science, 1969), pp. 64-70.

Before the .group leaves, the leader should make available whatever
forms are appropriate to the occasion:

] Work Assignment 9
Form 2 -- Report.on Readings
Form 6 -- Post-Meeting Reactionnaire
Form 8 -- Viewer's Film Critique

SPECIAL NOTES TO THE LEADER: , v

Use of Games: |

| . | is the designation f4r games. In the Aids volume of the Leader's
Handbook there are a few printed games listed that are available commer-
cially. Because of the limited- amount. of time available for class sessions
these are not worked into the designs for Unit IfI. However, if there is
sufficient interest on the part of the participants in trying out some games
such as these, the leader might, with the participants, set up a block of
time when these games might be played, such as a Saturday miw-workshop.
It is recommended that such a session would be most beneficial 11 the
leader would be present to_answer questions and to show how learnjngs.

180
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come out of the games relatiné to the content of this course. -

Another possibility would be for a task force group to use .these games as
samples and experiment with the development of games themselves.

Zolll, after pointing out the advantages and disadvantages of c’{;%mercially
produced business games, presents quite detailed suggestions\for all the
elements to be considered in the development of games to fit a particular

s

The creation of games and simulations by participants.themselves is an
example of John Gardner's recent statément that all too often in cur
teaching we are giving stidents ''cut flowers when we should be teaching
them to grow their own plants." His statement reflects recent trends _ -
toward self-discovery and actively involving students in the process of
learning. , ) - NG

If a task force group develops a game, -there should be an opportunity
made for the game to be tested through use by the other participants in
the group and 'feedback given to the originators as to 'how-it might be
made more effective. )

-

e
A helpful discussion about games for classroom use fs given in the 1971 -
edition of Simulation Games for Social Studies, by William A. Nesbitt,
published by the Foreign Policy Association. This work includes a
bibliography of games as well as a bibliography about the use of games
and their formation.

T2

et

ey

3

~— IAllen A. Zoll, 3rd, Dyﬁa.mic Management .Education, 2d. ed.
(Reading, Mass. : Addison-Wesley, 1969). pp. 371-397.
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75 Min. ' .
Periods \ N
1T 4.1 Perception
8 . w

Work Assignment 10

L3
' .

4,23  and Concepts

4.21- Introcfuctxon to Motivatmn Theory )

N
SCHEDULE
BLOCKS

UNIT 4

; 20 4.24 Chris Argy'ms
, i /Y
¢ \ Wc;rk Assignmei;t 11 N . o
21  |[4.25 Douglas e |
22 \ McGregor : . _ °
. Each solid block represenfs one .
Work Assignment 12 class session and implies.a 150~
minute instructional session,, The 3
23 '[4.26 Rensis course is planned for 15 weeks with
24 \ - Likert ' two 75-minute periods each week.
vb V The words in each block indicate
. lork. Assignment 13 y " only the basic concepts under con-
Vo sideration. The Arabic numbers
25 | 4.27 _Frederick Herzberg | correspond to the unit numbering
26 4.28 . David C. McClelland in.the course outline.” Work Assign-
’ '1; ments to be assigned and completed
' Work Assignment 14 R * outside of class are > also indicated.
27 4 29 \Saul Gellerman i
28 Review and Evaluatlon
Work ?ssignment_ls -
29 4,3 Oréanization . ’ ‘ ? ! )
30 Developnient (OD) ' , 0
Y . . \ . ., -1
Proposed Periods ! .
11213(4516{7]8]9 10f11}12/13]14[15[16]17][18]19]20f 21] 22] 23[24] 25 26 712829 30
Unit1 | Unit 2 Unit3 . | Unit 4
185 !
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‘4-'.1

4.2

OVERALL -
OBJECTIVES

UNIT 4

To introduce the_ conf:ept of percep'tion. .

-

To examine some motivation theories and concepts, partzcularly
as they relate to the work place.

A

To examine the th,eo‘ry and methodology involved ih Organizational
Development (OD). .
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SR  OBJECTIVES _
S UNIT 4 , » S
. CSECTION'1 - - ¢ *
' . . /i, - '
4,1 . Perception 7 e . . M
- i ] * v
S " " . 4.11’To show how perception affects our behavior.
- "~ 7. " 4,12 To show how perception affects one's interpersonal behavioz.’
4.13 To show how percepﬁon affects .one's impressions of others. .
.'., * ‘. . ’ . ) \ c’ —n~
$ 4.14 To show how perception sets up defensive.reactions to others.
A .0 LY B .
) -\4:»15 To-examine some of the factors that @anance-perception. .
- . 4.16 To analyze how one's personal norms or standards are used
to judge others. * . . .
S B 4.17 To evaluaté the influence of perception in the work situation.
t ! \
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. Unit 4, Section 1 - —. o

.r“ .
/ . ; . 4
{ : . Con -

o /‘- © - -, PERCEPTION '
-Summ ry Outline for Meating on: o .
PERC)’EPTIO\I s T : :
- 3 / .

Obi ctives for the Meeting* , -

L —
- i

H To demqns rate parcepmal differences.
- T
s To emmme sore ‘bi%the factors that mfluence perception.
f ;
C. To show how | perception affects one's behavior toward ethers.

D.  To evaluate the influence of perception in the work place. ' S
AR

e - . F3

.
- R e

- - Evaluation: ~. e T
Participants will be congidered to have underatacd these concepts when
____ they have demonstrated that they are able to apply the learning they have
accomplished, both during home study and during the m°et{ng,bo situa-
tions ariging during the session. K

- r : [
Pre-Meeting- Prengratlon: _ S .

A. Completion of Work Assignment 9.

B. Reading as discussed at conumslon of lz‘zst_meeﬁng,

Timothy W. Cosgtello and Sheldon S. Zalkind, Psycholo
" Administration: A Research Orientation (Englewood
Clifis,N.. . : Prenttce«Hall, 1963), pp. 6-64."

Roger Harvison, “Defenaes ‘and the Need to Know," in
Willam B. Eddy and otl rs, eds., Behavioral Science .

~ and the Manager's Rolé (Washington, D. C.: NTL Institute

for Applied Eehavioml Sclence, 1969), pp. 64-70. -

S
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Unit 4, Section 1
C. Suggestions for research task force on percep\;ion.

Renato Tagiuri, "Person Perceptron, "in QaM11er Lindzey
and Elliot Aronson, eds., The Handbook of Social

}

" Opening the Meeting:

Pszc‘ro’logz 2d. ed. (Readmg, Mass. .‘Addxson-Wesley,
1968y, pp. 395-449.
Paul J. Brouwer, '"The Power to. ?See Ourselves, " in William
B. Eddy and others, eds., Behavioral Science and the
Manager's Role (Washmgton, D. C.: NTL Institute for
Applied Behavioral Sciencs, 1969), PP. 37-50. -
Materials Needed: ‘ ' f
Chalkboard, or portable easel with pad. |
Chalk or markmg pens, - / ) ‘
[ T31 | through I 47 . i \
Overhead projector- ~ ‘ "
Newsprint -- 1 or 2 sheets for sach partxc ipani (;irawin{; activity)
Felt-tip pens. + ‘
Masking tape ‘
Sheets of paper -- 1 or 2 for each participant (problem-solvmg activity)
Pencils or pens.
16 mm film projector.
F-41 | -~ "How Do We Know What: We Know ?"
Suificient copies of:
Work Assignment 10 <~ ‘! ‘
Form 2 -- Report on Readings .
Form 6 -~ PostMeetmg Reactzonnalre -

A B

State 'the objectwes for the meeting in your own words.
i
Outline briefly the sequence of actwities that will make up the meeting:
A. Content presentation on perception. :
B. Film presentation. |
C. Drawing activity. \
D. Problem-selving activity with new symbols.
!

1The-enrichment module on perception, included in the Stuc}!y_
Guide, contains some supplementary material on perception in thc‘ work
place which might prov ide a useful starting point for a research tasl\ '
force.
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E., Committee meeting exercise.
F. Summary and briefing tfor next session.

A.  Content Presentation:
T 7 "Pereeption -

The subject of perception lends itself to a presentation using
visual aids, and thé leader will find that transparencies can be most
helpful here in stimulating participants' interest and discussion. He
might begin thh some remarks similar to the following: '

This session deals with the problems people
havé in-understanding the limits of their own
objectivity, and the perceptual differences each
of us has m observing. obJects, events and

11

, ) _people.
At this point, the leader might show the well-known "Wife or Mother-
in-Law" drawing, to 111ustrate perceptual differences among N

partxcxpants. ’ -
[ T-31"| "Wife-or Mother-in~Law ?"

This figure canbe seen.as a young woman or
as an old hag. It'has been referred to facetiously
as the wife and the mother-~in-law.

Dependmg on partxcxpants' reactions, the leader can ask questxons such

as the following: ’ :
What do you see ? (Answer will normally be,
"a woman. ") -

How old is she ?

5
How would you describe this old (or young)
woman'?

Ask someone who sees both the old and the young
woman to use pointer and outline both figures

for the class until the majority of the partici-
pants see both figures, - .

1 ‘ ]
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What does this picture demonstrate about
perception ?

This drawing has an interesting history. In the
1930's, it was used in perceptual experiments
conducted at the University of Arkansas by )
Robert Leeper. Three groups of students were
selected. One, a control group, was shown the
ambigudus wife /mother-in-law drawirg with no
preparation at all. A second group was given
verbal preparation, and the third group was
perceptually prepared -~ that is, they were
shown a picture of the old woman before they were
- ’ shown the anibiguous drawing. In the first group,
65% saw the young woman and 35% saw the vld

/’ o8 woman. The results in the second group were
// somewhat inconclusive, but similar to those of
“” the control group. In the third group, all but

‘ one of the students saw the old woman. v

- Results from experiments such as this tend to
show that our perception is influenced by our
previous experience and by our needs. They.
show thaé'perceptioq is selective.

—r

LA - e

The leader might wish to show some other visual illusion trgnsparencies,; N
to illustrate further that our perceptual processes do rot operate like a

camera and that frequently we do not notice things until they are pointed

out to us. . .

\ For the most part, our perceptions serve us
very well, but it is easy to take the accuracy of
perception for granted. Hence, in the study of
perception, psychologists have turned to illustra-~
tions in which perceptions are obviously mis-
leading, in order to find out how the perceptual .

. . . . ——————
1Robert Leepe r,__:'_é_s,'mdy.of—a—Neglmion of the ield of

) ‘/_Lmninr:JFIm&opment of Sensory Organization, ' Journai of
T Genetic Psychology, 46:41-75, 1935,

-
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process works. Geometric and design illusions-
have been studied for many years, but their ex-
planations have never been fully agreed upon.

|- 32—]——-—’I!he—Anrowhe'adf—Illusion——~

Although line B appears longer than line A,
both are the same length.

~T-33 | = The Book Illusion
The drawing on the left represents an open book,
its pages facing you. -“The drawing on the right
is-also of an open book, but its cover is facing
you this time. The edges of the book on the
left are closer to you than the spine, while the

* opposite is true’of the book on the right.

| If the two boolfd total objects are about the
; same distance frém you, the spine of the one on
the left is farthér away than the spine of the
book on the right. Since the two spines cast the
same length retinal images, however, the one
eft must be longer.

) /’[ T-34 |  The Vertical-Horizontal Illusion

(Hat Drawing)

Thé vertical line seems longer than the horizon-
tal, though the two lines are equal in length.

The top hat illusion is a variation of the vertical-
horizontal illusion. The stove pipe portion of
the hat seems longer than the brim, though the
two are actually the same length,

T-35 Parallel Lines fsion - ——
The two vertical lines are‘_straight and parallel

‘although they appear somewhat curved: a shape
distortion illusion. ’
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| |

The Lamp Post ITlusion

The illusioh is based on inaccurate perception.
of relative size due to contrast with surroundings.
In the lamp post illustration, the vertical poles

. whlch are in fact of equal length™ appear to be
qu1te different; those that appear farther away
also appear longer.

i | T-37 ]

This transparency shows the effects of previous
experience upon perception of distance, All
six heads are assumed to be approx1matelv the
* same size, but they are at varying distances
from the perceiver.

, Previous Knowledge

1

This. transparency api)ears quite confusing at
first, but becomes clear as the overlays are
added.

A
<

After he finishes with the transparencies, the leader might summarize
- the main concepts, and then devote the next half hour of the meeting to

a film presentation.

-

-

IS

B.

-

R
Film -Presentation: ) -

t - 3
| F-41 .| "How Do We Know What We Know ?"
‘ v (29 minutes) .
i
This film, whijch is narrated by Hayakawa,
illustrates the concept of shape constancy in
relation to perception. When,a door swings
open toward us, -its rectangular shape goes
through a series of distortions. It becomes a
trapezoid, with the edge toward us looking higher
than the, hinged edge; the trapezoid grows thinner
‘until all we can see is a vertical line —- the,
thickness of the dopr. We can distinguish these

, changes, but what we perccive is an unchanging
. . ,
o, - '
¥ , iad

A
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» door gwinging on its hinges. The fact that the
door does not seem to change its‘shape is called
' shape constancy. As ahother example of this
‘ phenomenon, when we. look at the top.of a glass
we always pergeive it as being round whether

we look down on it or view it from the side.
. , 3

'The distortions that occur when a familiar débject
rotates are usedsas cues to its. rotation rather.
than as indications that the object is actually
changing. This principle is illustrated in the
film with a rotating trapezoidal window. No
matter what the position of the window, our ex-
periences with shape constancy suggest that one
edge is nearer than the other. Hence, as the
window rotates in space, to the observer it
appears to vacillate back .and forth, with one .

yd edge always staying in front. Because-we con=""
tinue to See the window as a familiar rectangle,
we are led-into illusory perception.

T ) In the film, Hayakawa discusses the nature of

perception and knowing. He illustrates how

experience involves a transaction between per-

ceiver and the thing or event being perceived.

He demonstrates the '"trapezoid window" illusion

created by Adelbert Ames, Jr. He relates

‘ ‘ S perception and knowing to communication.

Albernate F11m Presentatlon

- + Other films which might approprxately be shown at this pomt in the
course are the following: N
. %
F-42 “"Experience as Give and Take"

(29 minutes)

o The film is so convincing that some of the
. \ . viewers will probably not believe the explanation
y R ~ .
.o 1Adelbert Ames,. "Visual Perception and the Rotating Trapezoidal
Window, "' Psychological Monographs 65:5-12, 1851. (Monograph No. 324&
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»

of what happened. The film illustrates that we
mainly perceive things and environméntal objects
as being "thinglike," that is'as stable and
»enduring. The stability of perceived objects
depends on varipus constancies of which one is

" ""shape constancy., (Others are color and

brightness constancy, size constancy,. and loca-
tion constancy.) ’

F-43 | * "The Eye of the Beholder"
(25 minutes)
Originally produced as an educational and train-
ing film on perception, this film has been used
extensively in management and supervisory
courses, college classes in psychology, seman-
tics, speech and business administration. It
deals with the field of human relations and brings
out six pitfalls which should be avoided whén in-
dividuals observe others. Ask the participants
to try to determine what these six pitfalls are
as they watch the film,
The' leader should show the first part of the film
which sets up 2 situation, and then stop the film.
A progression of dramatic events is presented
culminating in a scene where a girl is found
lying on a courch with a red-stained knife,at her
sidé.

-
-

The par ticipants should be -divided into groups
of 5 (or any convenient number that is not too -,
large) and asked to decide among themselves
which people are responsible for the situations
shown. ' :

Affer a few minutes of discussion, the entire
group should be reassembled to see the remain-
ing part of the film which shows facts as.they
really were rather than as they were probably
percecived by most of the participants ia the
class. ’ ’

!
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In d1scuss1on after the film the leader should remmd the participants
that they were to observe the six pitfalls which should be avoided when
individuals observe others. Suggestions from participants should be
hged on the board or easel, and eventually the following should be .
brotight out: *

. “Snap judgments

1

2. Projection. ¢
3. -Prejudice.

4.  Predisposition

5. Preoccupation

6. Lack of appreciation for other people s

dreams and ideas:
C.  Participant Activity:
Individual Drawing :
The purpose of this exercise is to demonstraie the way people
attach meaning to situations and react to them with various feelings in
the light of their previous experience. R .o

.

* Pass out newsprint and felt-tip pens, and ask.participants to draw a
picture of what they would consider a "typical supervisor' in a given
library situation. Ask them to make the drawing large enough so it
can be seen by the total group. A few should-then be selected for dis-
cussion by the entire group, focusing on questions’such as the
following: ’

What type of a leader would you say this
supervisoris? |, | | .

What characteristics about the p1cture lead you
to-this conclusion ?

Alternate Activity: o .

Transparency Presentation )

Rather than having participants make their own drawings; the
*leader could bring out the same points by showing the following series
of transparenéies and engaging participants in a discussion.

. [z  throuen

-~
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Unit 4, Section 1 . ‘
. N h , These scenes show people and situations that

. - aremore or less familiar to libraries, The
> drawings are sketchy and do not include. much

: detail. Each scene is deliberately left open tp/f/—'/

. a considerable degree of-interpretation.. —
» /‘ . -
- N . - ¥ // . '
The leader could show two or three of thesg Scenes at most, slowly, one

' at a time, asking such questions as: .
- . ~“Who are the people in this picture ? .
o What are they doin%ﬁ '

/ . What is going to hap.peni next ?

Specific ciuestions will force participants to place themselves in the |
“situation and to define it in termsg of their own experiencé. Invariably, .
there will be different interpretations; and the leader can take the .

bpportunity fo draw a parallel with the way individual perception operates “

in the work place.
"Altérnate Activity:
Group Discussion - : .
\ An interesting example in fiction which shows the personality and
, Perceptual d@_fferencés of two brothexs can bg seen in Sinclair Lewis’ ,
novel, Work of Art, The leader-may wish to use this material which is-
presented in | H-4:1 | as a focus for general or small-group .
discussion. . ’ . . : '

—— .-

2

. .« ~D.__Participant Activity: _ -
. Problem-Solving with New Symbols?! ) Co.
t This activity is designed to show that withouit adequate clues to
' understanding, a very simple problem may be extremely difficult to
Solve. All the pictures needeq for this exercise are included in|_T-42]
through | T-47 - It is suggested, however, that the leader project

* ’ . » . 3

TAn adaptation-of this exercise from the Instructor's Manual of - -
the County of Los Angeles Supervisqry Improvement Program is pre--
sented in Training and Continuing Education: A Handbook “for Tlealth.
Care Institutions (Chicago: Hospital Research and- Educationaf Trust,

S 19’70)', pPP. }30-131. ) ’
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° which shows the symbols, on the screen, and write the rest
— of the material on the board. This way the symbols are easy to remove
at the required point in the exercisef and participants will have before
them all problems and solutions as the exercise progresses. - -

. -

P

To beéin, /the leader should make sur'e'. that everyone has paper and
pencil, and then he shows: -

S g Symbols Lo

Let's suppose that these symbols stand for

thest numbers. Now get your paper and pencils

e . ready to work out some problems in arithmetic

without using any numbers. Use only these

-8§mbols on the chart. This is a problem in
multiplication.. Woxk as fast as you can. .

o | T-43 | ‘First Problem

Rather than showing the transparency, the leader .
might write the problem on the board, leaving '
[ T-42 l on the screen. He should stop the
participants before they have time to finish, .
asking whether they found the-problem easy to o~
solve. Then he might show them the ‘solution, . N

" -with transparency or writing it on the board. ‘ '

<

.. [T-2a | Solution to First Problem

After shéwing participants how to'solve the first problem, he might re-
late it to problems at work,-by saying for example:

+ The, confusion you faced as you tried to work o
! this problem was probably quite similar to that
facing an employee ag he tries to learn a new
¢ . joh. And here, you had-a break that the new

s employeé doesn't ordingrily have. : You knew .
;? something about the job -- you ‘knew the Arabic :
’ ) ’ numerals. The new employee very likely khows

. - nothing about what he is to do. )
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¢
Thén the leadér_should put the next problem on the board.

L4 .

~
a—

3 - [T=45 ] Second Problem’

/ " Ask the Participants to solve this problem, and
: as they start to work, remove the chart | T-42 |
that shows the symbols and their equivalents,
The participants will protest that they cannot
work the problent without the chart. Explain to

« them that they really can arrive at the solution
, if one more step is taken, .

