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Online Supervisor Training
Using EAP as a Management Tool

Companies contract with an EAP to assist themtainiig valuable employees. One of the keys to|a
successful partnership is having supervisors thatkhow to utilize EAP in effective waysJsing
EAP asa Management Tool training has the following objectives:

- Providing awareness of EAP services

« Assisting managers/supervisors identify and docuraemployee performance concerns
- Developing effective intervention strategies

- Identifying ways to use EAP as a positive optiondmployee performance problems

This training can also serve as a step-by-stepuresavhen making a referral due to performance
concerns.
How to access the online training program:

Go to: www.4Continuum.com

Click on: “Training” drop down menu

Select: “Online EAP Supervisory Training” :

Click on: “Log on to EAP as a Mgmt. Tool” on the right-hand side of the page
Enter: Username(available from your HR department or Continuum)

B Some employees do very  Within the recovering community of alcoholics and among treatment p

well after referral to ad- fessionals, there are many stories of alcoholice wdemed unable t
diction treatment pro- achieve abstinence. In the “Big Book” of Alcoholié®onymous, au-
grams, but some do not. thors discuss the success of the 12 steps yetwebeew some alcohol-
They relapse, struggle, ics seem almost “constitutionally” incapable ofaeery. Most treatment
and eventually lose their professionals would never use the word “hopelebsfause so man
jobs. Are there “hopeless” examples of late-stage recoveries exist. Supewvisbould not assum
cases? How can supervi- any employee is hopeless, but this does not mewmirgy problems. Su-
sors intervene earlier or pervisors, like family members, should learn abewébling and avoid
increase the likelihood of doing it. Like alcoholism, enabling can manifesttaonic and progres-
success for these employ- sive pattern. In the early years of the diseaseip@rvisor may overlook
ees? performance shortcomings. Twenty years later, #meessupervisor ma

be driving his or her employee to work because chriscated driver’s
license. Loaning money and covering for behaviprablems are also
not uncommon.
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BMany performance prob-
lems can be signs and
symptoms of a troubled
employee, but what about
symptoms of personality
disorders? Understanding
these behaviors better
would help supervisors
not be manipulated by
these employees, correct?

W | am a new supervisor
and there are a million
things to learn. Can you
discuss one critical thing |
should keep in mind that
most supervisors overlook
or don’t consider as they
take on their new role?

Learning about behaviors associated with personality disorders would not

have practical value in the work setting and cauidermine your ability

to identify problematic behaviors or job performanssues. It could also
enable you to avoid using resources available tg soch as the EAP, to
correct problems. Personality disorders are coatstitihhat lump fields of

rigid, maladaptive, or deeply engrained behavioithiw certain person-

ality types. This process helps clinicians undatauman behavior,
design treatment plans, and better understand bdwelp affected per-
sons better adapt to their environment, stress,Yetec may have an em-
ployee who is overly concerned about perfectiomtrad, or the order of

things, but whether he/she has a disorder isn'omant. The effect of

these behaviors on the work situation is what’sartgnt. Avoid the aca-
demics and theory of employee problems. You wilimee efficient and

effective.

As a new supervisor,a powerful yet often overlooked bit of advice or

awareness is to remember that employees are, dmst foremost,
“supervisor watchers.” They pay attention to ev@ng you say and do.
They’'ll track your every move through the work ymidme to understand
your moods, remember what you said at the watelecdwo years ear-
lier, and more. They will model or behave in wagattare consistent
with they way you behave. If you speak badly of ¢inganization, they
will too. If you take pride in the work unit andgise the work organiza-
tion, ditto. This principle applies to interpersbnatters, such as treating
others with respect, as well. Never stop learnimg) you will watch them
do the same. Set a good example for your emplogeesulate. The
most powerful tools supervisors possess are tle@utations and con-
scious use of themselves to influence those they. le

W am nervous about a disci- Being nervousin anticipation of a disciplinary meeting is normahere is

plinary meeting with my
employee. | fear appearing
anxious and inexperienced.
Can the EAP help?

a way to reduce the degree of nervousness, anBARecan help. Try
rehearsing difficult conversations using role-plaith the EA profes-

sional. (Inquire as to whether HR can assist ysuweall, and be sure to
follow any steps or procedures they prefer.) Apate the kind of ques-
tions the employee will ask and practice your amswa few tips: Keep

your responses to the point. Do not wander offdapi place a priority
on helping the employee walk away feeling OK ancepting about the
disciplinary action. Some nervous supervisors wharry about “bad

feelings” are drawn into talking too much or repegtthemselves, not
giving the employee ample time to respond. Knowing you are going
to structure your meeting will also reduce younoeisness.
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