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Introd uction

President Masire (190913, when he was in
power, called upon the people of Bo mwana to
chang= their attitede towards work and fght
what he called “the developing culture of
laxity™. He contrasted the work attinade of the
Batswana to that of the Chiness, who, he
believed, are highly motivated in whatever
piece of work they do. In his address to the
first mestng of the third session of the sixh
Parliament, President Masire annownced the
seting up of a Mational Prodectvity Centre
urider the Imstituee of Developrment
Manzgement to advise on measures gimed at
incressing productiviny in all sectors of the
economy. He emphasised that the most
criteal factor in productvity is the guality of
the people. “Improved productivity can Test
be achdeved when the whole naton is inspired
with the spirt of achisvement; when our
human resources are trained and developed,
arnd when there is effective co-operation
among workers and between staff and
management” (p, 5.

In response Moeti (1991), argued that low
productivity in Botswana 15 ins titutonalsed
by government. To demonstrate his point
Moet made reference to the Botswans wages
policy, that government se tiled for paving low
wapges with the hope of enlargng the
workfores, thereby helping to curb the
impending unemployment problem. It was
hoped that Botswans's naticnal objectives
would be best served by o policy that
combined wage restraint with rapid expansion
of employment opportunities,

To the view that Basweana are generally a
lazy people Lyvon (1901} charged that about
00 per cent of a lack of produectvity 15 caused
by sither poor traning or poor Mansgement
arnd nost by wrong atitudes of workers, Where
traiming is concerned there s 8 need o bridge
the gap betwesn formal sducation and
training for employment. The education
system in Botswana was criticised for secting
obstacles against productivity by instilling a
strong contempt for manual work and 2 work
motivation dominated by the fear of making
mistakes. The workers need to feel sulficiently
secure mnd rested snowgh to learn from their
own mistakes,

Crenveral Merafhe (19017, then Minister of
Presidential Affairs and Public
Admimstration, now Mimster of Foregn
Affairs, felt that menagers and supervisors



should realise that wrong policies concerning

traiming could result in a wastage of resources

and valuable opportunitess sinee thers would
be little or no contribution towards increased
productvity, resulting from 2 misdirected
traiming =ffort. He added that the raining
effort would only come to futon when the
role of the individual trainee mking part in it is
clearly understood. The acquisition of skills
should be allied to better performance and
providing a better service to the public

(Lesndi, 1992), Unless corrective solutions

are found to placate the malady of

indifference and uncanng attitudss in
rendering senvice, Borswana will be faced with
an miractable problem in restonng the
prestige of the public service w s desired
lewel.

Sull on the guestion of atiteds, Magang
(19927, then Mimister of Works Transport
and Communications, now Minister of Warer
Affairs and Mineral Resouwrces, felt that
changes of attitudes in the emplovess who
serve the customers must be brovght about
through intensive traimnge and employess
must be encouraged to share in the suceess of
their orgamsation. He fele thar shared idess
motivate emplovess wwards the achievement
of organisational objectives. He neverthel ess
wamed sxecutives that marketing «forts
which do not pay due attention o the guality
of service will not take them very far
(Mmamapilo, 1092),

The other problem in developing courntres,
such s Botswana, as Nyerere (100 1)
correctly observed, is that althowgh Africa has
well traned professiomals, it gves them no
respect. A good professional is by-passed
when Bomwana wants & consultant for 2
medical project. We by-pass our own doctor
to et an ill raned somebody from ouside.
S0 we say train your people and wse them,
Dresign policies which enable your own
trained manpower 1o stay in your countres”
(p. 3. Nyerers contended thar development
has to be people-centred, self-relisnt and
taking place in freedom.

Venson (1986) has observed, among other
factors, that the Bomswana Civil Service appears
to be unproductive for the following ressons:

*  Failure to meet public demand on time, if
at all.

+  Topmanarement and unit supervisors do
not often seem to interpret or enderstand
policies in the same way.