) [ T-46 ' The Clue '

. =
1 -

Draw the tick-tack-toe shown in this transpar-
-ency which gives the clue. Explain that eackh

. section of the diagram stands for one of the
Arabic numerals. Then erase the diagram (or -

remove the transparency if you are using a
"projectory,

o

o

Ask the participants whether they can now work
the second problem. Point out thn % the flash .of
understanding they just experienced ~- when
they realized that the entire series of symbols
could be remembered by applying the system
shown in the diagram -- represents insight and
perception. Psychologists would. call this an
. “ah-ha!* experience. '

——

: T-47 | Solution to Second Problem

*

This exercise demonstrates how important it jg
for the supervisor to.provide the clue for under-
standing to the employge. What is well pefecived
from all angles by the supervisor may he a new
language or a toially new perception for the
employee. Ii demonstrates that frequently we
do not sce things unti] they are pointed Sut to us.
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F. Participant Activity:
> Committee Meéting with New Membersl .
This exercise is a status interaction study. its purpose is to per-
ceive the effect of status differences on interacti-a and deference among
group members. The example here is set up for ten part101pams, but
* more than one group can be conducted at a time, so a Iarger fumber can
be accommodated if need be.

1
R

The room should ‘be large enougil to acoo;ﬁmodate the groups, YWwith
movable chairs which can be afranged in a circle for the committee

meeting portion of the experience. A separate room where new members "

can be isolated must also be available.

To begin this activity, the part1c1p'mts shou be formed into groups-of
/10, with extras bemg assigned as observeérs.  “Th introducing the ex-
perience, the leader should not reveal its actual objectivé, hut should
make some remarks like the foIlowmg

‘ ' We are going to explore ‘some of the problems
* involved in brmgmg new membexs into groups.
The group of which you are now a partisa
. library-community plaifhing team, debating

v ~ today on which of two programs should be pre- .

sented as the number one priority at the city
. ‘ budget hearings: (1) bookmobile service to
outlying neighborhoods which have no library

i  service, or (2) storefrgnt libraries to serve
the unserved in the inner city. Both services

’ would constitute new programs, both are badly

needed, and both would requxre additional

funding.

1 -
As your committee meets today, you will have
two new members who have not met with your -

_group before. .

-
Ve w—— v —

N\
*
3 .

At this peint, the le%xder chooses at random two members from the

1 Adapted froi- William Pfeiffer and John E. Jones, A Handbook
of Structured Experjierices of Human Relations Training Vol. 2. (lowa
City: University Aséoczates, 1970), pp. 9193,

*
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groap (or from each group if more than one). and sends them out of

the room. They will be the new mergbérs. While they are out of. tha

R / o rpom, the leader shnuld brief the remainjng paﬂicxpauts.

/ . .o ~ The two new members of your commlttee are
/ o, ) i very different in terms of prestige and powery.
o . . One is a wealthy businessman, prominent in
: / . community affairs and a.member of the Mayor's
,;éw ' o ¢ Tasl Force on Comimiunity Priorities, .He is ‘
K T also the head of a’large private foundatioh, The |
othexr\works as a hardware store clerk, and
‘ knows little about libraries.

L The new members will be fold nly that they are

- new members of your committee. They will not

*r kuow that one is a prominent businessman and

. . the other a clexk. It is essential that you not
e reveal thig to them. Call them both by their

{ last names, "Mr, so-aud-so" and refer to

youraelvea in_gimilax fashion, by your last

names.

- The group members should then arrange their chalirs in R circle, leaving
. two chairs empty on opposite sides of the circle for the new members,
" The leader should glve I‘iml instmtlons
" You must agree now that whichever new member
\ o © gits in the empty chair on my Tright-hand aide

' (gesture toward thechair) will be the business- .
- . mun, and the new member who sits on the other
PR ‘e ' < . side will-be the clerk, .
A , Then'the leader should go to the ofher room, and brief the new members

as follows: . |

. You remember my description of the library-
» Sy . gommunity planning team 'whose job it is to de~
oo o « " clde which new program to make the numher onv
- : ' ’ * priority. You are to be the new members of the
E s " o commitiee: you have not met with them hetore,
E . ' When the theeting 1s over, | will ek yeny o

. . . - 202
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‘ you felt about the receptmn whmh the committee T
ce - . .gave you.
Then ask one member to support innercity ° A .
. service, and the other to support bookmobile
N service to the outlying neighborhoods. ' : *
. ¢ Q“\ . N ,e..
The new members then rejoin the group, and the leader asks them to . .
discuss the topic for 1Q. minutes.
When the tlme is up, the leader should interview the new members on
how they felt about the kind of receptlon they. received from the com- _
mitteé. After the interviews, -he should ask the group (or groups) to
" "release’ the new members from -t]{elr roles by explaining the design
: involved.

ﬁhe leadgr might conclude the actmty by leadmg a general discussion )
concert the effect of status d1fference oir group member interaction. ) -
The follWing points m1ght be brought., out , e Lt i ’
7 \
_, . We treat, people differently according to the
i amount of power and prestige they possess.'
’ This dxfferenhél treatment 1s 1nd1cated by C
{o o deference or neglect, and.in the -case of the'
5™ [ - hlgher—status person, by directing more com- )

munication to him, and. sometimes by keepmg C P

unpleasant facts from him. /"

] EEEY R

- ¢ S LR
As a result of such differential treaﬁnent the % |
recipients of such treatment. feel elther secure
or insecure in the -group., '
F. . Summary and Bnefmg for Next Session: T i
In concluding the session, the leader may wish to conduct a
general group discussion about the importance of perceptlon in the work
place. In sucha discussion, -the following points, among many p0551b1e

others, could be brought out for emphasis: - T e e

1. There is always subjectivity -and bias in
our perceptions.

> 203 ’
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e e 2.5(’ People perceive thesame event, situation

or person differently, -
3. We tend to hear and see the things we feel -~
’ ,We need to hear and see, : .
4, We exXpgrience objects, events and Peoplg -
on the basis of our own preconceived
. attitudes, . . e
S 5. There are more than two sides to a story. .
-~ "There are an infinite number of sides
to a story, " ..
6. When the objects of perception are ambigy-~
~ ous, ‘the perceiver-tends to- give them more_
T - meaning than the stiipulating conditions
alone demand, What, he_percgiye_s may he
determined to some degree by his owri
neéds and personal valués..
L 7. Perceptioniis selective, so we attend at -

. : 'once to only\“ part of the influx of dse_nsory

. Stimulation we receive. Factors of advan-
o ‘ tage,nfavorin\g attention to one paf;tefn.or,‘
| . stimuli over another, reside partly in the
stimuli themselves, but also jn both the
" habitual and momentary interests of the
T E . ' individual.

. P e ek om 4

. o 'I’hen:' before the meeting "ends, the lezlder should make brief reference
to the topic under consideration next time - motivation theory in
general, and the ideas of Ai'gy'ris in pa.rticular\:- and to whatever

o reading he feels it most important for participants to be pursuing in
the meantime. He might consider recommending: ‘

A \ ) .
Saul W, Gellerman, Motivation and Produc“tivity (New York:
American Management Assbciation,196'i3), Pp. 1-31: 101-110,
Abraham H; Maslow, .Motivation and Personality, 2d. ed.
(New York:-Harper and Row, 1970), }
Chris Argyris, Integrating the Individual and, the Organization
(New. York: Wiley, 1964), especially pp."\146-191. )
Fritz.J, Roet’hlisberge"r, Management and Morale (Cambridge,
© Mass. : Harvard, 1949), ' o

-
d ~

- ="Partic ifﬁlﬁt‘s"s'h‘ould'be*giVcn"time~to—f-i11 out-Jform-6, -the post-meeiing
reaclionnaire, before they leave,and copies of the following should also

%
.
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OBJECTIVES
! .

UNIT 4.
.SECTION 2~

i . -

4.2 Motivation theories in the work place.

. »
w . ,

4.21 To explore the question of “’rhy man woz('ks. ’

4,22 To review some earher co cepts of motivation in terms of .
MecDougall's instincfs, Murray's psychogenic needs, Co
Tolman 8 purposivism, an 3 Maslow s merarchy of needs.

- e s — ——ry

1

4.23 To examine some motlvatl nal debermmants of effectwe job
.performance.

4.24 To examine and discover Practlcal applications of Chris
Argyris' theories of motiystion in the work place,

<

© 4,25 To examine and discover|practical applications of Douglas . .
+ _ McGregor's theories of otwauon in the work place.

4,26 To examine and dlSCOVG pracfcaial ‘applications of Rensis
Likert's theories of motivation in the work place.

, 4.27 To examine and d1sc0\?ér practlc abphcahons of Frederick
Herzberg's theories 03 motivation in the work place.

4.28 To examine and dxsco(/e,r practxcal apphcatlons of David C. \
McClelland's theor )eé/of .amotivation in the work place. |

4.29 To exa.ming,a.nd dlscover practical applications' of Saul
Gellermafi's theories of motivation in the work place.
‘ E ) /’/,/ . ' v ¥ _z \
" B . %




No. Unitd, Sectiof 2
NTRODUCTION O MOTIVATION THEORIES AND CONCE”PTS

“

ummary Outline of Meeting on: - o
C /H\ITRODUCTION TO MOTIVATION =~ ' .
‘ THEORIES AND CONCEPTS .

.. {
Y - .

ijectnves for the Fxrst Half of the Meetxng . ' o e
. .
A, ’[1'0 examme the meamng of motzvat10n~ L .
' ° - . “
~ B. To 1dent1fy motivating factors in the work: place. ,
&
R } .
- C.. To exam_iine‘ Maslow's motivation theory.
- f : 7 T C o .
D.. ‘To conS}der practlcal value and applicability of Maslow's theory
o 'to managers on the job. ) ~
S
" Evaluation: -

Partxcxpants will be considered to have understood these- concepts when
they have demonstrated that they are able to apply the learning they have

" accomplished, both during home study and. during the meetxng;~ to-situa-
' “tions discussed in the meeting.

"
; Pre—MeetinJ Preparation:, -

(3 - s

A, - CompZetion of Work. Assig;n"x)nent 10.

B B.  Reading as discussed at conclusion of last meetxng
» Saul W. ‘Gellerman, Motivation and Prodactwn.(y (New York:
. S American Management Assocxatxon, 1963), pp. 1-31;
h

101-110.

braham H. Maslow, Motivation and Personahtg, 2d ed
f (New’ York: Harper and Row, 1970).

/
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/" Outline briefly the sequence of gctivities that

U'r].i, 4, Seétion 2

>

-

C. Suggestions for research task force, -

John P. Campbell, and others, Managerial Behavior,
Performance, and Effectiveness (New York: McGraw-

: , Hill, 1970), pp. 340-384. A

) Abraham H. Maslow, Eupsychian Management (Homewood,
“ w7 37HL3 Irwin, 1965). ’ MR

4 ¥ :

-
LY v - - ;7
- :

Materials Needed:
Chalkboard, or portable 2asel with pad.

Chalk or marking pens. ° Te
[ T-14 |“and | T-15] . . '
Overhead projector.’ - . ' '
Sufficient copies of the following: R

Hrd:2' B .

H-4:3 g . ,_;5;’.:' ; °//v s
Work Assignnient 11 , w5 / ’
Form 2 -~ Report on Readings .

,Forni 6 -~ Post-Meeting-Reactionnaire
Form.8 -~ Viéwer's Film -Critique

"

a . . .
Opening the Meeting: = \
State the objectives for the _firéqpart of the meeting in your own words.

will ;nake up this part of

-

the meeting:

~

A. Content, presentation on motivation.

B.  Participants' critique of preséntation.

C.  Individual examination of motivation.

D.  Confent presentation on Maslow. = -
. Group activity relating Maslow's concepts
to actual work situations.

<

E

A.  Content Presentation:
Motivation o - B .
The purpose of the first part of the meeting is to proyide partici-~
pants with some general background material on motivation in prepara-
tion for the more detailed exploration of individual theories in motiva-
tion-that will follow in the next few sessions of the course. o reinforce
learning of the various concepts and theories covered and Lo serve as a
general review at the last session on motivation, it is suggested that the
leader ask cach participant to select from his reading in current

4 - t .
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literature a mdnager or administrator whose style interests him, and to
" examine that person's style and motivation philosophy .in- depth. Part

of the.last session on motivation then (4.29) could be devoted to group

discussion of the various aidminist_rét_ors participants have studied.

To begin, the leader might distribute | H-4:2 | , making the-following
* .. charge to participants: . . v . -

As you know, we ‘are going to’be considering the .
subject of motivation today and in the next - '
four sessions of the course. ' Each of you should
select from your reading in current literature
a.manager or administrator whose style, interests '
you —- perhap§”arSec_rqtary of State, a middle
. : manager at-General Motors, a regional ehairman
of a civic asbobiation, or head of a local -charity - ™\
, © drive. Pick someopewhose S$tyle interests you g
- ¢ and then leatn in depth about him or her, diag-
/ ' nosing his leadership style and determining ingo- L
far as possible his philosophy of motivation. TR e
How does he mativate those who work for him ? '
. . ) ? . - .
) 1 . Use the questions on.the handout as giﬁdelines for '
- - your analysis. Four sessions from row, when we - N
s ’ are conf:luding our examination of motivation, ) ’ .
we will look together at'the adminigtrators you N
‘have selected and at your analyses of their man-
' agement styles, . ‘ ;

Then, the leader might begin-his presentation on" motivation by examining
‘with participants the meaning of motivation. How.can motivaﬁion be de~ -
fined ? In view of the fact that psychologists and managers alike have
great difficulty in adequately defining the term, and'indeed a imiversally
accepted definition of motivation is conspicuously lacking, it is too much., .

to expect that the participants will be able to comé up with the perfect . .
definition; =~ : =
“ ) } k4 )

1As an alternative, participants working ‘as a team or -as individuals,
could investigate management styles of library administrators, from
reading in library literature and by actually interviewing them.

211 e L

200 - o




Unit 4, Section 2 ‘ - G

It is suggested therefore, that rather than asking for a definition, the
leader-instead ask the group for some key words or concepts tha% indicate
what an individual's motivation has to do with. To get things: going, the
leader might begin with some remarks such as the following:

v

Two questions which have long been asked by e
psychologlsts and managers alike are: (1) What
are the factors which tend to motivate human
beings in their endeavors ? and (2) How does the
‘manager -make optimum use of these motivating !
factors to accomplish the best possible job ?
< , Before proceeding with a discussion of motiva-
tion, it is appropriate to think a bit about the
. meaning.of the term. . A universally accepted
definition of motivation is conspicuously lacking.
Investigation reveals many schools of thoughtom =
. " both the meaning and the significance of motiva- .
- “ tion. Before we discuss what some of the defini-
) tions.are as.presented. by leading. theorxsts in the
. “field, letu® consider, very generally, what con-
stitutes motivation. What factors are 1nvolved
in an individual's motlvatxon ?.

The leader should then ask for suggestions from participants, and write
them on the board or easgl, thus making a list of fagtors that have to do

with motivation. The hat would probably include such-words or phrases’
as the following: - ~ -

o

\ --Goals
--Direction of behavior (what an 1nd1V1dua1 :
chooses to do when présented with alternatlves)
- --Strength of response (effort) once choice is

- made; expenditure of effort.
- . --Persistence of response (how long will he smk
< e T - stick to it?)

--What sustains behavior ?

-=A group of related variables, such as: needs,
drives, 1ncent1ves exp;:ctancy .

, - _--Job satisfaction . 7
Q\ --Pérformance level .ot

- ==Self-actualization.
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It Ymight be useful to leave the list on'the board, once it is completéd
for later in the session‘it can serve as a checklist against which various
t«heorles of motwatton can bé assessed and compared.

If he chooses, the leader m1ght then sum up by makmg a general state~

ment about métivation, such as the followmg by Campbell 1

~

5

individual's motivation has to do with (1) the
direction of his behavior, or what he chooses to
do when presented with a number of possmle
alternatives; (2) the amplitude, or strength,of
; the response .(i.e., effort) once the cRoice is
N - made; and (3) the persistence of ths behavior,
or how long he sticks with it. The term
« 'motivation’ convemently subsumes a number of,

"Very generally, we can begin by saying that an -

a

other variables such as.drive, need, incentive, , .°

¢ reward, expectancy, etcs It is these variables
*which are important for the study of motivated
-behavior-and-to-which .our.attention will be _
directed. " . -

-

_ It might be useful for the leader to highlight very briefly some earlier

concepts of motwatlon, such as those. of MeDougall, Murray or Tolman
(see Studz Guide, 4. 22), for while such theories do not appear adequate
today, they help to illustrate the vast complexity. ‘of‘the subject. The

leader could show ] T-15 | to illustrate Mutray's 1deas if not already

shown earlier in the course.

At a certain point in his presentation, the leader can get useful feedback
and in addition involve the participants more directly by using the

1 * o
o~

B. _.Participant Act1V1ty
_LCritique of Leader's Presentatlon
" The total group should be divided into pairs, and. mstructed how
to/proceed . ,

Ljohn P. Campbell, and others, Managerial Behavior, Perform-
ance, and Effectiveness. (New York: McGraw-Hill, 1970), p. 3407
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. “, ' 1/3 of the ;;b.irs.shéuld lock for points in the -
I leader's presentation on whick they would like

further ciﬁrification‘ -

1/3 should look for pomt.a W1th whlch they tend
“to- d1sagree . .

//3 should look for concepts that seem to have
particular importance or application for them
in their-own library job situations. '
- ASte‘r the pairs have had a chance to talk with each other for a few
miputes, some from each of'the three groups should be asked to bring =
] befg\?e total group-the points discussed. Key concepts could b .
. listed on the board or easel as they are brought out.

C. Participant -Actw1ty: . o
Individual Examination, of Motivation
__In studying motivafion theories as they apply to work situations,
) =" "the best preparation participants can make at this pomt is to examine
St closely their- own motivation-with- respect to their jobs. The purpose
of this activity is first to facihtate such self-—examination, and later to
compare the results with Maslow's, concept of man's need. hierarchy.
The leader should distribute the following handout and instruct gartim-
B pdnts to fill it out, as!\mg that they not sign their names. . .

. v .

| H-4:3 l - Factors Which Motiv te Me

Wheﬁ the sheets have been filled out and.collected, the leader should
- . then begina discussion of Maslow's mativation theory.

» .
. i

~ F« *
D. Content Presentation - . L . ‘ .
’ Maslow's Motivation Theory , B . ’
Depending on how the material in the second unit of thxs course
was covered, Maslow's theory may ar may not have alreaay been ade-
quately investi gated by participants, and the leader can make' his pre-
scnmtxon ‘accordingly. He may simply refresh participants' memories
» by showing again

. . -| T-14 | Hisrarchy of Human Necds‘)(Maslow)
} e\“ 3
4
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s or he may go into conmderable detail descnbmg the five levels- of pre-
o ‘potent needs as Maslow conceptualized them. It should be' pomted out in
any case that the need levels are mterdependem and overlapping, éach

higher need emerging before'lower needs have been satlshed
completely. : . "’

L -
A

‘ " Most individuals tend to have a higher. satisfaction.at the lower-need
- - level than at the higher-need levels. Maslow has said that*the .average
citizen is 85% satisfied in his"physiological needs; 70% satisfied in .
safety needs; 50% in his social needs; 40% in his ego needs, and 10% in
his self-acfuahzatxon needs. 1 A . .

~ * .,

- . *

. H \\—_

E. - Part1c1pantAct1V1ty T ) Lo
Matching Motivational Factors with ‘
Maslow's Hierarchy .

The leader might conclude his presentation with the following ~
act1V1ty which serves the purpose of causing participants to consider in .-
general terms actual’ job-applicability of Maslow's theory, and in
‘personal terms their own motivation as-it relates to Maslow. The. leader
should pass out the same handouts he previously collected, I H-4:3 |
and as they were not originally signed they can be d1str1buted aibitrarily.
‘Part101pants should be instructed.as followe:

A Ve adine (LT T s e e

” .
- rd

_ Indicate beside each of the 28 motivation -
factors the‘hierarchical category in which it
would fall. On this list no faétors pertain

» to level one -- the physiological needs --'sb
on‘ly the remaining four need be considered.

v A < - "
After the participants have had 5 to 10 minutes to identify the categories,
the leader might go around the-group asking each to identify the need
level of one factor, until they are completed, Ae the levels are identi-
fied, they can be summarized on the board or easel, The results
should resemble this list:

-
.

* lTi'n)bthy W. Costello and Sheldon S, Zalkind, Psychology of
Administration: A Research Orientation (Englewood Cliffs, N.J.:
. Prentice-~lIall, 1963), p. 63.
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Physiological Security Social Ego Self~Actualization \
(Not included 1 3 2 6
as felt all . 5 T 4 10 IS
participants 11 . 8 9 * 23
have fulfilled 25 .12 ", 15
their basic 26 ' 13 17
needs for - 27 14 18
survival.) ° - 28 . 16 + 19
‘ R 20 . -21
v, 22
. 24, . ST,

»

Section. 2 .

