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ABSTRACT. A survey of U.S. library managers explored the
relationship between their social identities, experiences super-
vising others, support from others, and their overall satisfaction
in their professional role. The literature provides evidence that
demographic differences give rise to challenges in the workplace.
Though no statistically significant differences were found between
minority and nonminority managers related to supervisees’ mi-
croaggressive bebaviors, written commentary provided evidence
of these and other supervision challenges. A regression analysis
Sfound that supervisees’ behaviors, along with a manager’s age,
were significant predictors of their satisfaction as a supervisor. Rec-
ommendations for further research and implications for libraries
emerge from these findings.
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The Library Leadership and Management Association (LLAMA) (2016) has
identified a list of foundational library leadership competencies that range
from communication skills to problem solving and from team building to
conflict resolution with personnel. In effect, library leaders must be able
to problem solve; make decisions; and train, mentor, and motivate staff
(Ammon-Stephens, Cole, Jenkins-Gibbs, Riehle, & Weare, 2009). Intended
to be relevant across different types of libraries, the LLAMA list has been
proposed to guide curricula and professional development at all career
stages. However, though many LIS programs require at least one course
on management, leadership training and mentoring for library leaders is
inconsistent and needs to be more robust (Mason & Wetherbee, 2004;
Romaniuk & Haycock, 2013).

The team that created LLAMA’s initial list identified the importance of
cultural competence as well as the need to encourage librarians of color to
take on leadership positions (Ammon-Stephens et al., 2009). But in spite of
ongoing efforts to increase the diversity of library staff, American librarians
continue to be predominantly White and female (ALA, 2017). In this context,
some librarians of color have felt that their institution does not value diver-
sity (Kandiuk, 2014). This sentiment may be exacerbated by the fact that
White library staff are more likely than non-White library staff to hold posi-
tions of higher rank (certified librarians vs. library assistants) (ALA Office for
Research and Statistics, 2012). Given this disparity and these circumstances,
several studies have highlighted a particular need to better support librarians
of color in leadership roles (Kandiuk, 2014; Kim & Sin, 2008; Triana, Garcia,
& Colella, 2010).

If libraries are interested in doing more to recruit, support, and retain
diverse library leaders, there is reason to explore the experiences of current
minority library leaders. This comparative study explored a diverse group of
minority and nonminority library managers’ experiences—particularly their
experiences supervising others. Library managers’ social identities, including
their racial identity, the extent to which they receive support from others in
their role, how they understand supervision challenges they encounter, and
the impact of each of these factors on their overall satisfaction in their role
as a library manager was investigated.

LITERATURE REVIEW

The two most common contributors to workplace stress are job pressure and
lack of organizational support (Vagg & Spielberger, 1998; Gillespie, Walsh,
Winefields, Dua, & Stough 2001; Viswesvaran, Sanchez, & Fisher,1999).
Conversely, perceived organizational support—when employees not only
feel supported by their supervisor, but also feel that the organization as
a whole cares about their well-being—correlates with job satisfaction and
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performance. Studies have overwhelmingly found a positive relationship
between this type of support and job satisfaction and job performance
(Rhoades & Eisenberger, 2002; Riggle, Edmondson, & Hansen, 2009) and
have found that this holds true across demographic groups. For example,
lesbian, gay, and bisexual individuals experience more job satisfaction
when supported by their supervisors and coworkers (Huffman, Waltrous-
Rodriguez, & King, 2008).

Along with organizational support, formal and informal support from
colleagues or social networks has also been found to be beneficial. Mentor-
ing in the workplace has been found to positively correlate with reduced
job-related stress for mentees and can have an even greater impact on job
satisfaction than peer support (Harris, Winskowski, & Engdahl, 2007). Other
types of support, including informal support networks, can be beneficial
as well. For instance, Haslam, O’Brian, Jetter, Vormedal, and Penna (2005)
have found that the support individuals get from social identification with
a group can increase job satisfaction by acting as a buffer against work-
related stress. And Mogbel, Nevo, and Kock (2013) have found that support
from colleagues, family, or friends via virtual networks at work (i.e., Face-
book or other social networks) increased job satisfaction and organizational
commitment, thus contributing positively to job performance.