+  Policies and objectives are not clear to
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*  Management doss not seem to provide
guidance, leadership, control or support
reguired by their subordinares.

#  Performance gpprasal methods neither
give adeguate feedback w the
subordinates nor are they used in
management decisons.,

+  Thers is very little partdcipation by
subordinates in decision making.

Huff (1903 advised Batswana that decision
muaking is the key o sucosss, It is bormn out of
imaginaton and intellect. The greater the
imaginaton the greaver the intellect. This
however should be coupled with “effectve
thinking™ or critical thinking, where one
critically analyses “the how-to™ of one’s
ImaEgination.

It was against this backeground that the
study reported in this paper was undertaken.

Study objectives

The study simed to:

(17 determine whether perceptions about
produecdviry differ sccording to work
EXPETIEnoes;

(27 determine whether perceptions about

productvity differ sccording to gender

and apge;

(3} determine whether academic and public
libranans peresive prodoectvity in
different ways;

{4} determine whether junor and senior

hbranans peresive prodocivity in

differemnt ways.

Literature review

Enhancing power shardng and the oppormeniny
for sdvancement are expectsd to sadsfy and
bereht mdividual emplovess while raising
orgarisational prodoecavity. Saliemt
productivity programmes, howsver, showld
also push for participaton and power shanng.
To this end, co-operation bebtaeen
management, employvess and the public is
reguired. This necessitates pushing efective
decsion making down o the lower echelons.
More often than not, people at the operative
levels in an orgarsation have the most
immediate and relevant nformation about
new, urigue or problem situations. This
informanion is vital for effective decision
meking. By encouraging decision making at



all levels of the orgenisation, o smultaneous
improvemsent in crgamsational prodectivity
and guality of service can be realised. It is
imperative to begin by looking at the
possibiliies of decentralising power and
delegatime more authonty and responabibiey,
and perhaps creating more acco untability.
Thee decision for creating more accountability
runs concomiantly with the need o allow
emplovess e take more discretionany
decisionns, Produc dvity, therefore, s a
measure of efficency, quality of serice and a
means of assessing the wse to which resources
are beimg put (Awuke, 199 5),

In library and information work,
productvity telates to the value of results
ohtained by swff or users in sezarching for
information or decuments (Dralke, 1979), We
neverthelegs see prodwctvicy as the = ficent
utilisation of scarce resources swech as money,
skilled human power, new technology,
materials, time, energy, and information in
order wr produce goods or servioes,

MoK es (10989) contends that in the Hbrary
woTtld, both extemal and intermal factors
contribute te ibrary productdvity. The
intemal dynamics of an organisation, together
with the attitudes of the people, can be
bartiers to changes, and hence to productiaby.
Changes in size and structure of the library
clearly affect the number and nature of scaff,
the culnure of the orgamisation and the sole of
its management. This may introduce
dizubility, which 15 not good for productivity.
Exremally, economic change impacts on the
resources available, Polidcal change alters the
policy ramework such as the way resources
are allocated. Technological change alters the
towds, the systems and structures, by which
objectives can be achieved and serndces
debiversd.

Lubars (1992) observed that the
orgamisation that overlooks feedback, that
withstands changs, that encompasses
tradition a5 a way of doing business, is
hastending to its death.

Crarebalowens ((1095) noted that the
absence of policy, poor supervision, poor
salary and condittons of services lead to
inadequate motivation. Arthur (1992
indicated the imp ortanee of good motvation
in lifting morale, retgiring seaff, and
generating extra producivity, while
Mlersuwwen (1986} saw job satsfaction as a
key factor which influsnces productvity.
Hinks (19907 recommended an inital

programime of customer care tratmng and

bugic waininge for new members of saff
(Sebetela, 19094}, However, human resouross
meanagernent in librades showld not end after
the recruitment, selection and retenion of
emplovess, Mansgement work should extend
to the development of human potential which
includes, among other things, techmical and
pro fessional trainng and retraindng,
participation in professional meetings and
confersnces, participation in decision making
prosossses, utihsing talents, performancs
enhancement, tean work, counselling and
discipline (Thapisa, 1993, Thus, Sollivan
(1991 advocated a new paradigm of
leadership that calls for leaders to guestion
whether the current sructures fealitate or
hinder effective performancs, promote timely
decisions or procrastination, faclitats a
healthy worldng enwvironment in which staff
are highly motivated and committed, or one
that demotivates them.

