Moving into Supervision (MOVES)  
 

Managing Supervision Challenges
On top of the daily challenges faced by a supervisor (the on-duty library assistant phones in sick, the roof starts leaking, the key to petty cash goes missing) more persistent problems will require ongoing attention. Consider the following:
1. Mrs X, the senior library assistant, is persistently and consistently late (15 minutes every day). It is disrupting the library’s work schedule and has become a cause of comment from other staff.
2. Miss R, the Library Secretary, has missed 20 days work in the last six months. She suffers from Crohn’s disease and is undergoing extensive investigations at the local hospital.
3. Mr N is a disaffected member of the evening shelving team. He seems to turn up just for the “pocket money”. As shelving is comparatively light he is being used to send out overdue recall notices. These have become increasingly strident and threatening and have upset long-established library users.
4. Mrs H and Miss T are your longest-serving and most recently-recruited library assistants respectively. Unfortunately they no longer talk to each other. They only communicate through terse emails.
For a new supervisor it is very tempting to attempt “diagnosis” and “treatment” of each of the above challenges simultaneously. In each case it is more helpful, however, to employ an interpersonal problem solving strategy such as the one given below. 
Why? Because we may plan our course of action based on “symptoms” not actual causes. If we meet with a staff member with our course of action already determined it proves even more difficult to adapt to a more appropriate solution “on the fly”. 
INTERPERSONAL PROBLEM-SOLVING STRATEGY
1. State the problem - Allow each person to explain her or his point of view.
2. Identify the causes - Determine those over which either the supervisor or the supervisee has some amount of control.
3. Generate solutions - Accept feasible ideas from the supervisee as well as from yourself.
4. Decide on a course of action - Choose the most acceptable alternative, set a timeline for evaluation.
5. Evaluate the results - Assess whether or not progress has been made toward goal, make necessary changes in plan.
The value of the above is seen from a brief look at the four challenges above. Imagine how two supervisors, Miss Anthropik and Emma Pathie respond to identical challenges.
	 
	Miss Anthropik
	Emma Pathie

	Mrs X (persistently late)
	“Can’t someone buy her an alarm clock? I will summon her to a meeting and read her the riot act. After all is it too much to expect an adult to get into work for 9 o’clock?”
	“Strange how she is almost exactly 15 minutes late every day. Perhaps it is impossible for her to drop the kids off at school and nursery and make it into work on time. We haven’t reviewed her working hours since she returned from maternity leave. I wonder if Miss B would be happy to do all the early morning slots and we could schedule Mrs A for afternoons. After all it is not essential that she gets in at 9 a.m. every morning. Perhaps her husband could do the school run on Fridays to help her get to the morning’s team meetings”.

	Miss R (recent chronic health problem)
	“Not another day off – I haven’t had a day off for 10 years and Miss R is off almost all the time. I shall start monitoring her work very closely and then if she can’t stand the heat she’ll have to get out of the kitchen”.
	“She has certainly had poor health recently. I am sure that she can’t wait to get an exact diagnosis so she can learn to live with her condition. I know Crohn’s can be stress related – could we arrange things to take some pressure off her? She may even want to go part-time until she is able to cope with her illness”.

	Mr N (bored and unsuitable)
	“That Mr N – typical of young people today – they have no staying power. He obviously thinks that the world owes him a living. Well that is it – one more step out of line and I’ll hand him his cards”. 
	“Wonder what pushes his buttons. He did mention going to college and maybe doing something with computers. I met his mother only the other day and she says he is a real whiz on his own Web site – designed it himself from scratch. He is obviously not strong on the interpersonal communications. Perhaps he would like to work on our Web project? That leaves Doris to work on the overdues – she didn’t like sharing the task anyway – it is always her that picks up the flak when he makes a mistake”.

	Mrs H and Miss T (Staff conflict)
	“At it hammer and tongs, those two! I shall have to put Mrs H on mornings and Miss T on afternoons. That still leaves Saturdays – but that is my day off anyway. They’ll just have to stick it out until one of them leaves”.
	“I am not sure when this started. They got on all right at first. I’m driving home with Mrs H on Wednesday so I’ll ask her if anything is the matter. Then when I work in the stockroom with Miss T on Friday, when Mrs H has her day off, I’ll find out her side of the story. We may all need to meet together to try to sort it out but at least I’ll know what their agendas are. Prevention is better than a cure - otherwise things will go from bad to worse anyway”.


Same scenarios, different attitudes! You don’t show you are a good supervisor by simply being decisive, you must be well-informed first. Whose library would you rather work in?!