However, factors associated with social identity and demographic dif-
ferences have been found to undermine employees’ satisfaction in the work-
place. The prevalence of microaggressive behavior, for instance, can cause
friction between workplace colleagues. Perhaps more common than overt
discrimination, microaggressions highlight subtle or even unconscious bias
(Nadal, 201D). In libraries, librarians of color are more likely to experience
racial microagressions than their White counterparts, and more likely to
observe racial microagressions directed toward others (Alabi, 2015). This
type of microaggression involves the “brief and commonplace daily verbal,
behavioral, and environmental indignities, whether intentional or uninten-
tional, that communicate hostile, derogatory, or negative racial slights and
insults to the target person or group” (Sue et al., 2007, p. 273). Recent
research has found that microaggressions are not solely race-based how-
ever. Microaggressions based upon sexual orientation (Shelton & Delgado-
Romero, 2013), gender identity (Nadal, Davidoft, Davis, & Wong, 2014), as
well as mental health status (Gonzales, Davidoff, Nadal, & Yanos, 2015) have
been found. Moreover, intersectional microaggressions are experienced by
individuals whose perceived identity straddles social categories (Nadal et al.,
2015).

Demographic differences between supervisor and supervisee have
been found to contribute negatively to workplace relations. For example,
racial dissimilarity between supervisors and supervisees have been found
to lower performance ratings (Jeanquart-Barone, 1993; Tsui, Porter, & Egan,
2002; Veccio & Bullis, 2001), and correlate with workplace conflict (Tsui
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& O'Reilly, 1989). Employees may also be less receptive to supervisor
feedback when they are of a different gender or race than their supervisor
(Geddes & Konrad, 2003). Differences in age, too, can have an impact on
job satisfaction. For example, older workers with younger supervisors ex-
perience less job satisfaction because of the perceived status incongruence
(Artz, 2013). And specific to libraries and librarians of color, job satisfaction
may also be related to the support supervisors receive from their administra-
tors. For instance, a recent study on retention and advancement of librarians
of color found that among the challenges faced by middle-level managers
were a lack of support from senior management, lack of mentorship, and
a lack of growth opportunities (Bugg, 2016). Taken together, demographic
differences and institutional responses to these differences appear to play
a meaningful role affecting the relationship between supervisor and super-
visee; and, in turn, potentially affecting supervisors’ overall job satisfaction.
This study explored these phenomena in library settings.

METHODOLOGY

Using an online survey of library managers in the U.S., the study explored
the extent to which managers’ satisfaction in their role as a supervisor was
affected by supervisees’ attitudes and behaviors—including those deemed
microaggressive. In addition, the researchers examined whether managers’
reports in this area differed across demographic groups as well as on the ba-
sis of their access to shared identity-support networks. Further, the study in-
vestigated those factors library managers identified as underlying the causes
of the challenges they encountered with their supervisees.

Selection of Subjects

Selection criteria included managers of public, academic, museum and spe-
cial libraries who provided direct supervision to library staff (e.g., other
professional librarians, library clerks, assistants, students, volunteers). The
researchers emailed invitations to participate in the study to nine American
Library Association (ALA) and Association of College and Research Libraries
(ACRL) listservs, including those targeting professionals from different social
identity groups such as the Black Caucus of American Library Association
(BCALA).

Instrumentation

Designed by the researchers and approved by the researchers’ Institutional
Review Board (IRB), the 52-item survey instrument included items relevant
to respondents’ demographics, the characteristics of their libraries and the
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people they supervised, their assessment of their supervisees’ behaviors,
their satisfaction with the support they received from colleagues and super-
visors, their access to social identity networks, and their overall satisfaction
in their role as a supervisor. A number of items including several scales
described below were used to assess respondents’ perspectives, and prior
to distribution, an earlier version of the instrument was pilot tested by four
library managers from different institutions to assess the content and face
validity of the survey.

ASSESSMENT OF SUPERVISEES’ BEHAVIORS SCALE

A 13-item scale focused on the respondents’ assessment of supervisees’ be-
haviors using a 5-point Likert scale (1: strongly disagree to 5: strongly agree).
Nine of these items were based on one of the author’s experiences as a li-
brary manager, including items such as: Supervisees are generally receptive
of my constructive criticism and Supervisees seek permission to change proce-
dures when needed. Four additional items were adapted from Nadal’s (2011)
Racial and Ethnic Microaggressions Scale (REMS) (e.g., Supervisees’ body
language frequently shows that they feel uncomfortable around me and Su-
pervisees often avoid eye contact with me). Whereas Nadal’s 45 items focused
on the frequency of others’ behaviors (over the prior 6-month period), the
items for this study focused on respondents’ level of agreement with state-
ments that others’ behaviors had occurred over the prior 2-year period. This
allowed respondents to reflect on a greater variety of supervision experi-
ences over a longer period. In addition, while Nadal’s questions specifically
focused on race, the items on this scale included no language regarding
any specific social identity. This allowed for the possibility that library man-
agers’ reports of supervisees’ challenging behaviors, if any, could have been
a function of a social identity other than their race (e.g., their age, gender, or
sexual orientation). (A data reduction analysis was applied to the 13 items
and is described below.)