Amoah (1995 suggested that lbrary and
information work demands people who work
g5 | team for sucoess, making progress and
prosducing results, while Sershwaelo (1904)
was of the opimon that the key to ratsng
productivity is communicadon. Once peopls
feel they are part of what is going on, they will
want the orpunisation tosuceesd . Even so, the
informanion techn ology departments,
gocording to Murray (1906), showld make
CUStOmET service a priomty in order to increase
productivity zand quality and attach valoe to
their organisations, Information processes,
according to Lowrey (19967, actually assist in
achdevin g better control and effciency,
enhance productvity and hamess innovation.
In Bower's (19967 opindon the major
sdvantaess of local ares nepworls (LANY) in
libraries are that they improve cost
eff=ctive ness, increase productivity and
facilitate information shanng Cleland
(1996), howsver, critcally makes the
polgnant, observation that although
information technology is very important we
miust corsider that the massive shift to
computers in the worlplace places new
stresses on people and increases occupational

illness such as neck and back puins,

Methodology

Four hypotheses were tested to determine
whether job experience, gender, type of
library and states Gumor or sendoer) influsnosd

peresphions on producivity. Since there were



ton few respondents in the 3 1-20 aps group it
was decided not to test for age. A semi-
structured guestionnaire was administered in
order o collect da on perceived barmers o
produec dvity in scadernic and public librares
in Bomwana, The survey tarpeted six
academic and six public librariss, The
guestionnaire was hand delivered at each of
the randomly selected public and academic
libraries and collected in the same way, Each
libbrarian was given amn opp orturdty to
participate, Cut of a total populadon of 174,
111 were surveyed, 77 of which were in
gesdemie librares snd 34 in public libraries,
Forty-six weres professional and 65 were para-
professional.

The statistical package For the social
sciences (SPSS) was wsed to generate
frequencies, pereentages and to caloulate
factor analysis and mulovariate ANOVA.

Factor aralysis was wsed to determine higher
and lower productivity and catsgonise them
according o given fectors. For example,
“weork envirenment”, “atitedes™ and
“technology™ were factors wsed o measurs
higher produectvity while lower produectivity
was measured by “mdnadiual”,
“orgamsational’” and “work ethic”,

Factor scores, Cell means wers computed for
each factor and standardised by wing the
SP5S to determine means and unit vararnces.
Positive scores indicared that the respondent
rated the factor as important or very
important and negative scorss indicated that
the factor was rated as not mportant, Thus,
when computing cell means, the group with
the highest means was thought to perceive the
factor under consideration as being more
important than the group with & lower mean
spore percetved it, However, a zero indicared
that the factor was rated as newtral.

Variables, There were six dependent
variahles, thres of which messured higher
productivity; “working environment™,
“artitedes”, and “rechnology”. Three others
measured lowsr productvity “individual”™,
“orgamsational”, and “work ethics™.
Independent vanables wers “Job expensmes”,
“render”, “public and scademic libraries™
arsd “Junior™ and “serdor”™ lbradans or
“status”, The job expenence varable was
categorised into four groups: 2-5 years; 6-10
years; 11-20 vears; and 21 years of expenence
arsd above.