.

One member of the group could be asked to determine whichfactors
received the highest response, and which if any received no response.

This part of the megting could then be concluded, with a general discus-
sion of the value and applicability of Maslow's motivation concepts to
participants’ own working situations.w The points brought out will vary 2
but should include the following:

i.,, The way most organiz‘&tions are structured, they are appealing
* to basic needs as motives instead of to higher psychological needs.

L4 -
= . ~ -

2. Traditional incentives insof%r as they ;ﬁeet needs already provided
for by the individual ;’:probably have little or no motivational

power. . ’ -

ta
3. . Egch person is an individual und at different points in time may be =~ -
motivated by different needs; therefore,“the supervisor has to

know well those for whom he is responsible in order to know what

bd

might be most apt to motivate them at a given time. T .
- t

4. Supervisors should give serious attention to.the needs of individuals.

- \ * , ) - P
5. Needs never end. T hey can be seen as’a bottomless pit, never
completely fulfilled. As soon as one set of nceds is satisfied -
another set of needs takes over. "

»

G. Gratification of the employce's basic nceds frees h:m to move {0

.

higher levels. .
L ]
216 ' :
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7. It is in the area of higher needs-that supervxsors most often fail = -
to*motxvate their workers. ~ -
@‘he leader should then conclude this portion of the meetmg, allowing -~ - a0

at least 75 minutes for a discussion of Argyris. , He might suggest in .
closing that participants view mdependently the followmg film, which ™ -
provxdes a good: mtroductxon to motivation theory ) :

F-44 "Strategy” for Productxve . -
’ . o Behavior™ ) ' , '
' ' (20 minutes) o
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o " THEORIES OF MOTIVATION IN THE WORK PLACE:
N ) CHRIS ARGYRIS

. ' S{uninary Qutline for Meeting on:
- . R : INTRODUCTION TO-MOTIVATION
THEORIES AND CON CEPTS

) \ THEORIES OF MOTIVATION IN THE WORK
"  PLACE: CHRIS ARGYRIS _ _ . e

-

.

Objectives foi'*th‘é Second Half of the Meeting: - ,
e - = T - . S,

A.  To examine Argyris' theory of motivation.
B. To identify problems in motivating library employees.
>t T . C. To examine the mix model and its appliczbility to hbrary
_ situations.
e D. 'I\‘o‘éonsi_der the importance. of interpersona‘I competence ‘as
emphasized by Argyris. . 3

%
g

~

Evaluation: o I |
Participants will be considered to have understood these concepts when )

they have demonstrated that they are able to apply the learmng they have -
accomplished to situations discussed m the class session. T

> . . * >

' o - PreaMeetingPrepa.ration: L .

i ) A Compfetion of Work Assignment'lo..' P
E’ .. N - w L N i ) 1 . . .
B. Reading as discussed at conclusion of last meetmg oo . :
o ) Chris Argyris, Integrating the Individual and the Organization

. CL - < (New York: Wiley, 1964), especially pp. 146-191.
Fritz J, Roethhsberger, Management and Morale (Ca.mbridge,
Mass. : Harvard 1949)

]
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-C. . Suggestions for research task forcel o .
Chris Argyris, "Organizational Effectiveness Under Stress, "
Harvard Business Review, 38:137-146, May-June, 1960.
- .. Intervention Theory and Method: A Behavioral
Science View (Reading, Mass. : Addison-Wesley, 1970),
: "Some Unintended Consequences of Rigorous
Research," Psychological Bulletin, 70:185-197, September,
S J 1968. (Reading s.) ’ "
) . : B - Interpersonal Barriers to Decision-Making, "
Harvard Business Réview,, 44:84~97, March-April, 1966.

* {&adings; )
) '+ "On the Future of Laboratory. Training, "
Journal of Applied Behavioral Science, 3:153-183, April-
May-June, 1967. . Reactions to the article: follow on

pp.- 184-210.
[cs | | -
T Saul Gellerman and Emanuel Kay, "Human Nature and Organi-
.+ zational Realities, " Motivation and P roductivi C {

. - Series, Tape D. (A discussion of Argyris' ideas.) -

Materials Needed: o v
. ~ . Chalkboard, or.portable easel with pad. '
~ .« . Chalk or marking pens. ; # L

Slips of paper and,gencils‘ or pens -- enough for all participants

16 -mni film projector ] -

1 _F-45 | "Human Nature and Organizational Realitieg" -

. Sufficient copies’of: , L

H-4:4 e
" | .G-3 | envelopes and instructions
Work Assignment 11 N
Form 2 -- Report-on Readings .
Form 6 ~- Post-Meeting Reactionnaire .
Form 8 -- Viewer's Film Critique =

: Opening the Second Half-of the Meeting: ‘ N =
»~ ' State the objectives for this part of the meeting in your own words.

* ¥ . & 1A research task force might find it interesting to explore Argyris'
work in the ar?ea.of interpersonal competence, including specific programs

. he has recommended, research he has undertaken, and reactions té his
"work on-theipart of other theorists.

' L 219
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. in motivating employegs .to be more - productive ?"

. them on-the board or easel beside the results from the slip survey. The _._

4

Outline briefly the sequence of activities- that will make up this part of
the meeting:’ : o . \ .
A. Participant survey to discover problems in.,
motivating employees. :
B. Content presentation on Argyris.
e C. Indiyidual library profiles using Argyris'
mix‘model. ;
D. Coopérative squares game. ’ t
‘'E. Film presentation. '
F. Briefing for next session. '

»szig

A. Participant Survey: . - . )
~ What are the principal problems we have in motivating employees
to be more productive ? :

£ 4 N . .

1t.is suggested that the leader open this part of the meeting by -asking the
above question. Rather than just throwing.it out for general discussion,
however, the leader might use thé "slip technique" here, which means
that he simply passes out small slips of pa,pe\r\to'each member of the
group asking that each write independently the four or-five major a’gsw"érs

he might have to the question: "What are the principal problems we have

These slips should then be -collected .and. quickly tabulated, Two partici-

pants might be asked to do the tabulating, writing the main results in rank
order on the board or easel. There will be a-common thread running

through the various comments-but many more ideas and probléms will be ° .
presented than would normally come from ordinary group discussion of
the same question. S ’ v

While the results are being tabulated, the leader should have the rest of
“the group consider what-Argyris' answer to the same question might be,
in terms. of his research and writings. It would be interesting to compare _ _ -
participants' answers to the question with the ‘kinds of answers Argyris._ '
might provide. As participants, mdke Suggestions, the leader could write

list would look something like this:



Y
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e

What Are the Principal Problems We Have in Motivating
‘ _Employees to be more Productive ? '

v

’ Analysis-of Library Working
°  Conditions which Cause -

.Analysis of Societal Conditions Motivational Problems.

which Cause Motivational' Problems (From Slip.Survey)

1. Thcongruency between the needs
of mature individuals in our - -
Society and the traditionally . °=  *
designed work setting, = | o

2. Jobs tend-to create a child- °
like role for the employee and ) i
frustrate his normal motivation . % '
for a more adult role. '

3. Common reaction t6 work situ- ' .
ation is withdrawal of interest ‘ ¥
- from the job. ‘
4. ©  Employees want to have a sense
- +of pride and accomplishmerit in .
‘their work; but work is unstimula-
ting and undignified. ’

5. The indiVidual is unable to find" .
self-actualization at work; he is. ' :
frustrated by formal organization,

- directive leadership, managerial- . .
~  controls, _

6. Individudl resistance to these oo

variables is shown in his informal

activities-(which sanction his

defénse reactions) and in his
_,_~,Jack;Qf.motivation_vpnjthejjop; L .
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r

‘B. Content Presentatlon . ’ ,

1

-Argyris -
In making his presentation, the leader gould begin with some
remarks such ds the following: y . . —

What solition does Argyris suggest to correct
the incongruency between the neéds of individuala
and the work setting? One of!his niain solutions
is his unit. or mix model in which he lists the
-dimensions he feels an organization -~ any: type
of organization, school, library, 1ndustry,
government agency -- must have if it is to pro-
vide -greatest opportunity for growth and develop-
mernt of both the orga.mzatlon and the 1ndivmua1s
within it: P . -

=

=4

~
-

C. Particigant Activity:
Mix Model Library Profiles . - 4 ~ <% . .
" At an ropriate point in his presentation, the leader m1ght dis-
tributéiltH-4:4 l which presents Argyris' mix model. When it appears
that participants have sufficient understanding of the model, ‘they should
be asked to draw-a profile of where, their library stands at the present

- moment in relation to the model. After-they have drawn such a profile

_for their own reference, they should be asked to come forward and draw
either on the-board or easel where their library stands today.

Probably the profile lines will fall very close together in most areas. So
that participants will not be unduly influenced by others' profiles, it is

Y | Argyris singled out three core activities:

- 1mportant1:hat—they—do -their-own-deawing-individually first which.1 thev

- may then keep). .

-Other -points that the leader may wish to emphasize either in his presenta-
tion or during group d1scuss10n include the following:

o Co

(1) achieving-gbjectives; (2) mamtamuig
“internal balance within the system; and
(3) adaptmg to the enV1ronment.

In addition to providing this mix model, ‘Argyris /
in his research.and writings has emphasized
four processes by which the incongruency

222
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between individuals and organizations might be
reduced.

1.  Adapting the job to the individual employee.

2.  Use-of a staff training specialist.

3. Participation in decision making; employee-
. centered leadership.

4, Improvement of interpersonal relat1onships

In-the area of interpersonal relationships, Argyris
has, perhaps, done more research, experimenta-
" tion and writing than -any other theorist, that we
will be studying in-depth. - »
If there has been a research task fofce -on Argyug, it might be asked to
give a reportrat this time on the 1mpact of Argyris' contributions in’'the
area of interpersonal relationships, including such-factors as his views
) of the value of the informal organization (not so strongly stréssed by
many others), his leadership in-developing T-groups, and his version of
the1r value in 1mprovmg,mterpersona1 relat1onships.
D. = Participant Activity: "
Cooperative Squares Game - [ G-4 | P,
. Following the leader's presentation and the research task force
o report, it'is suggested that the group make an expenment in cooperation
by-playing a game of cooperative squares. If this game is to be played,
the leader will need to prepare the squares in advance, as described in
the Leader's. Handbook Aids.. '

The ob]ectlves of this activity are (1) to create in the partxcxpants an

awareness=of"tlreir-feehngs ina group task situation; (2) to demonstrate
a type of training activity in-interpersonal relationships; (3) to enable
participants to become more sensitive to how one's. ‘behavior may help or
hinder joint problem solving; (4) to demonstrate the importance of havmg
-confidence and trust in those w1th whom one ‘is associated in tasks
Partieipants should- be divided in groups of 5, extra members being.
assigned as observers. Each group of 5 must'be seated at a table, and
on each-table-there -should-be-a-set-of five envelopes and an instruction

——— '~~gheet. Observers should be seated behind 6F to the side ifi positions"
from which they can see the players. No one may- talk dunng the game,
and the envelopes may be opened only on signal.

223 - o
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3

The leader opens the-game by reading aloud the instructions and making
sure that participants understand.them. Then he gives the sig'nal for the A
game to begin. - s A~

When all or most of the groups have finished the leader should call time
and discuss the experience. /

*

Analysis by participants should include such qﬁesti‘ons as:

* How did you feel when someone held « piece-and 4 )
did not see the solution? =~ ~ .
What was your reaction when someons fimshed
his square and then sat back without seeing = --
whether his-solution prevented others from
solving the problem ? ’
What were your feelings if you finished your

> square and then began to realize that you
) would have to break it up and give away a
- R . pilece? .
How did you feel abouéf.?he person who was slow -
, ~  at seeing-the.solution? - -

If'you were that person, How-did _you feel ?°
Was there a climate that helped or hindered ?

Observers sh tgnked to tell what the¥ noticed, particularly with X
reference to participants' listening to and following the instructions of , -

the game and to cooperat\e wﬂpetitive behavior in playing the game. -
he:

The leader might then engage the enflre group in a diagussion about the

‘meaning of cooperating, perhaps listing on<the board or easel some of -
the main ideas as they are suggested by- gro‘up\Q\mbers Stch ideas as
" the following should- then ‘be-brought-out:- .

¥

-

B

Everyone has to understand the problem. °
* Everyone needs to believe that he can )
Instructions need to be cledr.
Everyone needs to think of the other person as
~» well as, of himself,

E. " Film Presentation .
!If time permits, it'is suggested that the last part of the meeting be
Adevoted to viewing a film in which Argyris presents a good deal of data
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about his conéept of executive behavior patterns. This film will also
serve to summarize the main ideas of Argyris that have been brought out
in the meeting, ’

LF-45 | "Human Nature and Organizational
Realities' . .
° : 28 mihute‘s)

In this film, Argyris sbeak‘g on improving

interpersonal relations at all organizational

levels. He discusses his experiments in re-

designing routine jobs to motivate individuals
‘ at the lower levels of an organization. .

Before showing the film; which takes 28 minutes, the leader might want
to-involve participants more completely in_the subsequent viewing by
asking that they consider certain questions during the film. He could
‘then write Buch questions as the following on the board or easel, instruct- -
ing participants to note and jot down relevant-ideas as Argyris presents
them: T :
What are the underlying assumptions about .
) human relationships that are typical of
most management groups in organizations
N today ? '

What kinds of managerial actions tend to result
from these assumptions ? *

L4

L

In subsequent discussion after the tilm, the following poiﬁts would prob-
ably be brought ouit in connection with thé above questions:

, * Underlying assumptions
* (1)- We should concentrate on objectives.

~ ) : (2) People must be rational, not emotional,
\ on the job.

(3) People are best motivated by direction,
o control, reward and punishment. .
L Resulting actions (high frequency)

- (1) Evaluative feedback based on traditional
_  norms rather ‘than oh merit
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(2) Defensiveness e

(3). Stability (organization dedlcated to
preserving the old). -
‘Resulting actions (low fi'equency)
(1) Feedback ¢
(2) Owning-up.
(3) Openness.-
(4) Risk-taking.

Argyris maintains that if high-frequency behavior patterns could be re-
versed, more effective organizations would result. Each person would
then be judged on ability to make unique contributions rather than on
eonformity. There would be a climate of trust and confidence-throughout
the organization, and commitment to organizational goals through involve-
ment-in forming them. ~Tterpersonal relationships would. be improved.

F.  Briefing for Next Session

~ In closing the meeting, the leader will %ant to draw participants’
attention to the topic of the next session -- the theories of Douglas
McGregor, perhaps suggesting such reading as the-following:

Douglas McGregor, The Human Side of Enterprise
(NewYork: McGraw-Hill, 1960), esge01a11y Ch. 3,4,5,86, 14.
Richard Beckhard, '"McGregor Revisited-and Reaffirmed, "
BNA Films Projector, January, 1971. (Readings.)
Earl R. Gomersall and-M. Scott Myers, "Breakthrough in On— -
the-Job Training, ' Harvard-Business Review, 44:62-72,

July-August, -1966. “@e_admgs)

Participants should be asked to read particularly McGreéor's ideas about
performance appraisal (Ch. 5~6, The Human Side of Enterprise) as this
material pertains directly to the next meeting of the group. In addition,
if the leader followed the suggestion presented in the introduction to this
volume (m the section entitled “Evaluating the Participants' Achieve-.
ments') to meet 1nd1v1dua11y with each participant early in the course for

r

lIf‘the film is obtamed from the producer, a summary chart of
managerlal behavior patterns is mailed with the film and may be copied

for distribution to members of the class if proper credi ts are given.
A

¥
3
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the purpose of setting short and long térm objectives for ths course, he f
could make referende to these interviews now, as they illustrate one of
McGregor's key points in this connection.

Before leaving, the participants should be provided copies of the following,
as appropriate: ' - . ’

. Work Assignment 11 .. A
Form 2 -~ Report on Readings . B

- Form 6 -- Post-Meeting Reactionnaire . v
Form 8 -~ Viewer's Film Critique

- M,

’

o

w
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A

THEORIES OF MOTIVATION IN-THE-WORK PLACE: .
DOUSLAS MCGREGOR -

Summary Outlme for Meeting on: -
THEORIES OF MOTIVATION IN THE WORK . LT
PLACE: DOUGLAS MCGREGOR

ObJeotives for the Meetmg ' . P

A, \To examine McGregor's Theory X and Theory Y.

B.  To discover the rel\hokxp between management's theoretxcal
concepts-and managerial practxc\s.

N »

C.  To identify the elements of Theory Y supeEv“iSbhy‘s

) , ' . ) o ‘.\’ , M
Evaluvation: . 5 »\ : \

Participants will betconsxdered to have understood the,se COncepts when
accomplished to- s1tuat10ns discussed m‘tihle meetmg o5 ¢ In addition the -
degree to-which these ‘objectives are achieved will be j{ildged by the

i o \ L)
A " The ab1hty of the group to develop appropriate pr‘edxctxons about the
. type of org'imzatxon to which they are assigned‘ ’;
. \ - 4 7
B. The ability of the group to analyze their own library situations in
terms. of Theory X and Theory Y concepts.

C.  The ability of the group to discern how actual practice in a given
area such as performance appraisal would differ in an organization
‘based on Theory X concepts as opposed to an organization gnounded
in Theory Y concepts.

Pre.—.—l\;leetihg Preparation:

A. Completion of Work Assignment 11.

. 228 .

227




.

T —Designs for Learning. .

' » N . ‘
- . v

B.  Reading as discussed at conclusion of last meeting.-
" * Douglas McGregor,, /The Human Side of Enterprise (New York:
McGraw-Hill 1960}, especially Ch. 3,4,5,6, 14.
rd Beckhard, "McGregor-Revisited and Reaffirmed, n

L . A Films-Projector, -January, 1971. (Readings:;)
: . Earl R, ‘Gomersall and M, Scott Myers, "Breakthrough in

_+ 7~ On~the-Job Training, " Harvard. Business, Revxew, - ..
) 44:62-72' July-August '1966. @eadings.) ‘ "

C. Suggestions for research task force group, ? “
Douglas McGregor, The Profess’onal Manager (New York:
3 McGraw-Hill, 1967). e
. Leadership and Motivation: -Essays of
+.  Douglas McGregor, Edited'by Warren G. Bennis and
Edgar H.Schein. (Cambridge, Mass.: M.I.T., 1966).
M. Scott Myers, '"Conditions for Manager Motivation, "'
Harvard Business Revxew, 44‘58—71, January-February,
1966. (Readings.) . £
Herbert H. Meyer, Ema.nuel\Kay, and JohnR P. French,
"Spht Roles in. Performance Appraisal, " Harvard
Business Review, 43: 123-129 January-February,1965 . , '
| c-1 , . LEDR
_ —~— . Saul Gellerman -and Emanuel Kay,; "'"Theory X and Theory Y," .‘} :
. ' " Motivation and Productivity  Cassette Series, Tape F.
. (A discussion of McGregor s ideas.). - <

L4

-

~ k4

. '; In addition,’two important books on orgamzational climate pubhshed

. recently by the Harvard Business School would provide much valuabl
data for a research task force with special interests in this area:

\ . - George H. Litwm and Robert A, Stringar, Motivation and
. . s Organizational Climate (Boston, Mass. - Bivision of, .
N « Research, Graduate School of Business Ad"nimstration,
N +Harvard, 1968). = -
S ™.~ Renato Tagiuri and George H. Litwin eds. Orgamzational .
’ ' . \\ Climate: Explorations of a Concept . (Boston, Mass. : )
N Div1sion of Research, Graduate School of Business ; ~
Administration, Harvard, 1968).
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Materials Needed: L ‘ . .