SATISFACTION WITH SUPPORT FROM COLLEAGUES AND SUPERVISOR SCALES

Two six-item Likert scales (1: strongly disagree to 5: strongly agree) were
developed by the researchers to assess respondents’ overall satisfaction in
the support they received from colleagues (i.e., peers of equivalent status
within their library system) and from their supervisors regarding supervision
challenges. These emerged from both the literature and the experiences of
two of the authors as library managers. For example, an item on the col-
league scale asked the respondent to indicate the level of agreement with
the following statement: Talking with my library colleagues helps me sort
through challenges with supervisees. On the supervisor scale, the following
statement was included: My supervisor often validates my interpretation of
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the supervision challenges I experience. Higher composite scores on either
scale indicated greater satisfaction, and lower scores represented less sat-
isfaction in the support they received from others. (The range of possible
scores was 5 [low satisfaction]—30 [high satisfaction] for each scale.) The
internal consistency of both scales was determined to be high (¢ = 0.90 and
a = 0.95 respectively), and the reliability of either scale was not increased
by the elimination of any items.

SATISFACTION IN ROLE AS SUPERVISOR SCALE

Two items reflected respondents’ assessment of the extent to which they
were satisfied in their role as a supervisor (i.e., Overall, how satisfied are
you with your professional relationship with your supervisees and Overall,
bow satisfied are you with your role as a supervisor?). Higher scores on this
scale reflected greater satisfaction whereas lower scores reflected lower sat-
isfaction in this role. (The range of possible scores was 2 [low satisfaction]
— 10 [high satisfaction].) Using Cronbach’s Alpha, the internal consistency of
this scale was determined to be acceptable (@ = 0.69).

Data Reduction Analysis

Following data collection, a data reduction technique was applied to the
13-item Assessment of supervisees’ bebaviors scale described above. As a re-
sult of this reduction, two subscales were produced to replace the single
variable. A principal components analysis (PCA) with orthogonal rotation
(varimax) was applied to these items. The Kaiser—-Meyer—Olkin measure ver-
ified the sampling adequacy for the analysis, KMO = 0.88, which was above
the recommended value of 0.6. Bartlett’s test of sphericity x? (78) = 688.39,
P < .000 indicated that correlations between items were sufficiently large for
PCA. Two components had eigenvalues over Kaiser’s criterion of 1.0 and in
combination explained 55.8% of the variance. (One item was dropped be-
cause it did not adequately load on either component [i.e., Supervisees often
assume that I have a lower level of education than I have achieved).)

MICROAGGRESSIVE SUPERVISEE BEHAVIORS SUBSCALE

Five items clustered on the first component and were determined to reflect
respondents’ assessment of the extent to which supervisees exhibited
behaviors not conducive to a positive supervisor-supervisee relationship
(e.g., Supervisees’ body language frequently shows that they feel uncomfort-
able around me.) Higher scores on this scale reflected the respondents’
assessment that their supervisees exhibited a greater level of microaggres-
sive behavior toward them. Lower scores reflected their assessment of a
lower level of microaggressive behavior from their supervisees. (The range
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of possible scores was 5 [no microaggressive behaviors)] — 25 [extensive
microaggressive behaviors].)

RESPECTFUL SUPERVISEE BEHAVIORS SUBSCALE

The seven items that loaded on the second component were determined to
reflect respondents’ assessment of the extent to which supervisees exhibited
behaviors conducive to a positive supervisor-supervisee relationship (e.g.,
Supervisees are generally cooperative). Higher scores on this scale reflected
the respondent’s assessment that his or her supervisee(s) exhibited behaviors
that demonstrated that the supervisee(s) respected the respondent’s role as
their supervisor. Lower scores reflected the respondent’s assessment that
their supervisees were less respectful of their role. (The range of possible
scores was 7 [no respectful behaviors] — 35 [extensive respectful behaviors].)

Using Cronbach’s Alpha, the internal consistency of both scales was
determined to be acceptable with an alpha for the Microaggressive super-
visee bebaviors component scale at 0.82 and 0.86 for the Respectful super-
visee behaviors scale. The elimination of items from each scale provided no
meaningful increase in the alphas for either.

RESULTS

The online survey was distributed between February and April 2016.
One-hundred-and-ten library managers completed the survey. Of these,
the largest group identified as White (68.2%), followed by Black/African
American (22.7%), and 9% of the sample identified as Latino(a)/Hispanic,
Asian/Pacific Islander, American Indian/Native American, or bi-racial. Fe-
males accounted for 82.0%, and 82.2% of the sample self-identified as hetero-
sexual. The majority of respondents worked in academic libraries (76.4%),
followed by public libraries (17.3%), and most respondents worked in li-
braries located in the Midwest (36.2%) and the South (25.4%). The fewest re-
ported from the Northeast (18.1%) and West (11.8%). (Regions corresponded
with those used by the US Census Bureau.)