Multvvariate ANOVA, This paper reports
om the multivariste ANOVA that was wed to

=)

regt the relationships and significance in the
mean scores of two or more groups whers
there were several dep endent variables, It was
particularly useful to establish possible

rel ationuships between dependent and
independent vanables, Where the
multivariate ANOWVA indicated that there was
somme dfference, a follow-up analyss was
carmed out to ascertain in which particular
variable there was a difference, and the na ture

of the difference.

Null hypotheses

(17 Thers is no significant improvernent in
perospions of productvity with job-
experieuce,

(2% There is no difference berween male and
female perceptions of productivity.

(37 There is no ggnificant differsnce betwesn
the way librarizng working in public and
academic ibraries perceive productivity
in libraries i Botswan a

(47} There is no sAgnificant difference between
the way junior and semior lbrarans
percsve productivity m libranes m
Bomwara.

It should be noted that 2]l null hypothesss
were accepted at levels of significance egual to
0,05 or greater and rejected at levels below,
When the data are compatible with the null
hypothesis, there 15 no contest and therefore
the hypothesis is accepted but if the data are
incompatible with the null hypothesis the
hypothesis is not accepred (Weiss, 1968).
Nuwll HE: There is no significant improvemment
in perceptons of produectivity with
jobesxperien os.
The null hypothesis could not be rejected
(P vales 1,500, The resules in Table Twould
sppesr to sueeest that both the more and less
expensnosd librarans perceive the cavses for
higher produwctivity in a similar way, This
means that tenwrs may not have influsnos
up on workers' perceptions of higher
productivity.

The null h ypothesis was accepted at Povales
0,317, Again the resules in Table IT would
appear o suggest that both expenenced and
less expenenced librarans percsive the
elements that lead to lower producivity in a
similar way. This would now appear to clearly
confirm that tenure does mot have a direct
influence on workers” peroeptions of fBetors



Table | Mean scores for higher productivity factors by job experience

Mean factors

Job experience  Working environment  Attitude  Technology
1-5 years =0.02720 0.08792 =0.00521
610 years 0.27999 0.09197 0LIZEN
11-20 years =0.17398 00396 0.0 846
21 = above 000799 =0.50240 =0.4599
Fvalue 093418 1.13&07 0.72925
Fvalue 093418 1.13&07 0.72925
Powalue 0427 0.338 0.537

Notes: overall Fualue = 0.91938; overall Pvale = 0509

Table Il Mean smees for lower productivity factors by job expenience

Mean factors

Years of experience ndividual  Organisational Work ethics
1-5 years 276 0U05722 0410
610 years 0031835 0,09152 =0.1774%
11-20 years =0.115370 008077 =0.09001
21-above 0L03504 =0.50410 041299
Fevalue 1.28986 129501 094607
P-value 0.282 0281 0422

Notes: overall Fualue = 1.16952; overall pvale = 0317

leading to higher and lower prodoctviey. It
had been expected that those with extensive
job experisnce would have more positive
perceptions of productivity.

Null H2: There is no differenice between male
and fermale perceptions of
produectvity.

The null hypothesis was rejected at Povalue

0,015, This would appesr to suggest that

women and men percgive the measurss for

higher productivity differently. We showld
note nevertheless that, in Table I, “working
environment” was perceived to be more
important for women than for men, Working
environment included, “doing well for the
clienes™, ®work ethic”, “responsibility™, “work

»oR

commitment™,

guality service”, “user

orientaticn” and “smpowerment”™. Howsever,

thers doss not ar to be a significant
appe m

Table 111 Mean scores for higher productivity factors by gender

difference beowesn males and females’

perceptions of attitede and technology as they

relate to higher productivity.

The null hypothesis could not be rejected
(Pevalue 0.667). This result would appear to
contradict the one above by sugeesting that
both men and women perceive the factors
that lead to lower produectivity similarly (see
Table IV},

Null H3: There is no significant difference
betwesn the way libranans working
in public and academic lbrares
perceive productivity in lbrares in
Botswara.

