Tips for Mo�va�ng Struggling
Remote Employees
During the COVID-19 pandemic, managing employees
has changed abruptly for most supervisors. While
some employees have adapted and are func�oning at
full speed, you may have no�ced others are avoiding
mee�ngs, responding to emails slower than usual, or
even missing some deadlines.
Under normal circumstances, these types of
employee behaviors might be cause for interven�on
using more tradi�onal supervisor skills. But things are
diﬀerent right now. Instead of taking a supervisory
role with employees you perceive to be struggling,
you might make more progress by playing more of a
coaching role to help employees reﬂect on their
struggles and regain their mo�va�on.
These types of coaching techniques are
evidence-based approaches for helping people make
and adjust to changes. With prac�ce, you can improve
your supervisory skills while helping to mo�vate
your employees, and this skill will con�nue to help
make your job easier when we return to more
normal rou�nes.

Here are some coaching �ps:
1. Let go. Don’t supervise, just listen. If you help
employees come up with their own solu�ons, they’ll
be more apt to s�ck with them.
2. Express empathy through reﬂec�ve listening. Repeat
what your employees are saying, “It sounds like
you’re really struggling with all of the extra mee�ngs,”
for example, or, “It sounds like having your kids at
home is making it hard to focus.”
3. Approach struggling employees with a goal of
collabora�on rather than confronta�on. Under
normal circumstances, you might send an email
saying, “I didn’t get your weekly report yesterday,
please send it today.” However, a collabora�ve and
empathe�c approach is more suitable under
current condi�ons.
4. Oﬀer aﬃrma�ons. Point out some things they are
doing right instead of focusing on what they
aren’t doing.
5. Reframing nega�ves into posi�ves. If they express
feelings of stress about certain tasks, say something
like, “It’s clear you care about your job.”
6. Reﬂec�ve listening. Only use open-ended
ques�ons with the intent of drawing solu�ons
from the employee.
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Here are some ac�ve listening and reﬂec�on prompts for conduc�ng brief but
mo�va�onal conversa�ons with your employees:

• Use aﬃrming statements to express empathy
and build trust: Sounds like this is really
challenging. No wonder you feel overwhelmed.
• Use reﬂec�ve listening to encourage people
to keep talking: What I hear you saying is having
your kids at home is more distracting than
you expected.

• Use summaries to combine reﬂec�ons and get to the
core of the issue: It sounds like you’re distracted by your
kids not having a schedule, and you’re not getting
enough sleep.
• Use aﬃrming statements again as the employee naturally
expresses solu�ons: It sounds like you are planning some
good ideas for organizing your schedule a little more.

You can have these conversa�ons by phone, video,
email, or even tex�ng.
It doesn’t have to be a formal, hour-long mee�ng. O�en, just a
few minutes can help get someone back on track. Simply reach
out to an employee you are concerned about. Apply the suggested
strategies, and when the employee oﬀers possible ideas or
solu�ons, aﬃrm their progress and move on. Remember that
your goal is to avoid oﬀering advice, telling them what to do, or
reprimanding. Instead listen, reﬂect, summarize, and aﬃrm to
help mo�vate your employees.

Click to watch a short video on tex�ng strategies
to help mo�vate your employees.
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