Resource for Supervisors: A Guide to Combating Burnout and Promoting
Balance in Education Abroad Workplaces

Introduction: The Role of Supervisors in Combating Burnout

Supervisors and Managers play a critical role in shaping workplace culture and supporting
employee well-being. This guide is designed to help supervisors create sustainable, inclusive,
and supportive environments that prioritize balance and reduce burnout.

1. Assessing the Workplace Culture
Supervisors should start by reflecting on and evaluating current workplace practices.

e Conduct anonymous surveys: Understand staff perceptions of workload, support, and
well-being.

e Hold intentional check-ins: Create an open space for employees to voice concerns
about burnout or stressors.

e Review policies: Identify social-cultural systemic practices that may unintentionally
encourage overwork (e.g. reinforcing 'overachievement culture:” after-hours emails or
excessive responsibilities).

2. Establishing Healthy Boundaries
Supervisors can model and reinforce boundaries to promote a sustainable work environment.

e Set expectations for after-hours communication: Use tools like delayed email
sending or "do not disturb" policies.
e Encourage the use of PTO: Normalize taking time off for mental health and personal
needs.
e Protect lunch breaks and personal time: Avoid scheduling meetings during these
periods.
e Strategies for Saying "No" Effectively: Teaching Your Team to Set Boundaries
with Confidence
o Conduct Regular Capacity Checks
m  Encourage your team to assess their workload and communicate their
limits openly.
o Create a shared tool: Use a visual project tracker or workload dashboard to give
transparency into everyone's capacity.
o Hold weekly check-ins: Include "capacity updates" as part of one-on-one
meetings to discuss priorities and adjust workloads as needed.
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o Teach self-reflection: Encourage team members to periodically ask themselves:
m  \What tasks are essential, and what can wait?
m Do | have enough time and energy to take on more?
m If not, how can | reprioritize or delegate?
Frame "No" as a Thoughtful Response: Train your team to reframe saying "no" as a
way to maintain quality and focus.
Example phrases:
o "Thank you for thinking of me. My current workload won't allow me to give this
the attention it deserves.”
o "l want to support this, but | need to check my capacity first to ensure | can meet
expectations.”
o "This sounds important. Can we revisit it after completing my current priorities?"
Emphasize alternatives:
o "l can start this next week instead of now."
o "Could someone else take the lead on this with my guidance?"

3. Promoting Flexible Work Practices

Flexibility can significantly reduce burnout and improve work-life balance.

To the degree that it is possible given your unique institutional/organizational
context and policies, support remote work or hybrid schedules: Tailor flexibility to
individual roles and responsibilities.

Allow autonomy: Empower employees to structure their tasks in ways that work best
for them.

Reassess meeting schedules: Reduce unnecessary meetings and prioritize
asynchronous communication.

4. Implementing Restorative Practices

Encourage and normalize restorative practices that align with "Rest is Resistance" principles.

Host team wellness activities: Organize mindfulness sessions, wellness breaks, or
casual "no-agenda" gatherings.

Create no-meeting days: Dedicate one day per week for deep work and reduced
interruptions.

Set realistic goals: Collaborate with employees to align workload with achievable
outcomes.
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5. Reducing the "Passion Tax"

Supervisors must recognize and address the emotional toll of passion-driven work. The
"passion tax" describes the undue burden placed on those in mission-driven fields, where
emotional investment and dedication are expected to offset lower compensation and higher
demands. This disproportionately impacts marginalized groups, including women, BIPOC,
queer, and neurodivergent individuals, exacerbating systemic inequities in pay and workplace
advancement.

e Acknowledge contributions: Celebrate employees' successes without adding new
expectations.

e Distribute responsibilities: Ensure no single employee carries the brunt of the
workload.

e Build capacity: Advocate for additional staffing or resources when team members are
stretched too thin.

6. Fostering Inclusivity and Equity
Adapt policies to support diverse employee needs and promote an inclusive work culture.

e Offer flexible accommodations: Support caregivers, employees with disabilities, and
those with unique work-life needs.

Create equitable workloads: Ensure tasks are distributed fairly across the team.
Invest in professional development: Provide opportunities for all staff to grow and
thrive.

e Leverage Employee Resource Groups (ERGs) to advocate for and help implement
flexible workplace policies, equitable workload distribution, and targeted professional
development programs. ERGs can serve as powerful platforms for raising awareness
about specific needs and challenges faced by all groups within the organization,
ensuring that these perspectives are considered in decision-making processes.

7. Providing Training and Resources
Equip supervisors and staff with tools to manage burnout and support well-being.

e Host wellness workshops: Include training on mindfulness, time management, and
self-care strategies.

e Develop toolkits: Provide guides for managing workloads, setting boundaries, and
accessing mental health resources.

e Leverage external resources: Partner with organizations that offer training on
workplace wellness and burnout prevention.
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8. Recognizing and Addressing Signs of Burnout
Supervisors should proactively identify and address burnout in their teams.

Look for signs: Decreased engagement, fatigue, irritability, and declining performance.
Take immediate action: Offer support, redistribute work, or provide access to Employee
Assistance Programs (EAPs).

e Encourage transparency: Foster a culture where employees feel comfortable sharing
struggles without fear of judgment.

9. Building a Collaborative Work Environment
A strong sense of community can help combat burnout.

e Encourage peer support: Foster mentorship or buddy programs.

e Involve staff in decision-making: Allow employees to co-create solutions for improving
work culture.

e Celebrate milestones and achievements by building morale through tailored
recognition and appreciation. Get to know your direct reports as individuals to
understand how they prefer to be recognized, (celebration love language) ensuring that
celebrations resonate personally and reinforce their unique contributions to the team.

10. Measuring Success and Making Adjustments
Regularly assess the impact of changes and refine strategies as needed.

Track employee well-being: Use surveys and feedback loops to gauge effectiveness.
Monitor retention and productivity: Reduced burnout often leads to improved
performance and lower turnover.

e Stay adaptable: Be willing to pivot policies in response to employee needs.

Conclusion: Leading the Change

Supervisors have the power to transform work culture by prioritizing balance, inclusivity, and
well-being. By implementing the strategies outlined in this guide, they can foster a sustainable
environment that supports their teams' professional and personal success.

This resource was produced by the 2024 D&l subcommittee members: Christina Thompson,
Kyle Kieth, Amy Bowes, and Kevin Sullivan.



Suggested Use of This Resource:

e Share with supervisors during team training or staff retreats.
e Integrate into onboarding materials for new managers.
e Use as a framework for quarterly wellness reviews or team strategy sessions.
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