The null hypothesis was accepted at Povalue

0074 for higher prodoectvity and at Poalue

(449 for lower productivity, These results

would appear o sugzest that libranans

working in both public and academic libranes
perceived both messures of higher and lower
productivity similarly. Generally, therefore
this confirms that the type of library in which
one works has no influence on how one
perceives the messures influsncing both
higher and lower produoctivity.

Null H4: There is no significant difference
betwesn the way jundor and sendor
librarizrs peresive productivity in
libraries in Botswana.

The null hypothesis was rejected at Povalue

0.007 for higher produoctavity and was

acoepted at Povalos 0,057 for lower

productivity, This would appesr o s uggest
that seniors perceive the factors inflesncing
higher productivity differently fom cheir
junior counterparts, but both jurdors and
semior may not perceive the factors which
influence lower prodoectvity, differemtly.

More sendors thar juniors perceived

“attitede™ a5 mors important for higher

productvity, The “atdtude” factor included

*motivation”, “job sadsfaction™, “work

commitment”™, “good relationship™,

*rraining” and “reamwork!.

Table IV Mean smres for lower productivity Factors by gender

Mean factors Mean factors
Gender Working environment  Attitude  Technology Years of experience Individual Organisational  Work ethics
Male =0.29%24 =0.12753 =0.21862 Male 009274 =0.13098 0U05791
Female 0. TR 0.06525 012572 Female =0.03648 06088 =0U01230
Fvalue B.43557 1.02816 3.24332 F-value 0.48580 107316 0,02308
P=walue 0013 0.313 0.073 Pvalue 0487 0303 0,880

Motes: averall Fualue = 365486; ovarall Pyale = 0015

Mote: Overall Fvalus = 052405; overall Pyalue = 0,667




Summary of hypotheses

H I tested perceptions of productivity against
job experience. The significance of this
hypothesis s that work experisnces or enurs
doss ot appear to have a divect influence on
workers' perceptions of the fectors lesding to
higher or lowsr productivity. It might well be
that temure doss not gusrantes produoctvity.
The longer or shorter the pedod people
stayed in a given job may not gusranies
produecovity. Other factors such as
commitment, motivation and lesdershap
guality should alse be considered.

HZ2 vested pereeptions of productivity
apainst gender. The significance of this
hypothesis is that men and women appear o
perceive the fectoms which influsnce higher
productvity diferentdy. Women would
appear to attach more mportance to the
“work environment”. However, both men
and women do not perceive the factors
inflesncing lower productiviee differently.

H3 vested whether ibranans working in
different librades perceived the factors
infleencing productivity differenty. Tt wowuld
appear that the type of hbrary in which one
works (public or scademic) has no inflesnce
on the perception of the factors influencing
higher or lower productivity.

4 wested whether juniors and seniors
perceived the factors memsunng produectvity
differenty. Senior members of staff would
appesr o perceive the facoms nflesncing
higher prodoctivity differentdy Fom ther
junior counterparts. Serdor members of stafl
were found w be particularly concermned
about work “attitedes™, Conversely, the
“orgamisational” fector was perceived by the
junior members of staff as shghtly more
important it messunng lower produoctiiaty.
This incleded “hierarchy/offcialdom™,

FE G

“budget comstraints”, “lack of advertsing
library services™ and “poor public relations™.
These messures were more pressing for
jundors than for seniors, The significance of
this inding is that juniors sppear o be more
concerned sbowt pracrical issues relating o
guahty mnd produectivity than seniors.
However, both juniors and seniors may not
perceive the fectom which influence lower
productvity differently. This would,
nevertheless, appear to allude to the fact that
attitudes and perceptions may influence
producovity depending on the smius of the
people concermned.
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Discussion

The main objective of the hypothesis tests was
to determine the significance of the
respondents’ perceptions against given factors
and ther vanables. Tenure and the oype of
library did not appear to have infleence on the
respondents’ perceptions of the messures
influencing higher and lower prodoctivity.
This implies that both expensnced and less
expenenced swff, old and voung workers
working in academic or public hbrary
perceived the causes of higher and lower
productivity in a similar way, A consensus in
these measures signifies a good oppormnity
for teamwork. In Botswana, work
improvement teams (W ITs) have been
introduced o help improve prodectiviey. The
iden is pood for pardcipatory and conseliative
decsion making. In this situation
commmumcation and feedback are expected to
ImpPT ove.