: Chalkbpard,-or portable ease] with pad , - o p
" Chalk or marking pens, '
NN [ T-48 | + through T=50 . o B
) Overhead projector , ) S
~ 16 mm film pro;ector )
. | F- 46 -~ "Theory X and Theory Y " Partl

., Sufficient co 1es of: .
i ExT through | H I and | H-4:11

. Work Ass1gnment 12 .
- : - Form 2 -~ Report on Readmgs :
' o Form 6 —- Post—Meetmg Reactionnaire .
B ~ ; FoFfm8 -~ Viewer's Film Cr1t1que

y o

Opemng the-Meeting: . . ) ' oo
State the objectives for the meeting. in your own words. : »

-

Outline briefly .the Sequence of activities that will make up the meeting. - -

~

R . ' A, Participants form two library organizations
and develop Some predictions about them. L
S B. Conternt presentation on Theory X and ‘ -
' . . ) : K *  Theory Y. ’ '
- ) . < C. - Fxlm.presenfatmn on McGregor.
- . ne D, Participants regroup in- same two library
_ ' ., organizations for performance apprawal ,
) . : and role playing. , . "
- E. Summary and briefmg for next session.
v A,  Participant Activity: L ., ‘
~ » Two Library Organizations ‘ : ’ ]
- = The purpose of this activity is_to give partlmpants an opportumty to’
) experiénce the effect of ;nanagenal assumptions-on employees and on
. orgamzati\onal obJectn/es To begin, they .should be divided in two groups:
members of Library A and mémbers of Library-B. The two groups
. should be physically separated to a gneatesé éxtent possible inside the

classroom. If a research task fopce has been working on performance ‘
appraisal, it is suggested that its members be divided between Library A
* and Library B,, sc that both groups will have the benefit of the ;ddmonal

knowledge the task force has acqmred ' . .
b ‘ The leader shiould‘then pass out l H-4:5 | -- "Library A Opéoniz:{tional
4. ‘ ' : . ' : ‘
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Notes" to the members of Library A., and - ”L1brary B
) Orgamzatlonal Notes" to° membersg.of L1brary B. Wh11e the. obJectlves
stated on the handouts are identical for both lipraries, the rules and reg-

pants under ‘a library director who follows McGregor s Theory X.-

Library B, -on the other hand receives rules wh1ch are in. keepmg with |

McGregor s Theory Y assumptions. . P

Ttis 1mportant that ne1ther group knows that the other has d1fferent rules
. and regulations. L . . .

7

As soon as- the_handout3~are dxstrlbuted“and p"a‘ftimpants have had time, to

3o

-

\V i dévelopmg the predictions: 4

&

~

“‘they arein a library which is run according to the organizational notes

read them, the leader should tell both groups that theyoare now to assume

they have before them. Each group shoqu oasignate one member as
libra.ry director, another as. director of personnel and a third ag a de-
partment head. The, others can assum?(roles as designated by -the group e -
_THe leader of thé.class will act-as-¢onsultasit to" both hbrarles and can be
called on.if needed. I

- - i M v ’. . -
s ’

Each group Should then be mstructed to develop a‘hst of pred1ctions they
could make -abdut their hbra.ry organization, assuniing that it would be

run as depmted in the oréamzational notes. Each group should be asked
t'o conmder’the five factors hsted on t.he last page of their handouts in

,f

.

) ) 1. The extent to which the members of each
e ‘ group. arermotlvated to meet the stated
B - objectives, :
The feelings toward the "ch1ef hbrarla.n. "
The expected satisfaction or d1ssatlsfactnon T
. of the members of the group.. .’

" The turnover Which Tiight be eXpected
Their feelmgs about the items on. the sheet.

« /

The two groups .should then be mstructed %o each. select a spokesman (not

the person demgna,ted library d1rector or personnel director) who will
make a 9resentat10n to the ent1re class after the predictlons have been' *

listed. R - .

1Adapted from Peter Muniz, "Experlentlal Learnmg, t Adult
t- adershlg, 16:359-360, 385, Aprll 1968

RS
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- Afte.r' about-a. half hour, the presentations should be made. The leader. -

N ' R o might first ask Library A \(Theory X) to make its report, and this xeport )
M ' should be follo‘&ed by the s okesma.n from Library 'B s
.. A

This act1v1ty should then have set the stage for a dlscussmn of differential

aspects of the two organizations and how the rules, regulations, leader-
- sth styles,. and theoretical ssumptlons on which the library is operated

can affect such factors as moiwatlon, turnover, satlsfactlon and reaction

to organizational objectives.

B. _ Content Presentation \ .
. . The Manager's Job Under Theory X and
. | Theory Y : °
' Before the two groups tackle the problem of how to evaluate, the
. leader should give a lecturette contrasting the manager's job under the
: two different theories. The following transparencles can be used to
illustrate the presentatlon
McGregor's Theory of Motivation
- in-the Work Place

The way a library manages its human resources
rests on some very basic assumptions concern-
ing human .behavior. Reduced to McGregor's—

o - m;f?j}f}_c,émphases s-this transparency shows
Voo //,/1‘ eory X assumptions and Theory Y ‘assumptions

e s e T and hgw these affect. ma.nagerlal behavior.

McGregor pointed out that inherent ‘in the tradi-
tional management approach (such as scientific
management) was-the agsumption that,people be-
have in accordance -with Theory X: employees -
-~ inherently-dislike-work; want to-avoid responsi-
. " bility, and therefore must be closely controlled
; .. and directed, even coerced by management,.

s\“,

Since thé Hawthorne exper1ments in the 1920's
and 1930's, ‘a more positive V1ew of human
nature has emerged which McGregor Lias identi
f1ed as Theory Y. Today this theory of iuman
nature is generally -accepted as a more accurate
| defcription of 'rmn in the work place.

B '. 237
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A Comparison of Traditional and
’ - Emerging Management Styles

¢
-

B This- transparency sums uip the- chfferences

between L1brary A (traditional management) and

Library B (emerging management patterns based
on Theory Y): It has been found through re-
search—omented experimentation in companies
that a great deal of time- must be spent in- con-
trasting the tradltlonal role of the supervisor
with-the- emergmg concept of supervision based
on Theory Y, 1fithere is to be any noticeable
change in the way supervisors and managers
carry out the1r actIV1t1es in.a given organization.
’ _ . In h1s tradﬂnonal role, the superV1sor sets the
’ goals for his* subordinates, defines standards
and expected results, and checks performance.
In.his new role, the supervisor: part1c1pates with
people in solvmg problems and setting goals,
_and enables subordlnates to check their own
performance. This is the cr1tlcal difference
'between thé two’ styles.

The leader will make most effectwe use cf ‘hls transparency by covering
_ all but the top block of two pictures, proceeding downward. to the next
horizontal group without revealing what is beneath. In this way each level
can be discussed in turn, without part1c1pants' Being distracted by what is
at the bottom of the chart.

m Dynarhic Contrast Between
" Traditional and Superyzi‘sory Styles

Here again the use of this transparency will be more effective 1f the lower
trlangle is covered as the top is exposed.

+

T T-49 and [ T-50 | and the rémarks describing them .are
based on William J. Roche and Ne11 L. Mackinnon, '"Motivating People
With Meaningful Work, " Harvard Business Review, 48: 97-110, May-June,

1970. (Re ings.)

233 -

»

C. ':‘-.:) -
"’-dvu

The emerging supervisory style based on Theory.




=

~ Unit 4," Section 2.

%

Y should operate as-a continuous cycle of
;o activity in which some of the managerial work
V of the traditional supervisor is incorporated into
the activity of the work group.

-~ The transparency contrasts the two styles of
. . management graphically. It will be noted that
the traditional style explicitly shows leadership’ -
as.a separate entity. In the emerging style, -
- i ‘leadershxp 'has been absorbed into the energetlc_
pattern of the work cycle itself. Thus, unlike
the traditional straight=line approach, the con-
tinuous cycle concept is not mechanistic or )
formalistic, rather it is a fluid and dynamic .
approach that each team can mold and adapt to
--guit its needs.

C. - Film Present-...on ) e T L

[F-46 |  "Theory X.and Theory Y: The Work
' of Douglas McGregor” --Partl.

_ There are two parts to this fllm, each 25. mmuées, ‘but unIess the leader
has extra time, it is suggested that the first part,which presents-most of
the basic concepts, be shown in the class-session. The other part, or .
both parts if time is short, could be recommended for participants'
independent viewing. B

If he chooses to show the first part of the film, the leader might introduce

it with some remarks such as the fullowing:

-

i ‘ In vxewmg thlS filin, . you yu will see some examples.. I
of the 1mportance of theoretical concepts as a
‘basis for activity in organizations.

" As you watch the film, consider especiaily what
McGregor meant when he said that every man-

" agerial act rests on'théory. Try to think also,
from your readings and from this film, what
McGregor's basic message to management is.

234
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After the film, the leader might then engage the gi'ogp in discussing these

points, and any others he or the -participants may wish to raise.

3

O ey TR
g N . g
35

A D. Participant Activity: .
— Performance Appraisal in Library A

- - and Library B R ‘ ' ,

} ‘The participants should now rejoin their Library A and Library B . T,

- groups.” Each group should then determine, on-the basis of its organiza-

‘ ) tional notes, the type of perfomanc&appraisal—its—l_ibrary—Would—bejlilQiy——’_—_”—'
~ to use, and to briefly role play before the entire class a typical appraisal -

« . scene as it would occur in tha@ libraxry. . . : ’

As the grofips are formipg to determine ‘the appropri'ate appraisal tech~
nique§-for each of the libraries, the leader should distribute the:following
1 . 'halidouts: ~ ’

. . to Library A membf_ers.' This form . :
’ represents the type of rating sheeét typically - :
used in a Theory X organization.

[H-48. |  to Library B members. This is
some inforniation on target-setting .conferénces
. which would be appropriate to a Théory Y

— organization, -

&>

< When ready, -each of the library groups, should be asked to preser{t its .
role play- depicting performance review.

After -the role plays, the leader should lead the entire group.in a debrief-
- ing sessionvt It would probably be a good idea"at this.point to distribute
to the members of Library A and | H-4:7 | to the members -
of Library B, so that all participarts will have examples of hoth Theory X S
- and Theory Y appraisal data. . '

In guiding this discussion the leader should remember Likert's warning
about exposing managers to conflicting points- of view and presenting them
with studies which question current practices. "This is intellectually
stimulating and valuable and, as studies show, contributes to innovative
thinking. When 'this is done, however, ...it should. be made clear o all
‘who participate that the inaterial is intended to stimulate thinking and

- - 4
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-dxscussion and-that there is no mtentlon that 1mmed1ate, d1rect application
will be made. "1

Durmg the diséus sion, the leader might also brmg out a point Likert made
about performance appra1sa1 .
"It is not tncommon today for a management
development program- to train managers in-the oo
- .conduct-of-performanée-appraisal-and-review ““"““‘ﬁ
while simultaneouvsly emphasizing the need for ]
managers to be e;~ployee-centered and suppor- -
tive in dealing with subordinates. " It is impossible
to do both. Rigorous regearch.cléarly "demon-~
strates that even when the most approved
methods for conducting performance appraisal
and review interviews are used, it is not pos- -
sible to conduct the interview with most managers
‘80 that they will feel that they have been treated
. in a supportive manner. A well-conducted study
revealed that the performance review proved to
be an ego-deflating experierice for 82 per cent
of the subordinate personnel involved. "2
I
On the-other hand the use of the target-setting® _
approach was.evaluated by McGregor as follows:
"There is probably no single activity- which will
do more to create an environment conducive to
managerial growth than the 'target-settmg
approach, 13

+ .
. I3

1Rensis Likert. The Human Organization: Its Management and_ . .
"~ Value (NewYBrk McGraw-Hill, 1967), p. 127.
21bid. » P. 126. See also Herbert H. Meyer, Emanuel Kay, and
John R. P. French, "Split'Rdles in Performance Appraisal, " Harvard
' Business Review, 43:123-129, January-February, 1965; and, Foundatlon
for Research on Human Behavxor, Performance Appraisals: Effects on .
Employees and Their Performance, edlted by A. F, Zander (Ann Arbor,,
Michigan, 1963). . .
. 3Douglas McGregor, The Human Side of Enterprlse (New York:
McGraw-Hill, 1960), p. 205.

236
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. The discussion should bring out the basm strateg1es 1nc1uded inthe
target-setting approach . v

The clarifiéation of the-broad requxrements
of the job.

.The establishment 6f specific "targets" for e

a-limited-time period,
The mana_ ment process during the target

periods

The -appraisal of resul_ts is an important part of target 'eetting:

Appraisal of the results. !

1
th superior and subordmate should prepare ei
themselves for such a discussion. -~ &
Discussions should be-focused on reviewing -
performance against previously agreed -
upon targets. .
- Discussions should culminate in-an examination
N of ways and means of 1mprov1ng future
performance.

- ¢

—

From. expérience it seems important that the
subordinate should attempt some self-analysis.
¥ Indeed, some companies have found it useful
to issue employees a questionnaire to be used
before the targéet-setting conference. Others
feel this is too formal an approach and-smacks
of the typical employee rating sheet (although it
should be pointed out that the self-evaluation -
, sheets -are only for the use of the employge him-
. self.) The latter group would prefer an approach
such as McGregor suggests inwhich the super~- -
visor says at the end of the first target setting
conference with a néw employee: "Suppose we_

' ] leave it that we'll get together on your initiative

as often as you wish -~ not for you to report
how you are dding, but-to discuss any problems

lmid., p. 62.
2p, J, Roberts, Developing Effective Managers (London Institute

of Personnel Management, 1967), pPp. 34-35.

2317
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The discu
which-is quote

which you would like my help on, or any major |

revisions in your plans. nl '

on might-be summed up by. a statement such as the followmg -

%Mc Gregor

"The important theoretical consideration,”
derivedfrom Theory Y, 1S that the acceptance

of responsibility (for self-direction and self-
control), is correlated with-commitment to ob-
jéctives. Genuine commitment is seldom

achieved when objectivés aré@xternally imposed.

Passive acceptance is the most that’ can be ex-
pected; indifference or resistance-are the more
likely’ consequeénces., Some degree of mutual
involvement in the determination of objectlves is-
a necessary -aspect of managerial planning based
on Theory Y. "2 :

E. Summary and Briefing for Next Session

In summarizing, it is- suggested that the leader ascertain from 'the
participants where they see their own libraries in relation to Theory X
_ or Theory Y. - The leader might draw a line on the board or easel and

'ask partlcxpants to indicate where on such. a continuum they feel their .

.own hbraries fall

#

[

Theory X

If the first part of the film, "Theory X and Theory Y: The Work of Douglas

~_ ,
T Theory Y

McGregor, " was shown in class, the leader may want to recommend the

“'gecond pait for independent viewing:

s
.

F-46 | . "Theory X and Theory Y: The ‘
Work of Douglas McGregor'" - £
Part II.
(25 minutes)

1McGregor, op. cit., p. 71.

2bid. y P.
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Or both parts could be suggested now, if neither was shown during the
clags period. IR

- In addi’tion, on performance appraisal "the following might be recommended
" for independent viewing

"How's It Going 7" a

R . (11 minutes) ©~ . )

. < . [ F-48 ""You're Coming Along Fine" Eh
. . (23 minutes) .

. . hY
... - F-49 "The Fully Functioning Ind1v1dual"
S - ) ‘ (25 minutes)
. /
In making the transition from-this session-to the next, the leader could

ask participants.to keep-in mind the following question as they prepare
T for the next session }

~

_ P k What would be involved/if a library decided it
S - i . "wanted to change fror being an organization
: based én Theory X to an organization based on ‘'
, Theory Y concepts ?

« 2

- * s L

* [}

—~—~

For reading, the leader might consider recommending:
Rensis Likert, The Human Organization, Its Management and Value
ANew York: McGraw-Hill, 1967). Especially Ch..1, 2 3,
7, and 8.
S~ William.J._ Roche.and. NeiLL.,MacKinnon, "Motivating People
' with Meamngful Work, " Harvard ,Busme ss Review,
48:97-110, May-June, 1970. I

At this point, the leader should distribute m (Likert chart),
instructing participants to fill it out according to the directions provided
before they read Likert and to bring it with them to the next meeting. To

- get a true reaction from the group, it is important that this be filled out
before reading Likert's book (even as Likert himself suggests in
Chapter 2).

s
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In closing the 'leader_ should also hand out coi)ies of thé -case study to be

discussed at the next meeting, | H-4:11 | , and the following, as
‘appropriate: L
Work Assignment 12 ‘.
Form 2 -- Report on Readings
.. Form 6 -- Post-Meeting Reactionnaire
) ‘ Form 8 <~ Viewer's Film:Critique '

-
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: THEORIES OF MOTIWXTION‘*INJHEﬂQRK PLACE:
o .- RENSIS LIKERT -~ ~ven
'Summéry Outline for Meeting on: .
- THEORIES OF MOTIVATION IN THE WORK ,
" PLACE: RENSIS LIKERT - . .. . .
. Objectives for the Meéting: ° , . ;
A.  To examine Likert's four 'management'sy'sbems.
B. To understand the key ’goncepts involved in changing from one
’ system of' management to another. . ;
C.  To discover feasible methods by which a fib;ary organization.-might
change-from a traditional authoritative management sy stem-toward
. a’group participative one. ) S
e "' Evaluation: J . )

Participants will be. considered to have understood ‘these concepts when
thex have demongtrated ‘that they are able to apply the leatning they have,
..~ accomplished to situations discussed in the meeting, _In addition-the -°
degree to which these objectives are achieved will be judged by the oo ,

* following:s ™ . ’
P A, The ability of the group to reach a consultative décision;_ R

B.  The ability of the group to design a method for measuring a given
organization to determine what type of leadershipv pattern exists 'S
* at the present time, - - i

»

C. "  The ability.of the group to design a.personnel development and con-
tinuing education program for a library organization based on the
concepts Likert presents as characteristic of a System 4 type of
management. L

241 7
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~ Pre-Meeting P'reparation:

A. Completxon of'Work Assxgnment 12, o o 0

B. Completxon of l -4 9 l (leert chart),

C. Readlng as discussed at conclusxon of last meeéting. ’
Rensis Likert, The Human ‘Organization: Its Management and
Value (New York: McGraw-Hill, 1967). Especially
Ch. 1, 2, 3, 7, and 8.
William J. Roche and'Neil L. MacKinnon, "Motivating People
With Meaningful Work, " Harvard Business Review,
48:97-110, May-June, 1970, @eadings )

D. Suggestxonsfor research task force group.
’ Rensis Likert, New Patterns of Management (New York:
McGraw-Hill, 1961)."
Alton C. Bartlett; "Changing Behavior as a Means to
Increased Efficiency, '' Journal of _Applied Behavioral
Science, 3:381-403, July-August-September, 1967. .
Comments on the article follow, pp. 404-411, T ~
Maurice P, Marchant, “'Participative Management in R
N -Libraries," in Elizabeth W. Stone, ed., New Directions
in Staff-Development: Moving from Ideas to Action
(Chir'ago' American.Library Association, 1971),

pp. 28-38; (Readings. ) .

Saul Gellerman and Emanuel Kay, '"The Management of
Human Assets, ' Motivation and Productivity Cassette
Series Tape E. (A discussion of Likert's ideas.)

Materials Needed
Chalkboard, or-portable jasel with pad.

* —~Chalk-¢ v-marking pens;

through | T-55 | .
Overhead projector - :
Colored wax pencil.

16 mm film projector. °

"The Management of Human Assets"
Sufficient copies of:

H-4:10
H-4:11 ~ (if not distributed at last meeting)
/ : 242
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Work Assignment 13

Form 2 -- Report-on-Readings

Form 6 -- Post-Meeting ‘Reactichnaire
:..Form 8§ - Viewer 8 Film Critique

OpeMthe MeetinL
State the objectives for the meeting in your own words.

[

Outiine briefiy the sequence of events that will. make up the meeting

A.” Content presentation on Likert's four styles
of management, -
Content prosentation on changing from one
management style-to another,
Film presentation, .
Case study ' (a task experienoe in deoision
making) ’
Summary and briefing for ne*t uession.

A. _ Content Presentation: LT

Likert's Four Styles of Mancgement )

‘In- discussion Likert's four manugement atyles, the leader may want
to refer to the material fn the Study Guide (4.26),1 In addition, several
tranlparenoiel oan be used for illuetrative purposes in his preientation- )

m Outline "Chart of Likeri' ‘s Mmge-
) © ment Systems.
For the srke of eirﬁpliiioati‘on. this chart has -
only the four management systems soross the
- top and some of-Likert's key ooncepts listed .
vertioally in the same order that they appear on
the chart that was diltributed at the end of the

T~ last meeting,:

In referring to the ohart distributed at the last meeting |

-1A well-ltated and suocinot summary of Likert'l main oonocepts.can
be found in Joe Kelly, Organizutional Behuviour (Homewood, Ilk,. Irwin
and Dorley, 1969), PP 608-809, ’
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, the le:der should ask varlous members of the g’roup to describe the nature S
" of the prof11e ithey drew for the 'least productwe orgamzatmn -~ T line. \

After a number of these profiles have been 1nd1cated approxxmately on the
blank chart with a colored wax pencil, it will be found that they tend to .
form a profile line ~vertically toward the right of the c'hart. It is also
typical that some will report a profile’line that zig zags back and forth.
The lcader can then indicate the general category on the chart where these
zig zags occur, taking the occasion to-point out that an orgamzatmn must
maintain system integrity if it is to be effective. An vrgamzatmn can not .
be effectite, efor example, if, 1ts training methods for a System 4 pattern,
‘while the rest of the organ‘izatmn is followidg a System lor? pattern. If
an organiZatmm wants to change its type of management it needs. Lo chmge
at several pomts at’ the same time to maintain the mtegnty of the smtem.
l - %

» Next, the leader should a§k the verious members of the group tg describe

the nature of the prof11e they drew for the most productwe organization -- .

