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fessionals, there are many stories of alcoholics who seemed unable to 
achieve abstinence. In the “Big Book” of Alcoholics Anonymous, au-
thors discuss the success of the 12 steps yet observe how some alcohol-
ics seem almost “constitutionally” incapable of recovery. Most treatment 
professionals would never use the word “hopeless,” because so many 
examples of late-stage recoveries exist. Supervisors should not assume 
any employee is hopeless, but this does not mean ignoring problems. Su-
pervisors, like family members, should learn about enabling and avoid 
doing it. Like alcoholism, enabling can manifest a chronic and progres-
sive pattern. In the early years of the disease, a supervisor may overlook 
performance shortcomings. Twenty years later, the same supervisor may 
be driving his or her employee to work because of a confiscated driver’s 
license. Loaning money and covering for behavioral problems are also 
not uncommon. 

Some employees do very 
well after referral to ad-
diction treatment pro-
grams, but some do not. 
They relapse, struggle, 
and eventually lose their 
jobs. Are there “hopeless” 
cases? How can supervi-
sors intervene earlier or 
increase the likelihood of 
success for these employ-
ees? 

� Within the recovering community of alcoholics and among treatment pro-

This information is provided by Continuum EAP.  If you would like more information on these or other topics, 
please don’t hesitate to contact us. 
1135 M Street, Suite 400, Lincoln, NE, 68508       402-476-0186 or 800-755-7636 
Fax: 402-476-2757    Email:  EAspecialist@4Continuum.com       www.4Continuum.com 

Online Supervisor Training 
Using EAP as a Management Tool 

 

Companies contract with an EAP to assist them in retaining valuable employees.  One of the keys to a 
successful partnership is having supervisors that know how to utilize EAP in effective ways.  Using 
EAP as a Management Tool training has the following objectives: 
 

• Providing awareness of EAP services 
• Assisting managers/supervisors identify and document employee performance concerns 
• Developing effective intervention strategies 
• Identifying ways to use EAP as a positive option for employee performance problems 
 

This training can also serve as a step-by-step resource when 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) 



I am nervous about a disci-
plinary meeting with my 
employee. I fear appearing 
anxious and inexperienced. 
Can the EAP help? 

� 
a way to reduce the degree of nervousness, and the EAP can help. Try 
rehearsing difficult conversations using role-play with the EA profes-
sional. (Inquire as to whether HR can assist you, as well, and be sure to 
follow any steps or procedures they prefer.) Anticipate the kind of ques-
tions the employee will ask and practice your answers. A few tips: Keep 
your responses to the point. Do not wander off topic or place a priority 
on helping the employee walk away feeling OK and accepting about the 
disciplinary action. Some nervous supervisors who worry about “bad 
feelings” are drawn into talking too much or repeating themselves, not 
giving the employee ample time to respond. Knowing how you are going 
to structure your meeting will also reduce your nervousness. 
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I am a new supervisor 
and there are a million 
things to learn. Can you 
discuss one critical thing I 
should keep in mind that 
most supervisors overlook 
or don’t consider as they 
take on their new role? 

� 
awareness is to remember that employees are, first and foremost, 
“supervisor watchers.” They pay attention to everything you say and do. 
They’ll track your every move through the work unit, come to understand 
your moods, remember what you said at the water cooler two years ear-
lier, and more. They will model or behave in ways that are consistent 
with they way you behave. If you speak badly of the organization, they 
will too. If you take pride in the work unit and praise the work organiza-
tion, ditto. This principle applies to interpersonal matters, such as treating 
others with respect, as well. Never stop learning and you will watch them 
do the same. Set a good example for your employees to emulate. The 
most powerful tools supervisors possess are their reputations and con-
scious use of themselves to influence those they lead. 

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

Being nervous in anticipation of a disciplinary meeting is normal. There is 

� Many 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? 

have practical value in the work setting and could undermine your ability 
to identify problematic behaviors or job performance issues. It could also 
enable you to avoid using resources available to you, such as the EAP, to 
correct problems. Personality disorders are constructs that lump fields of 
rigid, maladaptive, or deeply engrained behaviors within certain person-
ality types. This process helps clinicians understand human behavior, 
design treatment plans, and better understand how to help affected per-
sons better adapt to their environment, stress, etc. You may have an em-
ployee who is overly concerned about perfection, control, or the order of 
things, but whether he/she has a disorder isn’t important. The effect of 
these behaviors on the work situation is what’s important. Avoid the aca-
demics and theory of employee problems. You will be more efficient and 
effective. 

Learning about behaviors associated with personality disorders would not 


