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B How can I support

employees who remain
after downsizing? Many
relationships were lost,
and grief and anger exist.
Will this situation eventu-
ally right itself? Perhaps
I should make myself
scarce because I repre-
sent management, the
target of their anger.

B | feel insecure about my

position. I don’t seem to
be able to get my point
across to upper manage-
ment, gain their accep-
tance for my ideas, or
satisfy them. Can the
EAP help me?

| My employee does not
follow through on assign-
ments that I delegate.
When I ask why, the
employee says it is

Do not make yourself scarce. You have the ability to influence employee

attitudes and improve morale by what you say, do, and don’t do. If em-
ployees are angry and upset, you will ratchet up their feelings of resent-
ment by avoiding them. Likewise, coping with your stress by hiding out
will also backfire. Healing will take time, but remember that you and
your employees want the same thing—a happier workplace. With that
in mind, get closer to your employees by accepting in the short run their
view of themselves as survivors. As a manager, you take center stage
after downsizing, and employees are waiting and watching to see if
you demonstrate compassion and understanding. This is crucial to their
recovery. Employees can then move to the next stage of adaptation and
acceptance of change. Never declare that employees should “get over it.”
Discuss with the EAP how to encourage activities that rebuild the feeling
of commitment workers have toward the organization.

Many supervisors struggle with uncertainty about their abilities and rela-

tionships with management. EAPs can help because they observe best
practices in communication and become sensitive to the nuances of work
culture. They provide tips, techniques, guidance, and “know-how” to help
supervisors improve their effectiveness. So give the EAP a try. You may
discuss many topics like how to analyze issues from upper management’s
perspective or how to use empathy to deepen your understanding of the
boss’s outlook. You may discover which part of your operation man-
agement cares about the most, what pressures they face, and how they
define success. You may learn to avoid mistakes like bringing only ideas
and excitement to a meeting, to avoid making assertions without proof,
and also to not take the rejection of your ideas personally but rather as a
challenge to discover missing pieces that will help you win acceptance
of your ideas.

It’s not hard to determine whether you are delegating work to your em-

ployee or simply piling on tasks that you need done. Many supervisors
do not know the difference. Employees often do, as signified by their
reaction to what (and how) things land in their laps. Ask yourself if the
assignment you are delegating frees you up to do what matters most. Do
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“busywork.” 1 want to
refer this individual to

the EAP, but I’m open-
minded. Perhaps I have
delegation all wrong. How
do I know for sure?

B Can you describe in

simple terms how to meet
and confront an employee
With performance prob-
lems so the interview is
effective?

NOTES:

you spend time training and motivating employees regarding the assignments
given to them? If you’re just anticipating a due date, that’s not delegation.
Delegation will test your communication skills. Encouragement; delivery of
praise for a job well done; and provision of tools, resources, and authority
are often necessary in the delegation process. What about goals, timetables,
and expectations? Have you explained the importance of the assignment and
how you will measure success? With delegation, both you and your employee
grow from the experience.

Meet with your employee in private about the issue or concern. Describe what

happened from your perspective. Never become agitated or aggressive with
your employee. Ask the employee for his or her account or explanation of
the behavior, action, or performance shortcoming. Inform the employee
about the negative effects of the performance issue on productivity and on
the workplace. Ask the employee if there is anything else that explains the
continuation of performance problems. Provide feedback or make a state-
ment regarding what is commendable about the employee’s performance.
(This piece is often overlooked by supervisors, but can motivate employees
to improve performance.) Inform the employee that his or her current per-
formance is not acceptable. Describe what you want done differently, what
must change, and when those changes must occur. Let the employee know
the ultimate outcome if performance does not change or improve. Remind
the employee about the EAP for assistance.

Participate in March EAP awareness month by attending the EAP supervisory

training classes. Register online at www.tn.gov/finance/ins/eap.html.

Information contained in The FrontLine Supervisor is for general information purposes only and is not intended to be specific guidance for any particular supervisor
or human resource management concern. For specific guidance on handling individual employee problems, consult with your Employee Assistance Professional.
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