H line, and then these too ¢an be discussed: Typ1ca11y Hns prbfile will

be cons;derably over toward the left of- the chart. _ .

~ .

-

In his presentat1on, the leader may wish to bring out Such pomts as t’he .
followmo' .

.
»
«

’ NI s \

» . » Likert has developed over a number of years
.« methods which enable an organization to rate it-
glf in-terms of several variables which he hbs* R
e " found to be important. The variables arelisted *
) ‘down +he left-hand side of the chart which you' . ]

*  filled in. Based on-the responses of an organi- ( \
t .. zation's mémbers to questions such as those on
- the chart, Likert finds that most organizations \

can be given a numerical rating on 2 four point

L -scale-which will-express-the- preva1lmg managc- LT
v " ment system. _ . .

.

»

. One of leert's significant findings is that the
4, more closely a company's management style
‘ approximates System 4 the more likely it is to
have,a record of sustained high produciion.
- o Bimilarly, the more closely an organizution
(' approximates System 1, the more likely, it is tc
be inefficient in the production of goods and

s T 044
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< . .

o . L] {
seveices. These findings have been repeated in
) : so many difierent studies that Tikert now affirms
. ’ . that.o general principle of etiectwe nlc.mgement
. : : © has been demonstrated. According t6 Likert,
! the future helongs to those organizations that  are

’ practicine, ov o o ‘*hstu:e over to, g m: maw* m:nt
. BNt I RN S | - ¢
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3

: l T-52 ' Degrees of Confidence and Trust
- ’ : “ ,A‘ ' : -

o ,
The principle of supportive relat;oiships is
basic to System 4. This is really a matter of
dealing with people in ways that create a climate
of trust throughout the organization, or main-
taining or increasing the individual's feelings of
self-worth.in terms of his or her needs and

-objectives, :

l T-53 l Continuum on Group Decision
.- . Making -

- . The second most importdnt causal factor is
handling problems by group decision making.
The objectivé here ‘is to build an organization

" of highly motivated work groups-able to make
dec%sions in areas that concern their work.

-

- Continuum on Overlapping Group

Structure :

-

Closely related to-the principle of group decision "

making is Likert's concept-of overlapping group
structure. Work groups must be linked-together
to form the overall organization. The links are

provided by personge who-hold overlapping mem- .
berships in more than one group. These persons ° °

are referred to as linking pins. '
[ T-55 | Linking Pins

" -This linking ;)in concépt‘ is perhaps the most -
difficuit of the causal variables discussed by
Likert, as it is so different from the principles

v

4
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T

advocated by traditional Theory X management
which adheres to strict structure with no over-
lapping. as Likert envisions it.

The fourth important concept (one which, accord-
ing to Likert,. is derived from the principle of
supportive relationships) concerns high perform-
ancegoals. Mariagement must hold high per-
formance goals for itself and for all.employees,
and must make clear that'such goals are expected
to be met.

Likert beljéves that.setting high performance
goals for efficiency and productivity can be best
attained by a system of management. geared to

satisfy human needs, and throughout his wr1tmgs '

he makes it apparent that modern principles and
techniques of motivation, rather than reliance
the trad1t10na1 combination of rewards and
threats,should be used,

To illustrate the qualities displayed and the resu’lts attained by organiza-
tions-under System 1 or 2 and under System 4, the leader should distribute
copxes of: ;

| H-4:10 [ Comparison of Characteristics of
~ System 1 and 2 Organizations and
Systeim 4 Organizations.

ThlS chart shows across the top the causal vari- |

ables under System 1 or 2, and under System 4,

and down the left hand side are listed thée inter-

vening variables and the end-result variables.
Likert emphasizes the importance of the time factor in changing from one

management system to another, pointing out that some orgamzatmns start

to change to System 4, but prodiction. seems to suffer so in a crisis they
switch back to System 1. -Likert says the Superiority of System 4 is not.
always immediately apparent, and that System 1 does yield producis and
services,quickly on the whole. Nevertheless, he is convinced that a
- System 4 management system buildiny .teadily toward a flexible, respon-
81ble organizational team will eventuaal J dchieve grw.ter productivity |

-

?47
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in-terms of goods and services than will a System 1 organization. ~ ) 3

, The leader should conclude this part of the meeting emphasizing once
C again the great stress that Likert puts on the importance of a systems
approach to- management. (See Study Guide, 4.164)

Lo C. Film,Presentation

"The Management of Humar Assets
‘ Assets"

~

After the film, which takes about 28 minutes, the leader might engage the
group in general discussion by asking such questions as the following:

Considering the four systems of management
o - that Likert has described in the filmi and-that
" we-have been talking' about in this meeting, on
what system do you think your library
operates ? .

L
.
*

How éould you find out defnutely ?
\ ' 5
In discussing this questxon the leader can bring out the type of measure-
; ment that Likert recommends for an organization to find,out just where it
. - stands: periodic surveys to measure causal and. 1ntervenfng variables. :

What would be the advantagés of making a -
survey to find out.the nature of the system '
you are operating under ? ) .-

1
R

. D. Participant Activxty .

Moving Toward System 4 (A Case Study)

| H-4:11 |

Next in the sequence of activities is the case ‘study which was dis-
tributed at the end of the last meeting. This case was written because it
is typical of 2 real situation in a library and because, like most organiza-
tional problems, it is not "open-and-shut. "' It provides noeasy solution

*  for the library director and consequently, activates the participants to

1Rens1s Likert, The Human’ Organization Its Management md
Value (New York: McGraw—-Hﬂl 1967), Chapter 8 and Appendlx 111,

-
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' give their beét efforts in é:_{g’iﬁiging the issues involved. (The issues are '
not untypical of those found in real library situations where there may be
leaders similar to Dr; Blake. ) ’ "

The case has two ‘main aspects:
1. It presents conditions in which a survey might advahtageously be
. undert;aken to determine what system: of .management library
employees perceive their library to be op€rating under; and e

It requires identifying and planning implementation of the necessary )
stg’eps'that might be. takén to-move the library from one type of
- management systeni to another. : :

;The leader introduces the case by telling participants-that they will now
‘have a chance to apply their ideas about what steps one takes in making a
move toward another management system. He explains that a few o

- .minutes will'be allowed for the participants to re-read the case and get
: the facts in mind. Co ’
,After a brief reading period, the leader may wish to make' such.points. as
" the following: ‘ 2

;
B : , Wliat are the facts in the situation?

[f i1

!

In response té this question, participants will suggeét i'tems, wliich the

leader might jot down on the board or easel.

i

What action should be taken by Dr. Blake when
he reaches his office on his return from the
meeting ? : .

The leader mﬁst be sure that action suggested is realistic and{that itis

centéred around concepts set forth by McGregor, Likert, Roche a&dﬁ

McKinnon, .and so forth. ’ . ¢

' The participants should then be assigned to three or four buzz groups,
with the following charge to each group:

Work out the manner in which Dr. Blake would
8o about determining just where his personnetl
" see themselves in relation to management style

249
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within their organization.'
Also outline the specific steps you would take.if
. youwere Dr. Blake, in order to reach the goal

he has set for himself
If participants have rea.d the Roche and MacKinnon article suggested at
the end of the last meeting, it is possible that the kind of personnel
development and continuing education program they advocate for Dr.
Blake's library system may follow the procedure outlined in that article,
which as applied to this case study would be:

. A. Work with top management to help them thoroughly understand the
o ‘changed concepte involved in the new management style described
by Dr. Blake including concepts of Theory Y, Likert concepts, ete.

B. Educate and retrain supervisors so each one will be, able-to hold « .
: problem-identification and problem-solving meetings with his work
group.
1. Design of an orientation program to accomplish this.
2, Emphasis on posi tive approach.
3. Importance of developing a criterion:by which groups can
' measure their own group progress.
C. _ Design a way to help supervisors set up a program when they actually ’
' meet their own group. o
1. How-to address the first meeting.
2. Problem identification by group.
3. Problem-solving by group.
4. Goal setting: . ' N
- &,  Howis is-accomplished ? .
) b.  When is a group ready to set its own goals ?
D. Continue the participatory cyele-- How to keep it alive once started ?

1"

The groups might-be askéd to repert orally on what was said in their dis-
cussion and to present a brief rols play (one sequence each group) of the
type of actions that would be involved in trying to reach Dr, Blake's
objectives. .

: IWilliam J. Roche and Neil L. MacKinnon, . '"Motivating People
With Meaningful Work, " Harvard Busihess Review, 48:97- 110 ‘May-~June,

1970. (Readings.) ) . . . \

-
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After the group presentations, the leadér may wish to distribute H-4:11B
which is a list of suggestions to discussion leaders in problem solving
situations as actually developed by one library. Discussion should center
on whether or not these suggestions-present additional concepts, not
brought out by the class, that might be of help to managers when they face
work groups in problem solving situations, Are there any suggestions
in H-4:11B that the class thinks should not be included.or should be modi-

" fied ? Who should formulate such guidelines ?

E. Summary and Briefing for Next Session )
In closing, the leader should summarize the main concepts of

Likert relating them when appropriate to theories previously studied
(Argyris and McGregor). . . ~

Films that’could é.ppropriately be recommended for participants' indepen-
-~ dent viewing at this point in the course include:

’ ' ’ : '*f;‘he Innovative Organization'
) : . C (30. minutes) '

| F-52 ] "Manager Wanted"

(28 minutes)

»Reading might be recommended as follows: |

\

‘ Y

. On Herzberg: ' '
Frederick Herzberg, "One More Time: How Do You Motivate

- Employees ?", Harvard Business Review, 46:53-62,

' January-February, 1968. (Readings.) '

M. Scott Myers, "'"Every Employee a Manager, " California
Management Review, 10:9-20, Spring, 1968, (Readings.)

L ", "Who Are Your Motivatgd Workers ?, "
S ‘ Harvard Business Review, 42.72-88, January-February,
’ ' 1964. ' . :

— " On McClelland:

: f . David-C, McClelland, "To Know Why Men Do What They Do:
A Conversationwith David C. McClelland and T. -George
Harris, ' Psychology Today, 4:35-39, 70-75, January,
1971, (Readings.) :

» '"Business Drive and National Achieve-

i ' ment," Harvard Business Review, 40:99-112, July-
L August, 1962,

- _ : 251 . S
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Before the group disperses, the leader shbulq make available: whaﬂever

s forims pertain to this meeting and the next:
"'\_ ) Work Assignment 13. =
- ﬁ Form 2 -- Report on Readings .
. Form 6 -- Post-Meeting Reactionnaire

Form 8 -- Viéwer's Film Critique

-
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THEGRIES OF MOTIVATION. IN THE WORK PLACE:
FREDERICK HERZBERG

' Summary-Outline for the Meéting on:

THEORIES OF MOTIVATION IN THE WORK i

- PLACE: FREDERICK HERZBERG '

3

and . )
DAVID C, MCCLELLAND

Objectives for the“’*,First Half of the Meeﬁng: A

A. To examine Hlerzberg’s motivation-hygiene theory.

B. To identify ways in w]nch job ennchment might be used effectively
in library situations.’ .

’ Evaluatlon

Participants, will be conmdered to have understood these concepts when
they have demonstrated that they are 'able to apply the learning they have
accomplished to situations arising during the meeting.

Pre-Meeting Preparation: St N\,

A. Completion of Work Assignment 13. - ,
. . D . ' »

B. Reading' as discussed. at conclusion-of last meeting.

. Frederick Herzberg, "One More Time: How Do You Motivate
Employee ?," Harvard Business Review, 46:53-62,
January-February, .1968. (Readings. )

M. Scott Myers, "Every Employee a Manager,'" California
) _Mfa.nagement Review, 10:9%20, Spring, 1968. (Readmgs )
Y . "Who Are Your Motivated Workers ?" Harvard
Business Review, 42:73-88, January-February, 1964,

C. Suggestions for research task foree group on job ennchment
Frederick Herzbergy Work and the Nature of Man (Cleveland,

Ohio: World, 1966)
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William J, Paul, Keith B, Robertson, and Frederick Herzberg,
_ "Job Enrichment Pays Off," Harvard Business Review,
- 47:61-78, March-April, 1969,
M. Scott Myers, Every Employee a Manager: More Meaningful
. .~ Work Shrough Job Enrichment (New York: McGraw-Hill
: ‘- 1970).¢
e . Joe Kelly, Orgamzational Behavior (Homewood Ill Irwin _
N and Dorsey, 1969). Especially pp. 176-183 for discussion .
. . and critique of Herzberg's motivation-hygiene theory.
.C-9
Saul Gellerma.n and Emanuel,Ka;y&‘"Motivation Through Job
Enrichment,! Motivation and Pdpductivity Cassette Series,
Tape B. (A discussion of Herzhérg's motivation-hygiene
theory.) - oo , :

For participants particularly interested in staff development the
following are highly recommended:
Elizabeth W, Stoné, Factors Related to the Professional
Development of Librarians (Metuchen, N.d.: Scarecrow,
1969).
"Guidelines to the Development of Human Resources in
Libraries: Rationale, Policies, Programs and. Recommenda-
tions, " Library Trends, 20:97-117,. July, 1971,

Materials Needed:

,' Chalkborad, or portable easel’ with pad. -
Chalk or marking pens.
[ T-56.] - and
Overhead p'rojector. L ‘ ‘ ‘ .
Wax-pencil. ‘ ‘

. ' 16 mm film projector, . T
F-53 |- - (irst half of meeting) - R
. | _F-59 (second half of meeting) |
- Sufficient copies of the following: P,

| H-d:12 | through | H-4:16 l .
Work Assignment 14,
Form 2 -- Report on Readings
Form 6 -~ Post-Meeting Reactionnaire
Form 8 -- Viewer’s Film Critique

.. @ei)ing the Meeting:
State the objectives for the first half of the meeting in $our own words.
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~

Outline briefly the sequence of activities that will make up this part of:, .

- the meeting:

A, Participant reactionnaire to deterinine
i job satisfiers and dissatisfiers.
- \ B. Film presentation, - i
o C. Small-group analysis of reattionnaire and
job enrichment discussion,
D. Presentation of tally results.
E. Pgesentatioq of johs enriched.

F.’ fxmmary.
A. _ Participant Activity: '

*, - Determining Satisfiers and Dissatisfiers
- in the Job Situation | H-4:12 ] e
The leader opens the meeting by telling p_‘ftrticipangg that they will
\ow have a chance to answer the same- type of questions Herzberg used
in his research,' on the basis of which he develdped his theory of motiva-
tion. He should then distribufe the handout, telling participants that five
minutes will be allowed for them to answer the two questions .that appear
on the sheet, ~ o .
a}‘\
At the end of five minutes, the sheets should be collected for use later in
the session. .
NoT T
B.  Film Presentation:
\\\ | F-53 | "~ "Motivation Through Job
, ‘ Enrichment"

v

vo=

’
’

In this film, which takes approximately 28 minutes to show, Herzberg
explains his motivation-hygiene theory. It'presents an overall view of
Herzberg's ideas, but dépending on the emphasis the leader wishés to -
make, another of the ma.ﬂ‘y existing Herzberg films might more appropri-

ately-be shown instead. (A brief synopsis of each of these films is given
in the Leader's Handbook: Aids. ) : )

If this film ‘is shown, the leader might introduce it with comments such
as the following: . - .

4

Herzberg and his colleagues at Western Reserve
University have cast new light on an old problem:

L 255 . ,
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/

‘The ‘ﬁlm should'then be shown.

i the relationship between/ satisfactlon and produc-

tivity Up to a decade’and a half ago, there was
a belief that thesg,téo vari ables were positively
correlated. The specific contribution of the
Herzberg studies is to recast the problem and

" reveal significant characteristics-of the' relation~

ship b\étween two variablés, satisfaction and
productivity. Indirectly, as has been pointed out .
by McGregor and others, ‘this motivation~hygiene
theory of Herzberg's has profound Implications
for managerial strategy. ’

As you view the film take particqlar. note of:
(it would be a good idea to have these points
written on board or flip chart):” .

1.. The type of factors that Herzberg labels
'gatisflers” or '"motivators"
The type of factors that Herzberg- labels
"dissatisﬁers"
How the satisﬁers are dlfferentfrom the
dissatisfiers

- What is Herzberg's definition of motivation ?"

What is Herzberg's solution to the problem:
of motivation in the work situation? ~

»

The leader might engage the group in some discussion after the ﬁlm,

asking such questions as the following:

I ' A ]
(4 . * »
Does Herzberg suggest that the dissa‘.tisfiers'{
are unimportant for the manager {0 be con-
cerned about ? .Illustrate with the seffect of
various payment systems on the behavior of
the workers. * 5
What is the significant difference between most
of the satisfiers and the dissatisfiers ?

Points to bring otit either in a summary lecture or in discussion with the

participants
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3., The significant difference between most: of the satisfiers and the -

Mass.: M.1.T., 1966), p; 259. .
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N

\
Concerning the Dissatisfiers.

9 ) .o

1. The factors labeled "dissatisfiers" operate to produce both low
performance and negative attitides when they are not equitably
administered, . . e ' -

2. However, when the employees feel that they are fairly @arded

" with respect to the "'dissatisfying variables," increasing the
rewards further hasonly a modest effect on performance or
satisfaction. o ' ‘

3. The implication is that these "extrinsic" variables, which are con-
trolled from without the indfvidual, are highly important, but
primarily in a negative sense. What they will-produce is a fair
day's work for a fair day's pay (along with negative side effects if
they are not administered fairly), and not much more.

4, 'The\dissatisfiers include the stimuli on which management has
chiefly relied to motivate geople in the past. They are, as McGregor
has pointed out "'the obvious.methods of control if the theory of
cause and effect is one.of forcc on object, or of externally and
directly manipulated rewards and punishments. " 1 '

-Concerning the Satisfiers or Motivators

1., The satisfiers are associated with high motivation, high performance,
high satisfaction. . . %
2. The "work itself' varijable, referring to the way-the job-is Structured,
is the key factor. Or does it force him to operate at less than his
~ level of competence ? , . oo .

dissatisfiers (recognition and prometion are.the exceptions) is that
the rewards and punishments associated with them are "infrinsip. "
They are obtained by the individual as a direct result of.hisown
effort; they are inherent in the activity. o

4.  If'the external conditions in the work situation are satisfdctory, the
individual will seek satisfaction through his -own efforts.

C. _ Participant Activity: Buzz Groups -
“This activity requires four handouts, and if the leader can arrange

" 1Douglas McGregor, Leadersh_ip and Motivation: Essays of Douglas
McGregor, edited by Warren G, Bennis. and Edgar H. Schein (Cambridge,

“
L

257 . .
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to have.each printed on. d1fferent color paper he will find them eusier to
refer to (the yellow sheet ete. ), The handouts are: L‘*{
| Hodiz | A Personal Experience (already filled ont by A .
s /] N0 partimpants before the film)
[ 5-2:13 . | Procedure for Making Tany LT
| H-4:14 "} 'l‘ally on Factors AffecﬁTg Job Attltudes
. . \ a “ .

"

[ H-4:15 | Buzz Group Agenda "*,‘ LR

+
¥ l

Participants should be divided in groups of approximatelf f fno more than
6 at most), the sheets they have already filled out ( H-4:12 | 9 ¢
should be distributed. among them, and the groups should be,given the
following charge: . B .

You will -now have a chance $o analyze your~ ~

concepts of dissatx sfaction ant satisfaction-on _

+.”  the job'in a manner gimilar-to that in whlch

Herzberg has concluded his many research ) ’
studies in this field. ‘ . .

4

»
A

First choose ‘a chairman and according to the
instructions on | -5_{-4:13', make a tally of .

satiefiers and dissatisfiers using | H-4:14 |to
record the tally,

%3
K

/4 When you have ‘completed your tally, proceed to -
a discussion of the possibilities of using job
* enrichment. in your library. Please fqllow-the
instrgctions on I H-4:15 as you begin this
discussion. The objective of your discussion
is to show huw library jobs might be meanlng-
fully enriched, . . ) .

D. Compa.rison of Pa.rticipants Telly thh )

Herzberg's, Results ‘

After the buzz groups have turned in their ta.llies, the leader shoyld
make a composite tall for the ensire class, plotting the results on the
blank chart on l T-57 . The results thus obtained will not he
_completely precise, but w111 be interesting to compare with Herzberg's.

