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Call Solutions EAP for free, confidential consultation regarding 
 an employee you may want to refer to the EAP:  1-800-526-3485. 

Look for Solutions on-line: www.solutions-eap.com 
 

 

 
 

 

 

 

 

 

 

 

Q – While I enjoy many 

aspects of being a 

supervisor, I find I’m not 

very effective when it 

comes to dealing with 

employees who don’t meet 

expectations.  I’m not sure 

where I’m going wrong.  Is 

there any advice you might 

give me to help me get on 

track with this? 
 

A - Addressing performance issues is an essential part of supervising.   It is 
important to be clear and concrete about what the expectations are and how 

the employee is failing to meet them.  In the discussion with the employee, 

acknowledge the contributions they have made, spell out the problem clearly, 

and define the performance expectations. Then let them know what the 

consequences are if they fail to meet the expectations.  Also schedule a follow 

up meeting with them where you can address how they stand in regard to the 

issue.  If they are improving, another follow up meeting will reinforce their 

continued improvement.  If they are not, it should be addressed and the 

consequences applied.  It is critical to follow through or the message is that 

you are all talk and no action.  It is always appropriate to mention the EAP as 

a resource available to the employee as they deal with performance issues. 

 

 

 

 

Q – Recently I had to tell 
employees we need to 

reduce costs by 20 percent. 

 Their reaction was very 

vocal and I found myself 

backing down and starting 

to try to negotiate to keep 

the peace.  Now I feel like 

I’m over my head.  Help!  
 

 

A - Most of us are uncomfortable with confrontation, particularly when it’s 

a group who are united.  While it’s unfortunate that you caved in, you can 

rectify this by having a meeting to address this.  First review the first meeting, 

then restate the company’s need to reduce costs and the reasons why.  Then 

acknowledge your error in allowing the negotiation and state that this is not 

an option, but that their input into how to accomplish this is important to 

you.  We all want others to like us, but you need to be clear and strong about 

this.  Otherwise, you’ll lose the respect you need to effectively perform your 

job.  Approach the employees with respect and professionalism, but stand 

your ground.  
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Defusing Discord 
 

 

             In an article on the Harvard Business Review blog by John Baldoni, he discusses the root of conflict.  

Too often it is about power and influence rather than genuine discord.  Conflict threatens productivity, 

creates poor morale, absenteeism, and poor employee retention.  It’s important that a leader work on 

seeking common purpose. 

 

            Diagnose the root cause.  Often the cause is something which occurred long ago.  It can be 

misperceptions and misunderstanding.  When issues are not addressed properly, they can fester and 

breed hostility. 

          

            Stay high and dry.  If you’re responsible for the problem, acknowledge this and apologize and look for 

more discussion and dialogue to improve the situation.  If it is before your time, acknowledge the hurt 

feelings but don’t take sides. 

 

            Be engaged.  Show you are interested by your body language and by verbal acknowledgement.  We all 

appreciate it when we feel someone is listening to what we have to say and therefore tend to reveal more. 

 It’s another good way to connect with others.  Leaning forward, keeping direct eye contact, verbally 

acknowledging what is being said, asking questions about the information are all effective ways to let 

others know you are engaged and interested in what they have to say. 

 

           Defuse the conflict.  Make it clear that cooperation is mandatory.  Allowing employees to act on grudges 

simply gives more reasons to be disagreeable.  Establish a no-tolerance policy for disagreements over 

people and personalities.  Hold everyone accountable, including yourself. 

 

            Find common ground.  The challenge for a manager is to get the conflicting parties to put aside their    

            differences.  Identify common values.  For instance, both parties want the company or agency to be         

            successful in its mission.  Make it clear that the conflict impacts on that in a negative way. 

 

Follow through.  Continue to monitor the situation and watch for warning signs such as avoided eye      

contact, angry body language, and the silent treatment.  Remind them that cooperation and respect is 

mandatory. 

 

            Discord is different from dissent.  Discord is disruptive because it harms productivity and individuals.      

            Dissent can be positive when it causes people to re-examine an idea or issues; it promotes dialogue. 

            Sometimes it will change minds and other times it can re-affirm an intended course of action. 

 

            Defining an organization by its common purpose leads to trust and a foundation for achieving                 

           sustainable results. 
Source: Harvard Business Review blog: http://blogs.hbr.org 

             
 
 
 