The number of years respondents had been library managers was
fairly evenly distributed between less than five years (33.6%), 5 to 10 years
(34.5%), and over 10 years (30.9%). The majority (79.1%) identified
themselves as Department Head/Chairs, Directors, Managers, or Unit Co-
ordinator/Supervisors. Approximately 43.1% reported supervising 1 to 5
supervisees, 22.0% supervised 6 to 10, and 34.9% supervised more than 10
supervisees. Over sixty-five percent (65.5%) reported that they supervised
library assistants, 54.5% supervised professional librarians, and 50.9% su-
pervised work-study students. Respondents also supervised library clerks
(28.2%), volunteers (18.2%), and other types of supervisees (20%) (e.g.,



Downloaded by [EP- IPSWICH] at 01:03 10 October 2017

730 S. P. Funge et al.

Americorps members, graduate students, interns, office staff, researchers).
In many cases, managers supervised more than one type of supervisee.

Data Analyses

Overall, respondents reported moderately high levels of satisfaction in their
role as a supervisor (M = 7.55, SD = 1.77, n = 100). As indicated in
Table 1, no significant differences in their overall satisfaction were found
between respondents based on their social identities (i.e., race/ethnicity,
gender, age, and sexual orientation). Similarly, regardless of whether the re-
spondent worked in an academic versus a nonacademic library, the number
of people supervised, or how long they had been a library manager, there
were no significant differences between these groups.

CONNECTIONS TO SHARED SOCIAL IDENTITY NETWORKS AND SATISFACTION
IN ROLE AS A SUPERVISOR

While there were no significant differences between respondents’ overall
levels of satisfaction in their roles as library managers and their social identity
or their professional characteristics and experiences, connections to shared

TABLE 1 Relationships between respondents’ personal and professional characteristics and
their overall satisfaction in their role as supervisor.

Social Identity n M (SD) df tor F p
Race/ethnicity

White 74 7.57 (1.74)

Non-White ~ 32 7.51 (1.84) 104 150 881
Gender

Male 16 8.33 (1.50)

Female 89 7.40 (1.78) 103 —1.958 .053
Age

Under 40 34 7.33 (1.69)

40 or over 72 7.66 (1.80) 104 —.902 369
Sexual orientation

Heterosexual 84 7.48 (1.80)

LGBT 19 7.91 (1.39) 101 —.967 336
Type

Academic librarian 83 7.63 (1.78)

Non-academic librarian 22 7.30 (1.76) 103 - 777 .439
Number of supervisees

1-5 45 7.39 (2.1D)

6-10 24 7.51 (1.82)

More than 10 36 7.74 (1.22) 2 381 .684
Years as library manager

Less than 5 years 34 7.25 (1.62)

5-10 years 37 7.39 (1.81)

More than 10 years 34 7.96 (1.80) 2 1.621 .203

*Note. Non-White respondents included all American Indian/Native American, Asian/Pacific Islander,
Black/African American, Latinx/Hispanic, and bi-racial respondents
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social identity networks at work and outside of work proved to be meaning-
ful. These connections proved to be important in that a significant (though
only close-to-moderate) linear relationship between a library managers’ as-
sessment of the extent to which they were connected to a shared social
identity network at work and their overall satisfaction in their role as a su-
pervisor was found (r = .285 n = 105, p < .01). More significantly, a stronger
linear relationship was found between connections outside of work and their
overall satisfaction in their role as a supervisor (» = .400, n = 105, p < .001)
(i.e., the greater the extent of their connections to shared social identity net-
works outside of work, the greater their overall satisfaction in their role as a
supervisor. Fewer connections were correlated with less satisfaction in their
roles.)

SUPERVISEES’ BEHAVIORS AND SATISFACTION IN ROLE AS A SUPERVISOR

Overall, respondents reported that their supervisees were largely respectful
M = 29.17, SD = 3.66, n = 110) and demonstrated a low level of mi-
croaggressive behaviors toward them (M = 9.93, SD = 3.43, n = 110). In
fact, no significant differences were found between library managers from
different social identity groups and the extent to which they reported either
experiencing microaggressive or respectful behaviors from their supervisees.
For example, although non-White library managers (M = 10.34, SD = 4.23,
n = 35) reported experiencing a higher level of microagressive behaviors
from their supervisees than their White counterparts (M = 9.73, SD = 2.99,
n = 75), the difference was not significant, #108) = —.868, p = .387. And
while White library managers (M = 29.29, SD = 3.78, n = 75) reported
experiencing a slightly higher level of respectful behaviors from their su-
pervisees than their non-White counterparts (M = 28.91, SD = 3.45, n =
35), the difference was also not significant, #(108) = .504, p = .616. Simi-
larly, no significant differences were found between female and male library
managers, library managers 40 years or older versus their under-40 counter-
parts, or heterosexual library managers and LGBT managers (see Table 2 for
additional details).