0;' ';', *
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: - " _The leader can make the comparxson by showmg the followmg two
. . transparencies : '

- - . [l

‘ e |. T-56 l Herzberg's Motivators and -“.

b ‘ _ Disgatisfiers i ) %
o A [ T-57 | Factors Affecting Job Attitudes -
’ as Reported by Participants L ! -
S \\E - Participant Activity: , B ‘
. ™. Job Enricliment Discussion ) '

. \Each of the buzz groups should now be ca,11ed on to report on its
. discussion, presenting briefly the one libraryjob they selected for enrich-~

meht, Asgldeas are presented, the leader nught jot down key enrichment

concepts on’*tha board or easel so that’ participants could compare the dif-
. ferent ways m\whlch the sub]ect of ]Ob enrichment was approached.

It would‘be appropn&e@ére for the leader to refer to the work assign-
ment participants prepared.for this meeting —- redesigning their jobs to
make: them more satisfactory™and then comparmg the newly designed job
with the present job. It might be""'mterestmg to compare the kinds. of en-
richment activity they built into their own jobs with those evolving from
‘the buzz group discussions. To make the comparison, the leader could
again ]Ot down key concepts as they are presented by partlcipants.

If the rg search task force groups have been wdr%ing on job enrichment or
étaff development the1r reports could be given at, this time. i

F.. Summary - : ; ' _ o
In summarizing-this part of the session, the leader might want.to
end with remarks such.as the followmg quotatlon irom McGregor:

\ ) "In. system terms, it is now known through the
SN ¢ ) , research of Herzberg and others that 'significant

intrinsic’ motivations-are pioperties of the human
system. The human being is not a passive
machine requiring extrinsic force to induce

- ' motion; he is an organic system. Many powerful

C e ' forms of motivated behavior can be released by

' appropr1ate manipulatmns of environmental

variables.. . The situation is comparable in some

K 21
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' ways to that of the potentialities.for control of
disease opened up by Fleming 8 work wlth

| ' ) pencillin nl
In closing the leader could recommend some Herzberg f11ms for indepen-
dent viewing:
i F-54 l "The: Modern Meaning of: Efﬁciency"
° ) ‘ "KITA Or What Have You Done For
: For Me Lately ?"
"Job Enrichment in Action”
S - ' o "Building a Climate for Individual
- Tmee— - - - Growth" , .
T F-sé "The ABC Man: The Manager in
. . Career"

These films are all part of the Herzberg Motivation to Work series, and
. each takes appro:dmate]y 25 minutes to. ehow. . .

The rest of the session should then be devoted to ,examining the theories
of David C. McClella.nd

1McGregor, op. cit., p. 260,
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THEORIES OF MOTIVATION IN. THE WORK PLACE:
N 'DAVID C. MCCLELLAND

Summary, Outline for the Meeting on:
THEORIES OF MOTIVATION IN THE WORK
PLACE: FREDERICK HERZBERG
DAVID C. MCCLELLAND

Objectives for the Second Half of the Meeting:
A. To examine McClgllénd’s concept of achievement- motive.
B.  To identify some characteristics of the high achiever.

C. To id'e' tify types of super(risory action that increase (or decrease)
the effectiveness of the high achiever within the organization.

. Evaluation: . .

Participants will be considered to.have understood these concepts when

~ they have deinonstrate 1 that they are able to\ apply the learning they have
accomplished to situations discussed.in the m\eeting.

»

~ Pre-Meeting Preparation:
A. ~ Completion of Work Assignment 13.

B. Reading as discussed at conclusion of last meéting.\
e David C. McClelland, "To Know Why Men Do What. They Do:
A Conversation with David C. McClelland and ’1¥C<:’ge
Harris, " Psychology Today, 4:35-39, 70-75, January,
1971. (Readings. ) o ' \\
___. '"Business Drive and National Achievement, ™™
Harvard Business Review, 40:99-112, July-August, 1962.

Suggestions for research task force group:
David C. McClelland and others, The Achievement Motive
_.(New York: Appleton-Century-Crofts, 1953).

261
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David C. McClelland, "Toward a Theory of Motive Acquisltlon, "
American Psychologist, 20:321-333, May, 1965.
Herbert H. Meyer, "Achievement Motivation and Industnal

. Climates; " in Renato Tagiuri and George H. L1twin, eds.,
Orgamzational Climate: Explorations of a Concept

- (Boston, Mass. : Division of Research, Graduate School of
Business-Administration, Harvard, 1968), pp: 151-166.
Aronoff and-George H. Litwin, "Achievement Motivation

and Executive Adva.ncement, "' Journal of Applied Behavioral

Science, 7215—229 March/April 1971. -~
I C-10 |

4 Saul Gellerman and Ema.nuel Kay, '""The Self—Motivated Achiever, "
. ;' Motivation and Productivity Cassette Series; Tape B.
F A dxscussxon of McClelland's concepts )

Y

e
L3

3:»\

I J

b,

Materials Needed: )
Chalkboard, or portable easel with pad.
Chalk or markingpens. ' .
16 mm film projector, ' )

" 1"The Self-Motivated Achiever"

. Sufficient copies of the following: :
[ H-4:16 ] - .

Work Assignment 14

. Form 2 -- Report on Readings
Form 6 -- Post-Meeting Reactionnaire
Form 8 -- Viewer's Film Critique

1

Opening the Second Half of the Meeting: . .
State the objectives *for this part of the meeting in your own words.

Outline briefly the sequence of activities that W111 make up this part of
the meeting: .

A. Content presentation on achievement
motivation.

Film presentation. .
Group discussion ' . ‘
Role playing activity

Summary and briefing for next session.

PEOow

1
< 5
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A, Content Presentation on

Achievemeént Motivation . ' e

The leader's presentation on McClelland and achievement motivation
could be patterned on the Study Guide outline (4.28). To begin, he might
want to give some general information about McClelland and his theories,
such as the following: ' ) .

-

David C. McClelland, chairman of the social
relations department at Harvard, has produced
~one of the most interesting contemporary-
theories on motivatior -- Ythe need for achieve-
ment" theory. A According to this’ theory, a
person's desire to do-things better is due to 2
very sopecificv motive -- a need for .achievement.
This imotive, aocording to McClelland, is
acquired rather than genetic. ‘

B. ~_Film Presentation: L &
~ Depending on the amount of time available, this film could be shown
in class, or made available for participants to view independently.

[F-59 | = "The Self-Motivated Achiever®

In this film, McClelland discusses.methods of

€

and ways of dealing with them when they afy
found in organizations. - '

The film takes approximately 28 minutes.

C. Participant Activity:
" - Group Discussion ;

In addition to discussing participants' reactions to the film, the
leader should see that McClelland's concepts are related to the work situ-
ation, and questions such as the following might be asked of participants

' at appropriate times so that they will consider achievement motivation in
the context of their own library situations.

How can you identify high achievement persouns
who work under your supervision ?.

.1Joe Kelly, Organizational Behaviour (Homewood, Il : Tiwin and
Dorsey, 1969), p. 185. :

1
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Why is it important to be able to identify -high
achievers ?

What kinds of supervisory practices .are appro-
priate for high achievers ? What kinds are
inappropriate ?

D.  Participant Activity:

Role Playing | H-4:16 | - .

McClelland has emphasized that certain supervisory practices are o
quite inappropriate for maintaining the motivation and morale of, high o
achievers. This is particularly true in the ‘area of feedback regarding
performance and individual goal setting. The purpose of this activity /
is to 1dentify appropnate supervisory practices for high achievers.

It is suggested that the leader distribute the handout, and either read i
aloud or summarize the ma_m points after participants have had time fo/
read it themselves. Then two members of the group should be selected to
role play the first target-setting talk as described in the handout. If there
has been a research task force working on Mcdlelland’s concepts suéh
persons could be-asked to play the roles. (If only one person has been
working in this area, it might be helpful to ask,g that person to play thc role
of the supervisor.) . //
Following the role play such questions as the following could be raised
with the class: |

e

How do you think Miss ‘Key would have felt follow
ing her {’alk with the supervisor ?

Do you think the high-achiever was able ta.gee
the eftent to which her dctions had been e‘;&\

or ineffective up to the point in time of her
interview ? ) .

Did the conversation succeed in dealing mainly
with objectively defined results accomplished to
date ?
Did the review of performance again®t tiie'pres
| present set of targets lead to a logical basig

' 7 for establishing a new target or set of targets ?

o 264 - - :
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' If yes, how was 1t done ?

Do you see ways in which, takmg 1nto account
factors important in mot1vat1ng high-achievers
. as defined by McClelland, you would have
L -directed the conversation differently if you had
; , . been the supervisor ?
! i .
E.  Summary and Briefing for Next Session
' In concluding the’ subject of achievement motivation, the leader
»  “should summarize briefly the high points of McClelland's research and
its implications for management

»

Readxng for the next meet1ng mlght be recommended as follows

- Saul Gellerman, Management by Objectives (New York: American

., Management Agsociation, 1968). Ch. 4 on selection strategy,
Ch. 6 on enlargement of competence, Ch. 8on competence
loss.’

Edwin L. M111er, ""Selection by ObJectwes A Funct10n of the

! Management by Objectives Philosophy, '' Public Personnel

Review, 29:92-96, April; 1968. @eadmgs ) ’

’,

The leader might also recommend that the participants view a film in®
which Gellerman discusses motivation, or if this is noc possible that they
listen to a Gellerman cassette in-preparation for the next session.

| F-60 | "Understanding Motivation"

(28 minutes)

3

In this;fi'llm, Saul Gellerman discusseé the
individual needs of workers and how their
motivation is related to their perception.

[ C-11 | 'Understanding Motivation"
" -(60 minutes)

On tms tape, Gellerman and Kay discuss

e . material similar to that presented in the above

film,
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This would be a good. time to remind particxprnts ‘that the next meeting.

will be the last on the- subject of motivation and that in review each will .
—— — —be asked- tmesent the“man’a‘g rwhose style he or she ‘has chosen to study

in depth alodg the guidelifes suggested in l H-4:2 | (dxstnbuted at a :
_previous ineeting). I

\ -

In mosmg, the 1eader should make available the following, as appropriate:-

o Work. Assignment. 14, \ ‘ .
R _ Form 2 -~ Report on Readings;. . \
\ . Form 6 -~ Post-Meeting Reactionnaire ‘
\\ Form 8 -- Viewer's Film Critique :

-~

~
,-'/
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.. THEORIES OF MOTIVATION IN THE WORK PLACE:
SAUL- GELLERMAN j to-
- - . .

Summary Outline for Meeting on: .

THEORIES OF MOTIVATION IN THE WORK 3
PLACE: SAUL GELLERMAN .

and ' \ )
REVIEW OF MOTIVATION THEORIES -

+

KN

'+ Objectives for the First Half of the\Meeting: < '

A, To examine Gellerma.n's concept that selectxon is an 1mporta.nt .
aspect of motivation. -

_B. ' To analyze Gellerman's chart as a method of measurement by
which a given library can evaluabe its selection system.

e

C.. To 1dent1fy ways in which- a glv'bn library might improve its
selection system. . ?

Eyaluation: . .
Participants will be considered to have understood these concepts when :

they have demonstrated that they are able to apply the learning they have
accomplished to situations arising during the meeting.

Pre-Meeting Prepar‘atiom : ’ e
f‘\« - Ed

A. Completion of Work Assxgnment 14 ) | i

B. Review of readmgs or other data on one manager's style. ?
C. Reading as discussed at conclusion of last meeting. )
Saul Gellerman, Management by Objectives (New York; . »
American Management Association, 1968). Ch. 4 on -
selection strategy, Ch. 6 on enlargement of competence,
Ch. 8 on competence loss.
Edwin L. Miller, ''Selection by Objectives: A Function of the
Management by Objectives Philosophy, ! Public Personnel

267
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Review, 29:92-96, April; 1968. (Readings.)
. ™
D. Suggestxons for research task force: o
George S.- Odiorne; Management by Objectives: A §ystem
of Managerial Leadership (New York: Pitman, 1965).
Harry Levinson, '"Management By Whose Objectives ?,"
- Harvard Business Review, 48:125-134, July-August, 1970.
Robert A. Martin, "Toward More Productive Interviewing, "

? Personnel Journal, 50:359-363, May, 1971.
| F-60 |-  "Understanding Motivation"
‘ C-11 . ' )

"Uniderstanding Motivation, " . Motivation and Productivity
Series, Tape A. ' o

Materials Needed:
Chalkboard, or.portable easel with pad..
Chalk or marking pens. ) .
] T-58 ] . . o
Overhead projector a
v Sufficient copies of:
[ H-4a7 |
- Work Assignment 15
Fom 2 -- Report on Readings
Férm 6 -- Post-Meeting Reactionnaire
Form 8 -- Viewer's Film Critique

N ' ;o

'g)ening the Meeting: /
State. the objectives for the first part of the meetmg in your own words. / ;

Outline brxefly the séquence of aefivities that will make up this part of the

meeting: - -
A, Content prescntation on Gellerman. &
B. Participant analysis of selection systems.
C. Deyeloping guidelines for selection by
. , objectives,
D. Summary,
A.  Content Presentation: J

Sail Gellerman

In presenting the concepts of Gellerman, the leader may want to
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RN

refer to the outline in the Study Guide (4.29). Perhaps the most helpful
part of this-material to.emphasize with participants is the strategy of
‘'selection as related to motivation, : ' 5
4 . \
According to Gellerma.n, "the aspect of motiva—
, tion over which most organizations can exercise
the greatest control, yet yhich is typically left\
largely to chance, is the selection of their \

- - . people nl \
1] R \ \\

-)
-

\
Startlng with the premise that every man's poten- \\ ©
tial motiyation is alréady inherent in him when \ <
he is hired, Gellerman réaches the statement | '
that "motivation can be hired. " - \
o ' : 4 ',-} ’ . ) \
\ . ""The quality of motivation that appears in a
" ) " man's work is not so much instilled in him by
- managerial practices as'it is elicited f from him —_—\
by his job. The individual is his own reservoir. ©  ~_
of whatever motivation he is capable of; he may |
. draw upon it extravaga.ntly or sparingly, but in v
o any case he derives it from within himself and
not from the people who'pay his wages."2 = .

" Regardless of what measures are used in

evaluating a cdndidate for employment, they lead
fmally to somé sort of estimate of how likely it o
is that he can handle a given job in an acceptable \ -
way.

At this pomt in his presentation the leader might show the following trans- ¢

parency which illustrates Gellerman's concept of the selection decision

+and its results. \

| T-58 | The Selection Decision

Regardless of what measures are used in

1Saul W. Géllerman, Management by Motwatmn (New York:
Amencan Management Association, 1968), p. 57.
Ib1d., p 58.
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’ .

evaluating a candidate for employment, they lead .
finally to some sort of estimate of how likely it N
is that he can handle a-given job in an.acceptable
way. These estimates ‘Gellerman. pictiires on °
one sidé of a chart as extending from‘utterly un-
promising through minimum -acceptable risk to
remarkably promising and on the other side of -
the chart is a vecord of how well the individual
actually does.on a job, ranging from utterly in-
competent through minimum acceptable perform-

. ance tc extremely effective. ’

If. both of these scales are put together, it is
-possible to compare the ratings made at the

time o selection with actual on-the-job perform-
ance... Gellerman explains-that every selection
decision results in one of four possible ot comes,

In this transparency Section A includes all candi-
dates who, at the time they were hired, were
considered to have an acceptable chance of suc-
cess, but who in actuality did not do well on the
_job. A1l these selection decisions were errors.

.Section B would include all those people who not
only looked good to the selectors, but also per-
formed well on the job. - All these selection
decisions were correct.

Generally all selection decisions would be limited
to A and B types, since few libraries would run
thé risk of hiring an individual for a job in which
he geemed to have little chance of success.
However, the other possibilities, because of
special c‘onditipns such as a shortage on the
labor market, do sometimes occur and to round
out the possibilities the rest of the chart should
be analyzed.

Section C would include all those people who were
given a poor chance of being successful, and who
did fail on:the job. These selection decisions,
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" “however, were correct, .because they accurately
~pred1cted the actua.l type of job performance.

&

Sectlonl)_. would include all those people *vho
were given a poor chance of being successful,
. ) . but who did much better on the job than antici-
N pated. All of these decisions would be errors.- .

T

To sum up,. there are two kmds of correct
predictions: -
L . .1, verified sucéess (Sechon B) ’ -
S - 2. verified failure. (Section___) - ' ’
. .~ and there are two kinds of errors:
. o 1. the promising fdilure (Sectlon_)
. o 2. the unpromlsing success (Sectxon__)
The objective in a logwal selection system is to : *
bétter the system's- ability "to maximize the . ‘
“correct predictions and to minimize the errors. 'l

-

“Itis Gellerman's suggestzon that an orgamzatxon
should actual’y plot each selection by means of oo
such a ¢hart in order to-measure the effectiveness . '
of the selection system by some specific means ) -
. ‘ ' - of measurement.

o

1

' The leader might ask a questlon, such as the followmg, after there has ' N
been some discussion about Gellerman's chart: oo

a
A N Y

--What would it.imply about the selection system
of a given library if out of 10 appointments. the
\ combined distribution of the individual-charts
turned out-to be the pattern shown in the trans-
. N parency, that is 3 individuals in A 5in B;
: "1in C; and 1 in D.

The answer of course it that six of the seléctions

or "60% turned out to be correct predictions and

40% were errors, which would indicate that the

system is fairly sound as it predicted correctly 8

-,

»

{Gellerman, op. cit., p. 63.’
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.of, potentially effective people represented by the

" ordinarily reJeet. Two such hires would not be .

‘line of minimuin ‘acceptable risk is lowered, the

v \.

in a majority of instances, but could stand = $
improvement. The greatest apparent weakness
in this system is the number of A A errots, which
Gellerman terms a rather unforgivmg type of
error.:.To select a person who later fajils-to. .
vindicate thé selector's judgment is a seripus
ergor, not only because of the loss of time and”
money that it causes, but also because the error
ogeurs in public and becomes a matter of record.
In th1$ sense, outcome A is less acceptable than
an outcome D even though they may be-equally
costly, because an error of the’D . type is rarely
verified. Ordinarily it would be hoped thatthe
number of individuals in B would exceed those

in A ; that most of those whose chaﬁces\-\of suc-
cess had been rated highly would succeed in the -
on-the-job sithation. But'even when the st )
outnumber the A's as'in this example, it is still
possible that the system is wasteful of available
i:a.l'e;nt. That is, there may be top many rejections

D category, due to the fact that the "minimum
acceptable rigk" lirie has been based: on unrealis-
tically high standards needed for the jobs -
available. * * ]

Gellerman feels that a selection gystem cannot
be réally tested to see how wellit is working un-
less the system hires a lot of.people it Would A

an adequate iest of the system, but at least
would show some openness to the idea that the
minimum acceptable risk may be set too high.~
It has often been-shown that when the horizontal

systém finds quite a few of those hired fall with-
in the D category. During times of labor short-
age, for instance, when the horizontal line of
minimum -acceptance is lowered, itic not un-
usual for an organization to discover ¢iat stand-
ards have been set {oo high all along:“that theiy
minimum standards were rather arbitrary“and

212 ;-
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not based on the evidence of what actually has. to
be dong on the job. There\i‘s a real danger of
minimum standards creeping up gradually. and
. needlessly, ‘thus forcing choices to be within
~ ’ o . a narrower range .of possibilities than is really
necessary. If.available éandidates are excluded
by reason of unrealistically high standards for a
given job, those already’in the system whose
- abilities dre not fairly represented within the
- 8ystem are apt to be demoralized.

L

B. _ Participant Activity: -
Analyzing Selection System ) .
"~ After his presentation, the leader might distribute the following
handout asking'that participants jot down by. each of'the three charts what ‘
is indicated about the quality of that library selection system. ]

%

| Hog:17 | Charts Hlustrating Tally of -
. . 3 Different Library Selection
Systems ) .

After participaﬁtsoha\'re had a few minutes to examine the charts, the
leader could engage the entire group'in discussing them. It should be
noted that the third chart represents a typical pattern of selection systems.
The system prevents its own evaluation because the candidates who are

" deemed to fall short of the minimuni standards are never given a chance o

to prove that the system might be wrong. Gellerman states in thisre=—
gard: "It is unfortunately true that the majority of selectior ‘systems are
accepted on faith alone, and that the question of whether they deserve this
setjtiment is seldom raised. This is why few organizations are in a posi-
t'on to say for certain whether the processes by which they acquire,

.utilize, and‘to a large extent motivate their'people are really systems or

merely rituals."l ' ) . Lo
It should be point.d out to participants that in the area of key administra-
tive professional and supecvisory jobs, in which failure is quite damaging
to the system, the strategy of lowering the minimum standard line would
not be wise. But-for the bulk of other jobs, it could be a useful strategy,
and dipping into the pool of available average risks does not necessarily

3 . . v

Ibid., p. 65 \ ..
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. dilute the quality of manpower. . The real problem is not apt to be with

these individuvals, but with the system's inability to define their potentiali- .
ties and their-motivation more sharply. .