Work atnmdes and pereeprons were found
to influence productvity, for example, 928
per cent of respondents perceived work
commitment & being very mporant to
productivity. Howsver, pogitive perceplions
sbout work commitment may not necessarily
translate to ncressed productvity, for
example, while maning was comsidered o be
very important for higher productivity,

64,0 per cent of the respondents
acknowledged that they did not have proper
trairdng facilities.

Gender seemed to have a significant
influence on pereeptions of the measuress of
productivity. Women partcolarly peresived
“working environment™ as an important
factor in messunng higher prodectvity. This
finding 1s inconsistent with Garland (1990}
who found no sigmificant difference among
faculry in this regard. However, our
demographic data would appear to suggest
that ibranes in Botswana are female-
dominated. It would be expected, therefore,
that the “working environment™ itse1f is
dominat=d by women who like to pay more
attention to their chents, have better work
ethics, obtain a feeling of responsbility,
acguire good commumcation skills, gan the
ability to provide guality service, and be mors
wser onented. Even so, the study indicated
that thess factors wers lacking in the acrusl
library service, This would sppear to sugzest,
therefore, that the fact that certamn things are



not happening in reality does not stop people
from atteching importance to them.

The “organisationzl factor™ was perceved
tr be more important by jurdors s a messure
of lower prodoectivity. This finding sppears to
suggest that owing to a lack of 2 good salary,
unavailability of proper facilities and
hierarchy'officialdom, the jumors felt
distressed. It was found that the juniors did
not have opporturdties to be exposed w the
outside world through meetings, seminars or
workshops, but they were nevertheless guite
aware of the fact that poor public
relationships lead o lower productviry. The
jurgor members of stafl appeared 0 be very
much concermned shout productivity in their
libraries. It would appear thersfors that issues
relating to budeets, officialdom and public
relations impact negatively on the lower,
rather than the higher echelons.

Conclusion

The muain barers to prodoctivity in academic
and public ibranes in Botswana were found
to be a lack of job satsfaction, a lack of
technological facilities, a lack of observable
work ethics, budget constraints, a lack of
traiming, poor mansgement, inefBoient wse of
human snd matenasl resources, a lack of
effective WiTs, a lack of employes
EMpOWennent, poor working snvironment,
and a poor relationship among swif, It would
appesr, therefore, thar productvicy is low in
libranes in Botswana for the same reasons
that productivity 1s low in other sectors of the
economy, as indicated in the intreduction.
There 15 no incentive w work hard wnless a
person has motivaton to work, People in
Botswana sre more inclined to have their own
businesses and would prefer w work for
themselees, than for the government.

Recommendation

If hibrary productivity in Botswana is to
improve it is recommended that libranans
should be provided with better oppormunines
for mmproving ther prodoctivity. This means
paving particelar attention to providing
effective leadership, attention to facilitation,
team budlding, quality service, just-in-tirms
delivery of service and performance.
Teamwork as in, Work Improvement Teams
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(WITS), encourages 3 commitment to
aschisvement, change, customer nesds,
excellenees and development. Employess are
nomnally empowered by being sncouraged to
participate in decision making and problem
solving processes, A senous culture change is
required, one that involves the modification of
both management and emplovess” attitedes
towards work, behaviour and commitment.
The zim is o address issues pertaining to
perceived lack of productvity, customer
satsfecnon and conflict among departments.
Regular traiming and development 15 reguired
in mlormation technolegy in order to build
lasting competencies and skills.
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