Nevertheless, in terms of respondents’ reports regarding their satisfac-
tion in their role as a supervisor, supervisees’ behaviors appeared to be the
most meaningfully influential among the variables measured. For example,
a strong positive linear relationship between a library managers’ assessment
of supervisees’ respectful behaviors and their overall satisfaction in their role
as a supervisor was found (» = .711, n = 106, p < .001). Their overall satis-
faction in their supervisor role was more positive the more they found their
supervisees’ behaviors to be respectful. Conversely, their satisfaction was
reduced if they indicated that their supervisees demonstrated less respectful
behaviors. This appeared to be confirmed by the finding that a moderate
negative correlation between a library managers’ assessment of supervisees’
microaggressive behaviors and their overall satisfaction in their role as a
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TABLE 2 Relationships between library managers’ social identities and supervisees’
behaviors.

Library managers’ social identity M (SD)

Supervisees’ behaviors White (7 = 75) Non-White" (1 = 33) df t p
Microaggressive 9.73 (2.99) 10.34 (4.23) 108 —.868 .387
Respectful 29.29 (3.78) 28.91 (3.45) 108 504 616
Male (n = 18) Female (n = 91)
Microaggressive 8.56 (3.40) 10.20 (3.40) 107 1.871 .064
Respectful 29.72 (3.82) 29.05 (3.66) 107 —.701 485
Under 40 (n = 36) 40 or over (n = 74)

Microaggressive 9.64 (3.55) 10.07 (3.38) 108 —.614 .541
Respectful 29.19 (3.78) 29.16 (3.63) 108 043 966
Heterosexual (17 = 88) LGBT (n = 19)

Microaggressive 10.00 (3.60) 9.79 (2.84) 105 239 811
Respectful 29.07 (3.85) 29.47 (2.67) 105 —.436 .663

*Note. Non-White respondents included all American Indian/Native American, Asian/Pacific Islander,
Black/African American, Latinx/Hispanic, and bi-racial respondents.

supervisor was found (r = —.596, n = 1006, p < .001). If respondents as-
sessed that their supervisees demonstrated higher levels of microaggressive
behaviors, they were less satisfied in their role as a supervisor. In contrast,
those who reported lower levels of microaggressive behaviors from their
supervisees also reported greater levels of satisfaction as supervisors.

SUPPORT FROM COLLEAGUES AND SUPERVISORS AND SATISFACTION IN ROLE
AS A SUPERVISOR

Respondents were generally satisfied with the support they received from
others regarding supervision challenges. Those with colleagues (7 = 89)
reported a moderately high level of satisfaction in this area (M = 23.49,
SD = 4.34), and those with supervisors (7 = 85) indicated a slightly lower
level of satisfaction in in this area (M = 22.56, SD = 6.03). However, no linear
relationship between their assessment of the support they received from
colleagues and their overall satisfaction was found (r = .134 n = 88, p =
.214). In contrast, a moderate linear relationship between a library manager’s
assessment of the extent to which he or she felt supported by supervisors
with regard to supervising others and overall satisfaction in the role as a
supervisor was found (» = .338, n = 83, p < .0D).

PREDICTORS OF OVERALL SATISFACTION IN ROLE AS A SUPERVISOR

A standard linear regression analysis examined which of the (independent)
variables found to be significant in the bivariate analyses presented above
predicted respondents’ overall satisfaction with their role as supervisor (the
dependent variable). It should be noted that although the variables, age
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and race/ethnicity, were not found to be significant in the demographic
analysis described above, these were included in the regression analysis
given that age differences and race-related issues were cited as impacting the
supervisory challenges some library managers discussed in the qualitative
analysis described below. Therefore, these variables were included in the
regression analysis.

Regression results indicated that the overall model significantly pre-
dicted respondents’ satisfaction in their role as supervisor (R° = .597, R?,4; =
559, K(7,74) = 15.671, p < .001). The model accounted for 59.7% of the vari-
ance in levels of satisfaction. Three of the seven variables entered into the
model (i.e., age, supervisees’ microaggressive behaviors, and supervisees’
respectful behaviors) significantly predicted overall satisfaction in their role
as supervisor whereas race/ethnicity, connections to social networks at work
and outside of work, and a supervisor’s support did not. Therefore, when
controlling for all other variables, if a library manager was older, then their
overall satisfaction in role as a supervisor could be predicted to be higher.
In contrast, if a library manager was younger, their overall satisfaction in
their role as supervisor was predicted to be lower (when controlling for all
other variables). Similarly, satisfaction levels were predicted based upon a
library managers’ assessments of their supervisees’ behaviors when control-
ling for all other variables in the model. For instance, a library manager who
determined that their supervisee engaged in fewer microaggressive behav-
iors would also report greater satisfaction in their role; whereas, a library
manager who reported lower levels of respectful behaviors would be less
satisfied in their role as supervisor when controlling for all other variables.
A summary of regression coefficients is presented in Table 3.

