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H More of my employees are
seeking better work-life
balance. This is good, but
it has caused some con-
flicts on the job. How can
supervisors play a sup-
portive role and encour-
age employees to live with
balance, while still insist-
ing on high standards of
productivity?

M1 think my employee is
sleeping on duty in our
company truck, in be-
tween deliveries during
the work day. I am suspi-
cious because of the in-
ability to make contact
for long periods and a di-
sheveled appearance in
the afternoon.

B How can I be the kind of
supervisor who inspires
employees? I am not the
charismatic type. What
communication skills or

Seeking work-life balance is important, but for most employees, it is an on-

going process, not something that is “discovered” or achieved with final-
ity. This means conflicts with the employer are bound to occur as em-
ployees make decisions to set limits on their availability. Improving
work-life balance can be very difficult for some employees. Coaching
help may be needed to make any meaningful progress. Employees may
face large obstacles requiring tough decisions after discussion and ex-
amination of their values, negotiating skills, and ability to be assertive or
resolve conflicts at home. The EAP can help employees navigate these
obstacles while reducing risk of jeopardizing the job or working relation-
ships. Ask the EAP about work-life balance education for your employ-
ees. When you witness visible frustration, be sure to inquire about how
you can help. Often employees stay silent, falsely concluding the em-
ployer has no flexibility, when in fact the opposite is true. Read more:
http://tiny.cc/work-life

If you have evidence that your employee may be sleeping on the job, meet

to discuss it. Consult your organization’s policy for guidance, if one ex-
ists, and consider a supervisor referral to the EAP for an assessment.
Many studies over the years have examined why employees sleep on the
job. The National Sleep Foundation has conducted a few. One of its
studies showed 30% of workers have dozed off on the job.' Ninety per-
cent of employees admit to having underperformed at work because of
lack of sleep. So, although this problem isn’t always visible, it is com-
mon. Some employees sleep regularly on the job and simply hope to not
get caught. In some instances, coworkers may cover for each other or
even sleep in groups, hidden from management. Still, there are dozens of
medical and health-related explanations for sleep loss and the risk of

sleeping on the job. Your EAP will make a proper assessment.
" www.tiny.cc/sleep-on-job

It is not necessary to be charismatic in order to inspire your employees.

You can learn how to help them be energetic, vibrant, moved to produce,
willing to engage, and anxious to demonstrate that they are reliable, trust-
worthy, and loyal. Does that sound like a tall order? Start first by model-
ing and being an inspired leader. Let your employees see your excitement.




FrontLine Supervisor, July 2011

abilities are necessary?

B Many new employees get
into trouble because they
don’t understand the
work culture, the unwrit-
ten rules of communica-
tion, and the politics. Per-
haps it’s not fair, but
should I coach employees
on these qualitative mat-
ters or let them sink or
swim and figure it out?

Il My employee always ar-
gues with me when we dis-
cuss performance prob-
lems. This pattern is nearly
20 years old. Can the EAP
meet with me and my em-
ployee with the goal of ob-
serving our interaction? I
think feedback later might
help this person see his dif-
ficult communication style.
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If you are full of energy, it will be much easier to have it rub off on them.
Tell your employees about your vision, your hopes for the work unit, and
what excites you about the future. Let your employees know what a great
job they’re doing. Tell them how important their contributions are to the
mission. Point out their strengths when you see them. Remain attentive to
your employees’ needs and meet often enough to know what they are. Go
to bat for your employees and never have them thinking, “He (she) does-
n’t know how tough we’ve got it.” Instead, actually spend some time per-
forming your employees’ jobs so you understand their challenges. Set
high standards and serve your employees. In return, they’ll then serve the
organization.

Whether or not they are fair and productive, politics, power, and communi-

cation nuances in organizations are a reality. Any lasting work organiza-
tion will acquire unwritten rules of the road for how employees must be-
have in order to fit in. Naturally, being out of touch or discovering these
things the hard way can break an employee’s spirit. This makes it proper
to orient your employees and coach or mentor them appropriately in the
finer points of successfully navigating the work culture. Don’t wait for
your employees to have confusion, communication or performance prob-
lems, or conflicts first. Instead, give some thought to what these political
factors are and make them part of your coaching discussions. This is
helpful for employees and the work organization because it helps syn-
chronize employee behavior with the organization’s culture. Don’t shy
completely away from politics; instead, adapt with awareness and help
your employees do the same.

You should meet with the employee assistance professional alone to dis-

cuss this conduct problem and the difficulty you have experienced in
correcting it. Your employee demonstrates poor cooperation and inabil-
ity to accept feedback. Long-term enabling has established an altered
relationship where you have abdicated your authority and role as a man-
ager. Expect correcting this problem to be more difficult than it first ap-
pears. Part of your discussion with the EAP will be how to establish new
ground rules for your relationship. The problem you are experiencing is a
common one, but with focus and support from the EAP you will develop
a strategy for turning it around. You may eventually refer the employee
to the EAP, but initially the burden of change will lie with you.

For assistance call 508-990-0777 or 1-800-327-2723
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