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Daytime: 410-366-1980 x 278/279

O Eve./Holidays: 1-800-285-1537

l EAPs help troubled em-
ployees so personal prob-
lems do not ultimately
lead to job loss. Does this
mean that they are
against disciplinary ac-
tion? Are EAPs consid-
ered unsuccessful if an
employee is terminated
and does not accept help
or follow through with
their recommendations?

M Our company policy
states that using the EAP
will not jeopardize an
employee’s promotional
opportunities or job se-
curity. Does this mean
that no matter what per-
formance problems ex-
ist, going to the EAP will
make an employee
“immune” from certain
job actions?

u My employee is being
seen by the EAP, but her
work problems continue.
It is a sure bet that dis-
ciplining her will inter-
fere with her progress. [
don’t want to be respon-
sible for some sort of

EAPs are not opposed to discipline. They recognize that discipline is a

necessary management tool. Although most employees are helped by
EAPs, EAPs recognize that some employees will not accept help, and
that unresolved performance issues may lead to disciplinary actions.
EAPs are successful when they maximize their visibility, communicate
their availability, and reach employees affected by personal problems.
The more they reach the better. An employee who rejects the EAP or
its recommendations does not affect this definition of success. In some
instances, an employee’s departure may help an organization become
more successful and reduce its exposure to loss. EAPs play a key role
in helping ensure that every employee with a problem has the opportu-
nity to remain a part of the organization’s success story.

The policy statement you cite is designed to address stigma and protect

employees from biases that some persons have against others who
seek help. Participating in the EAP does not preclude management in-
terventions to address performance, conduct, or attendance problems,
and it does not make an employee “immune” from management ac-
tions. The stigma of seeking help for personal problems is not as great
as it once was, but it is still an important issue to address. As a result,
organizations that sponsor EAPs make assurances to employees that
they are safe to use. Many CEOs and top management officials in the
largest of American companies have disclosed their use of the EAP to
large groups of employees to demonstrate their approval for the pro-
gram and to encourage its use.

If your employee relapses for any reason, it is the result of her not do-

ing something necessary to manage her illness properly. A job ac-
tion is admittedly a stressor, but it is not an excuse for relapse. Un-
derstandably, you don’t want to feel guilty for interfering with her
recovery, but you may face larger problems if you don’t act in the
best interest of your organization. Discuss the performance issues
with your employee, get support from your organization, and make
the best decision. Sometimes it is helpful to inform the EAP about a
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relapse, so what should
I do?

M I socialize frequently
with my employees. Af-
ter working on a con-
struction crew all day,
we like to relax, espe-
cially on Friday nights.
Can this interfere with
my ability to manage
troubled employees?

u My employee was re-
ferred to the EAP a cou-
ple of years ago, and sub-
sequently was treated for
alcoholism. It’s hard to
believe, but she has
bounced back more than
100 percent. She’s my
best worker. Is this the
way she was before
drinking, or the result of
treatment?

NOTES:

pending disciplinary action, or to let the EAP know when it is enacted,
but there is no standard requirement for doing so in EAP practice. If
you still feel indecisive and anxious, consider meeting with the EAP to
work through the conflict. The EAP will not discuss your employee’s
treatment or personal circumstances, but you may gain insight and
clarification on your decision. Be careful not to label the EAP a road-
block to your decision making.

Although occasional social interaction with employees may not disrupt

your ability to manage their performance, frequent socializing may
cause you to be perceived as a peer. This can interfere with your ability
to assert your legitimate authority, direct work, and influence changes in
behavior and performance of those you supervise. Familiarity with your
employees tempts them to discount or minimize your role as a supervi-
sor. This distorted perception may tempt employees to argue more with
you, ignore your recommendations, refuse direction, or act as if you are
subordinate to them. You may be proud of your relationship with your
employees, and you may be closer to them, but you must consider what
you give up by moving away from a more traditional and detached
model of supervision, and whether it benefits the employer.

Most people in long-term recovery would say both. As your employee’s

addiction grew worse, her ability to perform became more problematic.
Depending on how long you have known her, you may never have seen
her perform to the degree that demonstrated her full potential. Now that
she is in recovery, she must invest in her physical, mental, and spiritual
health. This produces great personal returns, some of which may mani-
fest as occupational achievements. Because recovery is a continual
process of growth to prevent relapse, a recovering person typically
moves beyond prior levels of functioning. This explains why managers
typically observe recovering employees getting “better than well.”

Information contained in the Employee Counseling Program 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 EA Professional.