QUALITATIVE ASSESSMENT OF SUPERVISEES’ CHALLENGING BEHAVIORS

From the regression analysis, supervisees’ behaviors had a clear and
significant impact on these library managers’ satisfaction in their roles
as supervisors. Thirty-five respondents who indicated that they had

TABLE 3 Multiple regression: Predictors of library managers’ overall satisfaction in role as a
supervisor

B B t p Bivariate » Partial »
Race' 067 017 210 .834 —.062 024
Age’ 569 156 2.063 .043° 073 233
Connections at work —.001 .000 —.003 .998 297 .000
Connections outside of work 184 .083 .869 .387 426 101
Support from supervisor .043 .149 1.852 .068 333 .210
Microaggressive supervisee behaviors —.134 —.265 —2.584 .012° —.634 —.288
Respectful supervisee behaviors .238 469 4378 .0007" 714 454

Note. TWhite vs. non-White; TUnder 40 years old vs. 40 or over; *p < .05; ***p < .001
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experienced challenging behaviors and attitudes from their supervisees
were asked to identify what factor or factors they felt caused these chal-
lenges. Of these, 18 reported that the behaviors were a result of a personality
conflict, 16 indicated that they resulted from a lack of professional devel-
opment/training on the part of their supervisees, nine indicated that the
challenges were a result of bias based on the library manager’s social iden-
tity(ies), and 17 indicated other factors. Library managers’ written comments
regarding managing their libraries highlighted some of challenges these
respondents experienced. A content analysis involving a systematic explo-
ration of both the explicit and implicit concepts revealed in respondents’
commentary was conducted.

SOCIAL IDENTITY BIAS

Five respondents indicated that age was a factor in the challenges they ex-
perienced as managers. For instance, one manager wrote, “I am significantly
younger than one of my supervisees,” adding that, “This person frequently
questions my decisions, undermines me to other employees, and ignores any
direction.” A second respondent observed, “I am younger than everyone in
my department, and they often see other employees and administrators treat
me as if [ am incompetent.”

Race/ethnicity was cited by six respondents as a factor in the chal-
lenges they experienced with supervisees. For example, one manager who
indicated that bias based on her social identity(ies) was a factor in her
supervisee’s behaviors remarked, “I am an African-American female who
possesses significantly more education and experience than my supervisee
who is White and male. ... [and who] regularly challenges my author-
ity and competency.” Another respondent noted that “Some of my staff
(White males mostly) have never been supervised by a Black woman.” She
expressed some frustration that her management style may not be well re-
ceived by these staff members: “My management style is fair, consistent, and
I have to run a tight ship. That said, I see myself as approachable, with an
open-door policy ... [but] sometimes it resonates with staff and sometimes
it just doesn’t.” A third manager stated that her supervisees “have become
upset when I've asked them to arrive to work on time or if I correct them
for unprofessional behavior. They seem to believe I'm mean, moody, and
that they cannot work with me,” adding that, “What I ask of them, I believe
is not unreasonable. However, they act unreasonably.” She explained that
the reason for these challenges may be because she was “the only African
American in [her] department, and one of few faculty/staff of color on
[her] campus.” Another manager’s racial identity was viewed as an asset
by library administrators, however, he viewed this to be a function of their
racial bias: “Being a Black male it can [be] very easy for library systems to
want a Black male in so-called urban libraries for stereotypical reasons [and]
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not necessarily consider us for area libraries with larger White populations
... They think they’re being progressive, but are actually reinforcing racial
stereotypes.”

PROFESSIONAL UNDERDEVELOPMENT

Six librarians believed that a lack of interest in professional growth and
change was the cause of their supervisees’ unprofessional behavior or atti-
tudes. For instance, one manager wrote when describing these challenging
behaviors that her “employee does not show interest in taking advantage
of development opportunities provided by supervisor.” Similarly, another
stated, “they appear content where they are and are not interested in ad-
vancing or improving any further.” Two other librarians contended that their
supervisees’ resistance to change was a product of their attachment to ob-
solete practices. For example, one wrote, “The two professional librarians
that T supervise have skills that are outdated. Though T have made it a part
of their evaluation to pursue professional development and have allocated
budget to do this, they have not chosen to do so.” The second manager
stated, “My library staff is dedicated to library practices of the past several
decades and do not wish to change to reflect library practices of a 21st-
century learning commons. This is due partly to lack of understanding and
partly to resistance to change,” adding that, “They see me as wanting to
change their manner of operating for no good reason.”