-

[

C. Participant Activity:’ . /
. Developing Guidelines for Selection . N
- ByObjectives | '
3 If there is time and/or sufficient interest on the part of group
k members,participants m1ght take a.particular library job and on the basis
4 of the model provided by Millerl , draw up a complete set of guidelines -
% by which apphmnts for/ that partlcular job could be accurately evaluated

&
H
;-
%
3
%

PO Y

/

’ Miller describes selection by objectives as a proéess in which the: goals
of a particular job are spelled out in detail and measured against the

- cand1date's ach1evements in previous JObS. He l)eheves it can prove to

' ‘ be a moré accurate method of defining’ potentlaf ‘than merely judging an
applicant.on his personal characteristics or fllling the job on the basis of
jobr charactenstms Cs prowded by -the typical Jt)b description.

Selection by objectives reqlures that specific b]ectlves be set for the job,
‘ - as they actually exx,st at the time it is to be’ flﬁed The job-objectives
must be.current and relevant. ‘Once they are given, the selector then
must seek evidencq in the experience of the applicant tHat indicates his
ablhty to meet the stated JOb objectives.

|

If this actmty is he'ld in class, the leader mxght diV1de partic1pants into
small groups, dxstrllaute to each person the sample guideiine sheet,
. | H-4:18" i, and 1ntr\oduce the task with remarks such as the following:

\\ Based on'the model.providéd by Miller which
] » ) ’ ) you will find simmarized oh the handout,
"\ ' . \ select one l1bra§'y job and draw up a complete
o . R set of gu1dehne§ by which apphcants for that
] \ob could bF accurately.evaluated.

The leader may, w1sh to h\ve all groups; working on the same job in which
“case’one would have to. be agreed upon in advance, or each group may

1Edwm L. Miller, " \_lectlon by/Objectwes: A Functlon of tLe Man-
agement by Qbjectives Philosophy,' Public Personnel Review 29:93,

. April, 1968. (Readings.) \ /
‘ ;.;, E ) . . \ 274/ S | .
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1

.-

choose whatever job it wishes. In either case, there should-be some dis-
cussion of the guidelines developed once the groups have finished. .1t is
important also that participants' attention be called to Miller's article,
which was suggested as readings in preparation for this session, for they
will find it very helpful in connéction with this exercise.
D. Summary , ) . ' :

" In concluding this part of the meéeting, the leader should summarize

briefly the main ideas of Gellerman and then go on to a review of motiva-
tion theories.which will constitute the second half of the segsion.
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" REVIEW OF MOTIVATION THEORIES

Summary Outline.for Meeting on: | - «

THEORIES OF MOTIVATION IN THE WORK v
PLACE: SAUL GELLERMAN : ~
and , , : '

REVIEW OF MOTIVATION THEORIES

Objectives for the Second Half of the Meeting:

1

A. To share 'in—dept}i analyses of individual management styles

B. To review the motivation theorxes of Argyris, MéGregor, kaert
Herzberg, McClelland and Gellerman. ' ‘
. Evaluation: '
Participants will be consxdered to have understooa these concepts when
they have demonstrated that they are able to apply the learning they have
accomplished to 31tuat10ns arising during the meeting. ..

A »

Pre-Meeting Preparatmn

A. Review of readings or other data on one manager's style.

Materials Needed:
Chalkboard, or portable easel W1th pad.
‘Chalk or marking pens.
_ Sufficient copies of:
- Work Assxgnment 15,
Form-2 -- Report on Readings
Form 6 -- Post-Meeting Reactionnaire
Form 8 -- Viewer's Film Critique * i . i o
< &
. Opening the Second Half of the Meeting:
» State the objectived for the second part of the meeting in your.own words.

>

o
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Outline briefly the sequence of activities that will make up this part of
the meeting: . ° -
A. Participant analysis of individual manager's
style.. ’ - - :
" .B. Briefi_gg for next session. '
A: - Participant Activity: .
Participant Analysis of Individual ¥ . .
Manager's Style . ' . .
" This-session concludes. the series on motivation theories and con-
cepts as they apply in the work situation. To date, in rapid successi on
.the ideas of Argyris, McGregor, I;ikert, Herzberg, McClelland and
Gellerman have now been presented. The purpose of this activity —
which was announced to participants at, the first-gsession on motivation
(4.24), is to reinforce learning and integration of the different theories
and concepts, )

oy
Participants should be asked to make a brief oral presentation, following
the guidelines which were distributed earlier in the course ( | H-4:2 |).
The leader might list these guidelines on the board or easel so that all
will have ready. accéss to them. It is expected thatteach individual will
have thought through the motivation theories and concepts covered, and
will be able to apply them in.diagnosing the management style of whatever
leader he or she has chosen to study. ) : -
Each-individual should present a brief portrait oi the person.he has
selected -- responsibilities and role, -his.attitude in the work place and
those of others toward him -- and other data that seems significant to
the participant. After each individual's has shared his thHought on the
manager he has studied, he enters into a discussion with the rest of the
group regarding the individual upon whom he is reporting. It might be"
intc;i'estih'g» also to ask participants to share how they view themselves in
comparison with the person they have ‘described or diagnosed.

- This type of review, using the kinds of questions suggested in the guide-
" lines, should reinforce learning, and the subsequent.discussion led by
the participants and tied together by the leader should help to clarify the.
different points of view presented in this unit on motivatiqn theory.

>

LT 277

3




Unit 4,\*:\5 ection 2

-

B Briefi\ng for Next Session, -
s After the review of motlvatlon theories is finished, the leader may

»

wish to make some remarks about the next meeting,which will be devoted -
to gxamining organization d,ev’elopment and reviewing the entire course.

// -

_—
Reading should:be; suggested for pre-meeting preparation on OD. The
_leade" might consnder recommendmg the following:

William d. erokett "What's So,Odd About OD ?"' Administrative
Management Society Report, 49-—50, November, 1970. '

s

o @eadmgs.) . “*;
Richard Beckhard, Organization Development: Strategi€és and’
, Models . (Reading, Mass. : Addison-Wesley,. 1969). T

- \ Robert R. Blake and Jane Srygley Mouton, "OD--Fad or
: Fundamental 2, " Training and Development Journal, 24: 9-17,

January, 1970. \@adings.) \
. Warren G. Bennis, Organization Development -Its Nature, Ongms, \ )
" and Prospects (Reading, Mass.: Addison-Wesley, 1969).%

As the next meeting will be the last in the course, the leader should take
the opportunity now to bring up the subject of participants' goals with
respect to the course. He should ask them to review before the next meet-
ing the goals they established at the beginning -- either individual learning
- goals or group goals -~ and to consider how they have accomplished what
° ) ‘ they hoped and intended to accomphsh .
DAY
o ‘ Participants should be asked to make a written statement supported by
' ] descriptive evidence indicating accomphghments in relatlon to each goal.
J . They should also indicate ways‘in which they have been able to apply what
they have learned. If participants early inh the course submitted a written
statement of objectives to the leader, these .statements should be returned

to them now.

/
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OBJECTIVE'S

UNIT 4
“SECTION 3

""\ = A}

Ve

4.3" Organization Development (OD)
4.31 To establish a working definition of oD, - ¢

4.32 To examine briefly the -histo ~of-OD, '/ - *
-y* - ny "“-“\

4.33 To examine briefly the objectives of OD.
4.34 To compare OD with other types of-change efforts.

4.35 To consider the underlying assumptions of OD,

. i ‘ .
4.36- To consider briefl)f some types of OD interventions.

4.37 To examine the Managerial Grid as a specific device for
organization dévelopment.,

* 4,38 To cbnsider some conditions-for failure of OD efforts.

4.39 To consider some conditions for success of OD@f‘f‘orts. \

N
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Unit 4, Section 3

. . . >
ORGANIZATION DEVELOPMENT

Summary Outline for Meeting on:
ORGANIZATION DEVELOPMEN T

Objectives for the Meetmg

A. To establish a working definition of OD.
To examine briefly the objectives of oD,

To examihe:the':Managei'ial Grid as a specific device for OD.
To consider some types of OD interventions and their applicability
in hbrary sxtuatxons.

To review and share important learning that occurred during the
course. : :
Evaluatxon
The participants will be conS1dered to have understood these concepts
when they have demonstrated that they are able to apply what they have
learned, both from pre-session study and during the session, to situations
discussed in the meeting. In addition to the leader's direct personal
appraisal of’ the participants' progress, the following evaluative measures
are suggested:’

-

A. The ability of the participants to evaluate themselves in terms of
task orientation and people orientation based on Blake and Mouton's
grid concept .

A brief exercise in which participants a're asked to give examples of
situations in théir work place for wh1ch they would fecommend use
of OD- techmques. N
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\ Pre-Meeting Preparation:

A.  Completion of Work Assignment 15.
B, Review of original goals and expectations for the course,

'C.  Reading-as suggested at conclusion of last meeting.
William J, Crockett, ""What's So Odd About OD ?, "
" Administrative Management Society Report, 49-50,
“November, 1970 (Readings.)
Richard Beckhard, Organization Dévelopment: Strategies and
Models (Reading, Mass.: Addison-Wesley, 1969).

a Robert R. Blake and Jane Srygley Mouton, "OD -- Fad or
Fundamental ?," Training and Deveélopment J ournal,
24:9-17,'Janua'ry, 1970, (Readings.)

Warren G, Bennis, ‘Organization Development: Its Nature,
Origins, and Prospects (Reading, Mass. : Addison-Wesley,
1969), . -

e

Suggestions for research task force group on OD. .
®  Jack K. Fordyce and Raymond Weil, Managing With People:
“A Manager's Handbook of Organization Development
- Methods (Reading, Mass. : Addison-Wesley, 1971).
William-B.  Eddy and others, eds. Behavioral Science and
the Manager's Role (Washington; D.C.: NTL Institute
for Applied Behavioral Science, 1969). Especially
Section V, "Action Steps and Interventions, " pp. 243-320.
Paul R. Lawrence and Jay W. Lorsch, Developing Orgamzatxons

Diagnosxs and Actxon (Reading, Mass.. Addison-Wesley,
1969).

W. Warner Burke and Warren H Schmidt, "Management and -
Organization Devélopment: What is the Target of Change ?, !
Personnel Administration, 34:44-56, March-April,
1971. (Readings.) :

| F-64 |  "Organizational Development"
F-65 |  "The Managerial Grid" (if not selected for.
showing in class) .
| F-66 | ""Roadbloci:s to Comm}gnication"
{_ F-67 |  "The Bob Knowlton Story"
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Designs for Learning’

It might be suggested that a research task force investigate OD methods
for effecting change and for finding out what is- going on. Fordyce and
Weil would be pa.rticularly useful in this area..

Materials Needed

Chalkboard, or portable ezsel with pad. ‘

© Chalk or marking pens. ‘\‘
Pencils or pens for all participants. _ ‘ §
- T-59 .

- Overhead projector '

16 mm . film projector (optional) ' . - -

"The Managérial Grid" (optional) . '

Sufficient copies of the following: .
[ H-4:19 through I H-4:22 I &
Form 7 -~ Final Course Evaluation Sheet.

Opening the Meeting: o S
State the objectives of the meetmg in your own words.

Outline briefly the sequence of events that will make up the meeting:

P 4
13

A. Filling out leadership questionnaire.

B.. Lecturette-on OD.

Scoring the questionnaire.

Discussion the Managerial Grid
Identifying signs of arganizational health
Viewing-OD in context of libraries.
Review and evaluation of entire course.

QEmUa

.
]

A, Participant Activity: =~ »
Leadership Questionnmre ¥
In.presenting the leadership questionnaire, the leader might make
brief" introductory remarks such as the following:

There is great importance in knowing yourself _—
and your attitudes toward being a mansiger and

a leader. To know how you act and how you wish

to act is to be able to set a direction for

effecting change in yourself.

_ 1J. William Pfeiffer and John E. Jones, A Handbook of Structured
Experiences for Huﬁﬁ‘n Relations Traming, Vol. 1 (lowa City: University
Associates, 1969; revised May, 1970), pp. 8-11..
. N, '
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‘The Managerial Grid is a tool for discovering
| ‘ ‘ your own attitudes toward leadership and
‘ .~ _ management stylés. During the firstpart,of the :
’ session eack'of you will have the opportumity to
; . fill out a leadership questionnaire and then re-
. late it to the Mahagerial Grid. - This will give you
- a glimpse into your ‘own style.. Then with this

A

-

- ¢ awareness we will spend the second part=bf the
R session looking at the full sweep of OD -~
. S ) Organizatmn Deveiopment ~- which is a newly

changing organizational behavior, goals, and

|- ) values.
‘e : ~ : ! * * e )

emerging way of analyzing, diagnosing, and-— ¢

The- last part of the session will be spent. ona ,
. review a.nd evaluation of the entire course and
.. . of. the progress we have.made by partmu;’ating

., init, . . i &
<4
7

Without further discussion the leader then passes out the leadership
« 'questlonnaxre \ .

- |H—4:19 | . T-P Léadership Questionnaire

A\

Participants should. be allowed 5-10 minutes to f111 it out

B.- Content Presentation:
Lecturette on OD .
Before scoring the questionnaire, the leader should present a brief

lecture on OD and the Managerial Grid. Points to cover might include

the following:

.
*

-t

) OD is a process; it is not content. It provides
. ‘methods by which the organization can solve its
’ own problers. OD begins by diagnosing the
roadblocks which prevent the release of human
potential within the organization.

To visualize this the example from Fordyce and
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A

< Well1 might well be used. The authors explain:

L "In a snapshot view, an 1dea1 orgamzatlon may
resemble water gliding through'a straight pipe;
or it may look like rows of galley slaves stroking
the sea hard and rhythmically, or like a man and

- his team ploughing a field. The collective energy
~~of the separate drops of water,.of the men and
their oars, of\the'l'armer, his beasts, and his
plough--flows uniformly in ,Qne direction,

u "If we snap the snutter on an unhealthy organiza-
» tion, we get a very different picture.of energy
" flow:

B /LWN
"L Lf’jf

@, ' X ) Energy out

; "Here a iremendous amount of -energy pours into
te the system at-one end, but the real output.dribbles
\. . - outapipette. Most of the strength, talent, wis-
- dom, force hvelmess, Inventiveness and Joy of
people is dlssipated in‘ternally. "
\ OD focuses on helping people to identify their owWn
problems so that.needed changes can be brought
. about. A consultant, or third party, doesn't
" : solve the. problems for an orgamzatmn rather .
the third party helps the organization to see how
it can solve its own problems:

‘ . OD emphasizes the necessity of inquiry -- data
‘ collection -~ throughout the organization before

AY

IReprmted by specml permission from Fordyce and Weil:
Managing with People, 1971, Addison-Wesley, Reading, Mass. s Pe 16.
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5

any process for change can be effectively
1nst1tuted - 5

4
2

OD is a process which étrives to build a climate
of trust among individuals'and groups throughout
the organization. It-locates decision-making and
problem-solving responsibilities as close to the
information sources as possible.

OD strives to increase people's-sense of owner-
ship of the organization. It helps individuals in
the organization become involved in forming and
carrying out organizational goals. . It helps
individuals to be aware of and involved in the
process by which goals are set.and decisions
made.. It involves forming tentative general
goals which by-joint process will be converted

" to specific- group goals.

OD einphasizes that an organization is a social
syotem -- an open system. Being open means
reacting to and interrelating with the environ- -
ment; a closed system is a static system. When
a system is open, it is open to new ideas and

is contmually gettmgfeedback

oD methodology focuses on what is practical.

It involves working with people who are affected
by proposed changes in the organization, and
linking with-all those who can effect the outcome.
OD works to establish open communication
throughout the organization. To bring about
change, top management must encourage open
communication and managers must themselves
set the example.

In summary it could be said that OD is a process
of facilitating social systems to function so that
they are able to solve their own problems
effectively

286

2




(3% ¢

Designs for Learning

The lecturette should end with a dlSCUSSlOIl of the Managerial Grid, as
ueveloped by Blake and Mouton, ! and the grid concept should be explained
in some depth, if ii appears that participants-do-fiot understand it. The
following trarisparency will help to 111ustrate the concept:

v ) [(T-59 | _The Ma.nagerial Grid
Par.icxpants should realize that the grid does not in 1tself const1tute OD
rather it has been designed for use in the first of six phases of & program
devised by ;Blake and Mouton, all of which together constitute a program
of OD. The first two phases coiicentrate .on management development,
and the remaining four concern organization-development. (See notes in
) " Study Guide, 4.3 for more detail.) . ¢

' ' c. Partlcipant Act1V1ty : , ]
Scoring the Questionnaire® g K
- In scoring the questionnaire, the leader should annotince that each

" person will score his own on the dimensions of task orientation (T) and
. people (P). Instruct tgxe participants in the scoring process as follows:

*

' ' . A. Circle the item number for 1tems 1, 3 9,
- 10, 11, 15, 16, and 17.
_ T B. - Write a "1" in front of the circled items. to
' . which you responded S (seldom) or N (never).
’ . ’ C. Write a "1" in front of items not circled to .
) which you'responded A (always) or
F (frequently) - y

v D. Circle the "1's" which you have written in
’ J . . front of the followitig items: 2, 4,. 5, 6, 8,
’ 10, 14 16, and 18. - !

E. Count the circled "1's," This is your score
for concern for,people. Record the score
in the blank following tlie letter '"P' at the
end of the questionnaire.

F. Count the uncircled'""1s." Thjs-is your

-« score for concern for production. Record
v this number in the blank following the
= ' . o letter "T.

-

- From The Managerial Grid by Dr. Robert R. Blake and Dr. Jane

~S. Mouton. Copyright°1964 by Gulf Publishing Company, Houqtox}, Texas.
" Used with permission

- - - '
S | 287 v .
i : i

¢ 0




_U'nit 4, Section 3

> . I 3

Next the leader should distribute the Managerial Grid sheets -- H-4:20
-~ and instruct the participants to fbllow the directions on the. .Sheet. | ,

i

-

D. Participant Activity: o

Géneral Group Discussion.of the Grid

After participants have located themselves on the Managerial Grid, )
the leader should engage all in a discussion to bringout"implications thatg .
they see in relation to-their location within theé grid. In the:course of the
discussion it should be pointed out that Blake and Mouton do not view the
five chief positions- as defining a set of personality characteristics; rather,

they more nearly constitute anchoré.ges for- managerial attitudes and >
practlces. .

" . i . »

Thought of in thls way, aspects of the grid are more accurately regarded
as describing systems of pressures acting on an individual causing him {o
manage in a-certain fashion. Such- pressures arise from:

(1) Inside himself; . \
(2) The immediate external situation and/or -
3) Charu’fe"'stics of the organizational system, includinfb

traditions, established practices and procedures. C

-~

‘ "Though most people seem to be predisposed to ma.nage in one way or .
"another, points on the grid are not to be thought of as personality types. /
that.isolate a givep individual's behavior. They do not slot him in a
rigid and; inflexible way into a certain place. Behavior is more changing
and flexible than that, . . .

\

&

. . . P ) .
"In comparison with a mechanical explanation of managerial behavior, the
grid pictures a number of different sets of assumptions about How an in-
dividual can manage. Any set of assumptions is subject to change. W»en-
ever a pergon changes his underlying managerial assumptions, his actilal
managerial practices shift accordingly, or else a gross discrepancy is
present between the zititudes he expresses and the actions he takes. A o T
given indiv dual's atyle, then, may be viewed as a dominant set of assump-
tions. Thése .es’umptions orient his thinkfng and his bﬁhavior in dealing
with- produ/t*don/people relationshlps Furthermore, ﬁe may or may not e
be aware of the assumptions that are guiding his actiong, The purpése of

this book, .and. of much. management training, is to aid an individual to y !
become more knowledgeable regarding ‘his own assump ions' about huw to
'managea"l‘ P - F ! .,
1Ibid., pp. 12413, ’
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Designls for Learning

. .- Alternate Activity: S R
{ . Filfn Presentation o \
" A film could be’shown in place of the gene#al group‘d- scussion as
- a’'eans of® mterpretmg the. grid, followed by a brief’ question-and-answer
session, L . f ] \
]

“The Managerial Grid"

The film lasts 35 minutes. % . ' ,J . C
/ E. Participant Activity:* = f
o Identi’ying Signs-of * .. - _ . . ‘ |
: Organizational. Health I , ' .
Badsed on their background reading and class.discussion, the parti-
cipants might now be as}{ed to identify characteristics of healthy -and un-
* healthy organizations. The leader- should aisfnouw the followmg handout
to begln this actxvxty ‘ S C e

» ‘.
l

T H-4:21 | Some Cha.racteristics of Unhealthy
S o ' and Healthy Orga.mzations : '
Column 1 (unhealthy) is filled in, on the sheet and the second column
© (healthy) is blank;  The blank column is to be filled in by means of a
general group dxscussion, not intended to be! lengthy but to serve as a
. review to the essence and concepts of OD.. , . . 1

Ve N |

.