Other managers found that it was lack of opportunities for professional
development, not a lack of interest in growth, that contributed to the chal-
lenging behaviors. Four library managers observed that lack of training ex-
plained their supervisees’ attitudes and behaviors. For example, one noted
that her supervisees “have not had adequate training on how to behave or
speak in a professional environment” while another directly linked problem-
atic behaviors to inadequate training stating that, “After further training and
experience ... conflict decreases.”

JOB DISSATISFACTION

Eight managers (n = 8) described employee dissatisfaction with institutional
policies and procedures as a contributing factor to their challenging be-
havior. As one manager observed, “They usually aren’t directly angry with
me but are upset by something else—conflict/competition with a coworker,
anger over low pay, feeling powerless in a large organization such as dis-
agreeing [with] a library-wide policy, etc. They then unload their anger on
me.” A second manager observed that her “Employee’s behavior implies
they are unhappy in their position regardless of who supervises them,” and
a third manager commented that some of her supervisees, “act incapable of
understanding policy changes they do not like.”
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INADEQUATE MANAGERIAL SUPPORT

Lack of support as one cause of their management challenges was reported
by 12 managers. For instance, one manager stated that she had “been given
no guidance on how to, or how to improve, in supervising others.” And
another reported not having received adequate mentoring and assistance
from her supervisor, stating she felt she had “been dropped into [her] job
without a parachute.” These managers all identified a lack of guidance as
contributing to their management challenges. Other managers experienced
a lack of support when their own supervisors subvert their authority. One
manager indicated that her supervisor repeatedly undermined her ability
to effectively manage her supervisees. She expressed frustration that: “The
situation is made worse by my supervisor, who has given the employee
directives on more than one occasion. This behavior ... sends the message
to my supervisee that I am not the one in charge.”

Limitations

Several limitations of the study are important to note. The sample reflected
the dominant demographic profile of librarians (i.e., White, female, and het-
erosexual). However, the goal of the researchers was to generate a more
diverse sample that included a higher number of responses from under-
represented populations (e.g., managers of color, LGBT managers). Further,
those who completed a survey may have had more interest in the sub-
ject matter than those who did not. It is not known whether the responses
of participating library managers may have differed from those who chose
not to participate. For this reason, the findings from this study may not be
generalizable to the total population of library managers or even to other
managers demographically similar to this sample. In addition, the analysis
of respondents’ written comments was limited by inability of the researchers
to clarify or follow-up on key concepts provided by the respondent. This
necessarily limited the interpretation of their commentary.

DISCUSSION

The library managers we surveyed were satisfied in their role as supervisor,
in their professional relationships with their supervisees, and with the sup-
port they received from colleagues and supervisors regarding supervision
challenges they faced. The extent to which they felt supported by their su-
pervisors was correlated with their overall satisfaction in their own role as
supervisor, which appeared to corroborate Rhoades and Eisenberg’s (2002)
finding that the perception of support from supervisors is positively related
to an employee’s job satisfaction.
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And while librarians did not differ across social identity groups in terms
of their satisfaction, their connections to shared social identity networks at
work and outside of work mattered—particularly the extent to which they
felt connected to a network outside of work. The greater the connection
they felt, the greater their level of satisfaction; and the less their connec-
tion, the lower their satisfaction, which appeared to confirm Haslam et al.
(2005) and Mogbel et al.’s (2013) findings that workplace networks correlate
with individuals’ job satisfaction, but also highlighted the potential value of
support networks outside of work.

Not surprisingly, supervisees’ behaviors—including those behaviors de-
termined to be microaggressive—had the most significant impact on library
managers’ satisfaction in their role as supervisor. These behaviors included
the extent to which a supervisee supports her manager’ directives and/or
seeks permission to change procedures when needed; her view of her su-
pervisor’s competence; her openness to constructive criticism and formal
evaluations of her performance; and her general level of comfort around
and respect of her supervisor. In fact, these behaviors were found to be the
most significant predictors of library managers’ satisfaction in their role. In-
terestingly, while age on its own was not found to be meaningfully related
to library managers’ reports regarding their satisfaction in their supervisory
role, when combined with their assessments of supervisees’ behaviors, it
was significantly predictive. This was reflected in written commentary from
some managers that bias related to their age was a factor explaining their
supervisees’ unprofessional attitudes or behaviors; and corroborated some
studies which have found that the status incongruence of an employee older
than his or her supervisor resulted in decreased employee job satisfaction
(e.g., Artz, 2013). In contrast, although racial or ethnic bias was cited by
some respondents as at the root of their supervisees’ attitudes or behaviors,
library managers’ racial identity was not correlated with their overall satisfac-
tion in their role as supervisor. However, it is important to note that in their
written comments, African-American library managers in particular pointed
to racial bias as contributing to their supervisees’ challenging behaviors.