At the concluslon of the discussion,, the leader may wish to distribute for
participants' own reference the complete chart (both columns filled 1n)
which is to be found in the subsequent handotit: a
t * i \
[ H4:22 |  Some Characterfistics of Unhehlthy
) and Healthy Organizations ,j "

<

-4

F..  Participant Activity: ;
Applying OD to Libraries . . -~ |
At this point it would be natural for the group to express an 1nterest

in OD methods and techmques that will be of help to them in their hbrary

situations. _ %

<

if there has beén a research task forc_e working on OD, this would be a

’ »‘, -

1Fordyce and Weil, op. cit., p. 11-14, -
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.
\ « ‘

.good time for them to make their i‘eport, In addition, it iS suggested that -
g ' either the leader or the task force group put a list of some OD techniques
- ' N on the board or easel. ™’ These might be listed in two columns, such as
' - the following: -

.

-

Y M

o ) , Methods to Find Out What'is Going
Methods to Bring About Change P . :

On
“"1. Team Building ) . 1. Questionnaire
2. Confrontation goal-setting 2. Interviewing
3. Intergroup problem - 3. Sensing )
oL solving s
o ' 4. Organization Mirror 4. Polling
: 5. Life/career planning 5. Collages . -
7 6. Fislibow! ° _ 6. Drawings ’
, 7. Role playing 7. Physical representations of

" , organizations.
: ; : S o ‘
Participants should be-asked to suggest situations in their own libraries
.=« where OD techniques might be usefully applied. Either the research task
| force or other group members might be asked to demonstrate, possibly
throligh role playing, a library situation in which OD fechniques are being
. used, This might include active participation by the whole group or just -
by the research.task force group.- . ° . i .
. o
. . ~ .
. G. _-Reviewand Evaluation of Entire Course: - -
Paired Interviews and Gemneral Group °* , “ i
Discussion - s '
) If review,and evaluation are-to be useful to both participants and
leader, at least 30 minutes should be set aside for the purpose,

Participants were asked. in preparation for this sgssionvto review their
, - goals as individually set at the beginning of the course, or as evolved by |
the entire group. Now théy should be asked to select partners, each part-
ner to interview the other about his goals, accomplishments in connection
. with the course, and the ways he has been able to apply what he has
learned. Such questions as the following might be considered:

--What were the most important thirigs you
learned? . ;

Amid. ;s pp. 77-182. ) )
- , 1]
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Designs ior 'Leorning‘

! S --How dld these learnings occur ?

’ f . ~~-How do you think you will be able ta a.pply what
g ' yoi have leamed ?

v H

After the pairs have had time to interview each other, the group - should
- they wish responses to the above: questions. This gives the leader a view

participant articulate how he learns, and enables ev’eryone? to hear from

. others how they learn-- knowledge which constitutes a valuable base for
- continuing ‘education, ~ L

-, ‘ R . C . B , N [
Theé leader concludes with h.l.S view of his owh accomplishments, those of
the -group, and of the coursé in general. o

’
12 ¥
£

“ At the end of the meetmg, the leader should distribute copies of tle final
course evaluation*sheet Form 7;'so:that participants will have opportunity
to evaluate and react to the course as a whole rather than just tc individual
meetings as provxded for in the post-meeting reactionnaire {Form 6).

‘come together as a whole, and the leadér might ask members to share as _

of y.' 'ch methods and’ subJects were most helpful in the course, helps each

<
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A - Optlonul Unlt

‘MORALE .

Ly 4

Summary ‘Outline for Optional—Meeting on-
MORALE . .

Objectives for the Meeting:

A, 'I‘o' considerthe ineaning of mgrale,

B. To demonstrate ways in which morale in a library work unit
v might be improved , ‘ ,
x . Evaluation: * ’
* ~ Participants will be consxdered to have understood these concepts when
. 7. they have demonstrated that they are able to apply the learning they have-

-

. : accomphshed to situations arxsing during the meeting.

P re-Meetﬁ Preparatxon e

-

7 A, Completion of a work assignment,
. - s ‘Work Assignment 14 is on the subject of morale. If has been
' suggested for use in connection with the’ meeting on Gellerman ~
G (4.29). If, however, the leader plans to hold a meeting on morale,
1t would be a good idea to substitute one of the optional work assign~
" ments for. the meetmg on Gellerman, reserving Work Assignment
14 for this meeting on miorale.

B. Reading, such as. the/following ‘
. Saul W. Gellérman, "Facfs and Fallacies About Employee ‘
v - ‘Morale," Supervisory Management, 15:4-6, October, 1970.

C. Suggestions for a task force on morale: ' .
’ Fritz J. Roethlisberger, Management and Morale (Cambridge,
Mass. : Harvard, 1949).
Albert R. Martin, "Morale and.Productivity: A Review of the
* Literature, " Public Personnel Review, 30: 42—45 . '

~ ‘ January, 1969, -
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- A. Participant Activity:

Optional Unit

. Materials Needed:

Chalkboard, or portable éasel with pad
Chalk or marking pens.
Case study -~ copies for all if not distributed at last meeting (alternate

activity) ~_ .

‘Sufficient copies of the optional handout and whatever forms and work
assignment are to be diswxbuted in preparation for the next
meetmg

Opening the' Meeting:
State the obJectlves for the meetmg in your own words.

Outline briefly the sequence of activities that will make up .the meeting: .

. A. Group discussion on the meaning of morale.
B. Role playing and group discussion. :
C. Case study (Alternate activity)
D. Summary and briefing for next session.

-
©

The Meaning of Morale
The leader might initiate the discussion by remarks such as the
following: .

>

Let's start by talking about what you mean by morale.
What does the word "morale" mean to you, as
applied to your work situation ?

After several mterpretatmns, the leader might draw a scale on the board:
.a continuum of morale.

’ N @
Excellent . Very Good . Average Fair Bad

4 s
.

-~

Each participant could be asked where he would put the state of morale in
his library, or in-the division of the library in which he works. -

Depending on how the tallies distribute themselves, the leader can then

(3
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. make an appropriate summary si':atbment.
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To clarify further the condept of. morale, the leader might ask: .

--What does morale mean to you jndividually ?

As participants respond, the ideas suggestmg good morale could be

listed-in one column and the 1deaa suggesting poor motrale in another;

on the board or easel. Such a list mxght mclude
\

GOOD MORATLE- R POOR MORALE
Feelings for the environment.., Lack of 'confidence and trust,
-"Motivation. , Lack of performance goals.
Purpose. "~ - ' Failure to see purpose in work.
Confidence and trust . Feeling that superior doesn't really
Usefulness, - . care about individual. . .
¢ Pride in.achievement, _ . - Internal dissension. ‘
Dedication. - . 'Open dISputes at times.
Enthusiasm. * . Lack of dedication.
Identification. . . " Feeling. of lack of usefulness.
Clear understanding of expecta-  Not treated fairly.. .
tions regarding job conduct Unpleasantness.
communicated to employees . No one seems to care; why bother ?
by t;hexr supervisors. " Indecisive leadership. -

Other general questions that will help to clanfy the concept might include:

1. Can morale be good-in ‘one area and poor in
another area within the same orgamzatlon ?

2. Is it possible to have high dedication and low
riorale ? )

Is morale md;vxdual or group ?

] 4. Is it possible to have high morale and low

. productivity ? -

w

5.  Is it possible to have high productivity. and low

- morale ? ) ‘
6. Do most of the factors we have listed center
around the "work itself" ?
- 7. Do most of the factors we have listed center
~ around the.environment -- the atmosphere,
scheduling, etc: ? i
8. Are they pretty evenly divided ?
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To summarize, the leader might ask:

>-What do you feel we have been saying to tie it all
together ? - .

.,\ i
4 3 | -

"In the .subsequent diswsgion, such points as the following (among many
other possibilities) should be brought out:

v [N —
-

{norale is essential for the provision of T
gh quality library service.

g Morale can be either an individual matter, ora

.group matter, or both.

High morale is built up from a number of
elements, of course, but one of the most
important is clear definition of expectations
regarding job content, communicated to the
“employees by their supervisors.

When morale is high; there will be many signs: -
which make it apparent; for example, good
discipline'may. exist -~ employees willingly
comply with established rules and standards of
job performance and job conduct.

B. Part101pant AcuV1ty

‘ Role Playing

” variety of ways.

_If the leader feels that more leaming would result from actual de—
monstrauons of first steps a supervisor mlght take to improve morale in
his library situation, a role play or sequence of role plays would be a s
logical choice. Following is a situation which could be role played in a

¢ .

The Situation:
You have just been made head of a technical services
department in a library and there are five people who
report to you: 2 professmnal librarians, 2 subpro-
. , ] fessionals and 1 clerical worker. You find, in addi-
o " tion to a large backlog of work, that the’ department
* is pervaded by a condition of low morale. You have
been told in advance.that this condition had been
noted by j the previous department head, and you-notice
51gns of‘it even though you have only recently been
. assigned to the position. You notice, for examplie,
" that the group does not work very well-together. ¥
’ Before taking specific steps to try, to handle the )
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backlog. of work, you decide that the basi¢ ‘problem
. is poor morale, and that your first efforts will b,e
o v directed toward improving it.

Therefore, the problem'is: What steps will you take
toward improving the morale ? What will you do to
" encourage greater productivity ? To start with, how’
will you,find out what specific conditions or problems
o are causing the low morale ? Before we role play
any specific situations, let us first decide as a group
on the over-all plan of approaching the problems.

It will probably be found that the partlczpants will suggest a variety of
first steps. Sonie may suggest individual interviews; some a group
meeting. The leader should engage allin a dzscussmn of what initial
steps they would take, and also whwh step they would glve pr101)1ty over
others. ‘ o . o :

* .

tThe‘discpssion might; for example, take form(as :fellow’s:

C . * --What would be your f1rst act1v1ty in.this
- s1tuat10n ?

Some w111 probably suggest individual mterv1ews,.,others a group meeting. ’
The role playing activity then will depend on the gréup decisions of
whether it would be better to hold individual interviews or a group meeting
first. Suggestxons for both role-plays foltow, the mdiwdual interview

" situation first. ” (It is expected “that the partlcxpants will probably decide

..

to start with the individual mtervzews ) s

L3

.
' - . s -

. --If you decide to have individual interviews,' what,_,
would be the nature of the interviews ? What kind
. . of galta would you try to coliect ? What proportion
of the time should probably be spent in listening
as opposed to asking questiops ? How would you
make a record of the data yoi collect? How
would you use the data you coilect ? Would every
individual be interviewed, or a sampling ? How
*+ are you going to conclude the interview so it will
Be-6n a positive note.? “
-<8ome of you have suggested a department group
medting: what format would such a session take ?
What kind of data would you think should best be
. collected from ‘such a meeting ? What role should. *

‘. . 299 -
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_ you as the supervisor take in such a/ ‘meeting ?
' . How are you going to conclude the group meeting
so it will be on a positive note ?
--What do you see as the advantages of the personal
interview-over the group interview as a first step ¥

<

Roleﬁ Play of Individué.l Interview
Now that we have decided that the f1rst positive step
. toward solvmg the problem of low morale would
most likely be the individual interview, and from-
our’discussion we're in fair agreement on the type
of data we wish to obtain from each ihdiviqual, let's
" conduct an actual interview -- a-diajogue between
' the head of technical services and the acquisitions
"librarian.

-

The leader may wxsh to ask fos for volunteers, or may want to assign the

. position of superv1sory librarian to someone likely to do a compefent

job of keeping the.interview on target. If volunteers are requested and
no one responds, the léader should just pick out two lfkely prospects.
It is suggested that one man and one woman be selected, the latter to be
. the supervisor, for it has been found that such a situation often leads to
morale problems just in itself. . :
)After the role players have been selected, the leader should _’i‘e} that they
are comfortably arranged in front of the group, reminding the eptire
. group that the purpose of the interview is to find out the reasofis for poor
morale in this technical services department. For purposes . of this

interview, it should be assumed that one of the partxmpants is the acquisi-.

tions librarian’ (one -of the two professmnals in the department) .. and that
he has just entered the supervisor's office."

+
PR}

| Optional Handout | Observer's Guide
T -

* “

Before the role‘play begins, the leader should distribute an observer's
gux\de to the rest of the pai'tlmpants Jaking remarks such as the .
following: = * . ,
. 0

’ \ “]  The rest of us 4lso have a job. Each.of us will be an
observer. Take a moment to read these sugge:iions
on what to look for as you listen and watch We'll ,
- discuss your observatmns later. | .
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The role play .skould last about ten minutes, and it is hoped. that the parti-,
cipgntg will devise a natural close-to-the interview. .If thisdoes not
occur, the leader might suggest at a certain point that they break off, and
then start a general group discussion beginning with. the reactions of the
players themselves on"how ‘things went during t*e interview..

%

Questions-such-as-the-following-might be asked: S >

v
3

1. | How well did the interview go from the inter--
. \viewer's point of view ? If she’ were to conduct
- it again, what, if anything, would she do
differently ? - )

- - 2. How well did the interview go from the point of
view of the acquisitions librarian ? What degree
of satisfaction or dissatisfactior did ke exper-

- ience from the interview ? t /
3. What comments do the observers have-on the
. ' interview objectives or techniques.?” ,
4." Was the intérview too formal ? Too informal ?
5. Was.the setting in'the supervisor's office the
correct one for Such an interview ?
6. What would be Some of the necessary faétors
regarding location for holding such an interview %
7. What major changes in questions or pattern
wquld the observers have made if they had con-
ducted the interview ? How do.they. think these
. changes would have improved the interview ?
' 8. /SEou'ld the supervisor hold a similar interview - p
~" with each member of the staff ? Or a sampling
o only? Why? - -- )
L. ’ 9. How many of the group feel that as a result of
. this interview a $pirit of confidence and trust .-
) was laid between the supervisor and employees ?
- ‘ 10. How many of thd group,, having experienced this
- ~ initial interview'between the new supervisor
’ / and one of the members of her étaff, think that
’ " a personal interview-was the best first step to
’ : take toward improving morale in the department ?

“e

©

- A question*such as thoe_ last is a way-td finish\of]f this digcussion and lead .

» into the second phase, of the supetvisor's plan, namely a meeting with all -
of her staff, Before a role play of such a gfoﬁp meeting, it would be use- -«
ful to have a group discussion about the value of such a.group meeting,

. . s

*
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the supervisor's anproach and the téchniquéé ‘she, might use. Questions ., !
such as the folléwing should be raised for participants' consideration:

1. What do you see as the chief values-of having
such a-group meeting ? - o =
B 2. Why take such an approach ? ' o
) 3. What should the supervisor s m1tial approach to v
° the group be in this meeting ?’ . .
© 4. What technique would be most effective to we .
in extracting ideas from the group ?  * i
5. How should such a group meeting be concluded ? .
6. Insummary, then, what is our plan for this : .
“ group meeting gbéing tc be.? .

As participants evolve a plan for, the group mee?:ing, the steps might be .
written on the board or easel. They will probably be something like the
following: ! A 7
' 1. The supervisor first tells a bit about herself, . Ao .
. So members have a common understandmg of -0
, her background ’
. 2. She next tells them something: of her philosophy
T of management and why. ske is eager to get their ~
ideas. '"What are we doing to the library as a

1
- . whole? How does what we do affect the parts , /
of the library system 7" | & a /
- L 3. She elicits from the group (free-form buzz . S

response) their ideas and writes them dcwn. . "
; 4. After all ideas have been listed, she asks what /
) i practical solutions the group members might
i ! + have to suggest and records their responses.
On the basis of the discussion, the leader might éither:
1. Suggest that the participants prepare a group meeting pattern
. for 1the supervisor to use, or  * .
2, Ask six partiolpants to conduot a simulated group meeting with
oneﬁpluylng eaoh of the pdrts of the department members: the
y supﬁrvlaor' two professionale (oataloging librarian and acquisi~
tlons Ubrarian); two sub-professionals (one working with each
- of the profesaionals); and one olarloal person fo aerve the whoela
dep irtment. . .

-

02 /
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~‘ _ Group Meeting Pattern: .o —
" Alternative: - - N R b
’ If preparjing a group meeting patter\nrseems most appropriate, .

portable easel and write out actual suggestions as given by the group - .

A " either the leader or.a ¥olunteef from the groyp should-go-to the-board or
/ 3

members concerning: , ——— -

H

-

(1) Other information, if anyJ‘ they would want to get prior to
-. the group meeting. )5 ’ -
(2) Remarks or questions they would ask the group, .and the . -
sequence in which they would ask them. :

The pattern produced by this exercise would then serve as a summary. of
the group's best judgnient on the way %o conduct a group meeting, and it -
might be a good idea to duplicate the material later for distribution to

-the participants, o ,
\ Group Meeting Role Play  * - . ‘ - '
Alternative: ’

) If, in-the leader's judgment, more learning wbu}d resul,t/ from
a group meeting demonstration, a role play is the logical choicez' N '

"You, as the supervisor, have invited the other five
' members-of the.department to a group meeting.
i In your own mind you know what the factors are .
’ that cancern you, .
A. 1s the work being done ?
*2." How well is it being done.?

. . : 8. What are the barriers that prevent this unit -
from-being an effective group ?
‘ . 4. _How can I affect the climate in the work . -
' """ place to'improve motivation of my ‘
s individual workers ? ’ :

5. How can I build a feeling of confidence and -
. trust between myself and my employees
. through this group meeting ?

6. IfI am to make any progress toward improv-
ing morale, what specific outcomes must
result from this meeting ? >

Let's assume that the last of the members of your
staff has just entered and seated himself at the

.
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Questions following this role play might include the following:

- How well did the meeting go from the super-
\visor'\smm\tof view ? If she were to con-

It the majority of the group r«x the oommants would he negative, tha
roasons why should be disoussed,

obl ong table about which you are holding your meeting.
What will your opening words to the group be ? -

e

-

2.

.

__ Participants’ point of view ? How satisfied

. library on a positive riote ? Why do you

v

- - [T

“\

duct it again, what; if. a.ny\igg, would she

do differently ? \
How well did the group meeting go from the

e e e g

are they, what feelings would they have as~
they walked back to their desks, or out to
lunch together ? .

Was the problem or ideas on which the super-
visor wanted suggestions made clear to each
meimber-of the group ? Were ‘all ths ideas
presented by the group noted and written
down ? Were the items arranged in any kind
‘of priority ?.

On the basis of the discussion of problems
or coaditions, was a satisfaotory transition
made to developing a plan of action rather
than letting the session end in general

térms with nothing spacific decided ? .
What was the supervisor really telling the
group by her-opening remarks to them ?
What use is made.in the group meeting of
the data collected by the supervisor from
the individual interviews, if any ? If none

is apparent in the meeting &8 conducted,

does that mean the individual interviews
were not neceasary ? Why-or why not-?

‘How many of the group do you think will
leave the méeting and make their comments -
to each other and to others within the

think they will be positive and not negatlvé 9’

<
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" \-‘M\;._~ - - A
. - : What specifically-happened in the meeting that would -
a cause these negative statements ? - -~ _
. . i ”

C.

Casé‘ Study: :
- Alfermative Activity™ -~ T —— -~ -~ —

) \ Case-study 141, "'Staff Morale, " from Lowelll” might be used as a
fQCl\.l'\S for discussing approaches to improving mqrale. If-it is to be used,
the leader would have to make copies for all participants , preferably
- di‘stribut‘jné them at the previous meeting so that participants woul‘d have a
' a chance to familiarize themselvés with the detalls in advance.
3 :

- -

-

D. . Summary and Briefing for
; .ﬁ;;\*-:;h{ext_Mgeﬁan —
- Unless circumstances_and the group's interest indicate
Th—— .
this would be a good place to round off the"meeting

otherwise,

making whatever Suggestions he wishes regarding preparation for the
‘next meeting, - ; - _ -

ad

» A
- - . e
% . -

TMildred Hawksworth Lowell, The Management of Libraries and
Information Centers (Metuchen, N, J.: Scarecrow, 1968), Vol. 3,
PP 150-151, * o ‘ ’
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The leader should
summarize briefly the high points of the discussidx;,aml\comlide‘by\_;\