Having limited opportunities for professional development (or a lack of
interest in these opportunities) was also described as at the root of some
supervisees’ unprofessional behaviors—as was supervisees’ general job dis-
satisfaction. Our study found that a source of poor employee performance
was staff either lacking professional development opportunities or the de-
sire to take advantage of existing opportunities. It may be that staff who
do not seem interested in professional development simply have not been
presented with appropriate motivation in the form of advancement oppor-
tunities. Fama and Martin (2009) found, for instance, that library support
staff generally do want professional development training, but that they also
want career advancement opportunities and compensation commensurate
with any added duties.
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FURTHER RESEARCH

Because supervisees’ behaviors were found to be the strongest predictors of
library managers’ satisfaction in their role as supervisor, further exploration
of this area is warranted. For instance, how do library managers foster super-
visees’ more positive or respectful behaviors? Moreover, though they played
a significant role in predicting respondents’ overall satisfaction in their role
as supervisor, it was unexpected that minority library managers’ reports of
supervisee microaggressive behaviors did not differ significantly from the
reports of their counterparts from non-minority groups. On the face of it,
this finding appears to undermine Alabi’s (2015) conclusion that, at least
with respect to librarians of color, we would expect that these librarians
would report higher levels of microagressions than their White colleagues.
However, a comparison of findings between studies was necessarily lim-
ited by the fact that different items were used for each study. While Alabi
adapted 20 items from Nadal’s (2011) REMS instrument, this study adapted
only four of his items. In addition, our items did not focus exclusively on
racial microaggressions. And whereas Alabi (2015) focused on librarians’ re-
lationships with colleagues, this study focused on the relationship between
supervisor and supervisee. It may be that, by virtue of the nature of the
status difference between manager and supervisee, supervisors do not iden-
tify supervisees’ behaviors as microaggressive in the same manner or to
the same degree that these behaviors might otherwise be viewed as mi-
croaggressive when demonstrated by others at the same level or above the
manager in the workplace hierarchy. A more direct and extensive explo-
ration of this phenomenon between library managers and their supervisees
is recommended—particularly between dissimilar pairs given respondents’
comments regarding race and age as a factor in their supervision challenges.
And possibly related to this, because shared social identity networks were
correlated with their satisfaction in their role, the nature and extent of the
networks library managers claim membership to and how and why these
are meaningful to them is worthy of exploration.

Finally, the nature of the support library managers receive from their
own supervisors to effectively address the management challenges they may
experience with their supervisees is also worthy of investigation. And by ex-
tension, as suggested from some library managers’ written commentary, the
professional development opportunities both managers and supervisees re-
quire in order to foster effective working relationships between these groups
is a potential area of study.

CONCLUSION

The present study suggests some ways to improve satisfaction among li-
brary managers and to cultivate a cooperative and collaborative workplace
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culture. Considering the significance of the impact of supervisees’ behaviors
on library managers, how can libraries cultivate a cooperative and collabo-
rative workplace culture? The qualitative responses to our survey reinforced
findings in the literature that professional development and career-growth
opportunities could ameliorate some challenges managers face with their su-
pervisees. Further, what can be done to give them the support they need in
the workplace? The literature and our survey have highlighted the role of so-
cial identity networks as well as the importance of validation from top-level
administrators who must be cognizant of how they are or are not supporting
their middle-level managers to address the supervision challenges they may
face—particularly the challenges faced by minority library managers.

As one library manager astutely observed, “the perception of belonging,
being understood, valued, and supported is very important to [the] job sat-
isfaction and performance” of library staff. The same observation is relevant
to library managers. Libraries must consider ways in which they can foster
a sense of understanding, value, and support such that library managers are
encouraged to perform their responsibilities well. In order for library man-
agers to develop the competencies as recommended by LLAMA, for example
team building and conflict resolution skills, libraries ought to focus on how
they can foster and support library management. As the same library man-
ager observed regarding her own motivation as a supervisor, “[to] support
each employee in his or her development in the job, to make sure that they
have what they need to do their best, earn, grow, perform on their own
and as a team, improve what we do together.” In doing so, libraries can
increase the likelihood that both supervisor and supervisee are best able to
collaboratively focus on the services they provide to their patrons.
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