January 2011

The Frontline Supervisor

Helping you Manage Your Most Valuable Resource - Employees

Your Employee Assistance Program 1-800-308-4934

24/7 Confidential Help

| know that my
employees can call
the EAP anytime to
talk about all kinds of
situations but what

is available to me as
aleader? I'm often

in situations where it
would be really helpful
to talk to someone
about concernslam
having about my
employees.

Hl Two of my employees

do not get along, so
we created a strategy
to avoid conflict by
creating work flow
around them. Projects
are set up to avoid
them crossing paths
with each other. The
conflicts stopped, so
was this an acceptable
solution?

I glanced at my
employee’s wrist and
noticed multiple cut
marks. | fear this is
evidence of purposely
cutting the wrist.

Actually, you can access assistance at any time by simply calling 800.308.4934 and
asking to speak someone on the“Workplace SupportTeam.” This dedicated group
of leadership coaches are available for consultation. Their expertise includes conflict
management, employee coaching, employee relation issues and general leadership
development skills. In addition, you will find information and resources on EAP
management services, workplace support, trainings and additional management
resources. To learn more about the services offered, go to magellanassist.com.
Log into the site (you will need to register). Click on the tab at the top of the page
marked “Managers.”

On first glance, this arrangement may appear like an effective solution, but it prob-
ably has a significant downside that creates other problems. Enabling these two
employees likely requires others picking up the slack, doing more work, making
schedule changes, and communicating in different ways, all to accommodate
such an arrangement. If employees are taking on more responsibilities than they
should, that is a lot of accommodating. Ensuring that these employees don't cross
paths means you are settling for something less than the ideal work flow that
would benefit your company. There is bound to be unspoken resentment about
the unwillingness of management to assert authority and insist these employees
change their ways. There is a solution. Talk with your EAP. You will gain insight on
the value of handling this situation differently with better results for the whole work
unit and organization.

You may be looking at evidence of self-injurious behavior that your employee
inflicted, possibly in the past, but you can’t know for sure. Self-injury is a secretive
behavior. Research studies vary about how common this behavior is practiced, but
it seen more frequently among troubled teens and young adults. Most eventually
stop it, but employees with scars may be extremely self-conscious about it. Cutting
is @ mechanism to cope with stress, gain “control,” relieve bad feelings, and gain




I didn’t ask any
questions, because
maybe this is related
to past issues. The
employee has no job
problems. Should |
ignore it?

HWill all employees with
alcoholism eventually
have performance
problems that the
supervisor can identify,
document, and refer to
the EAP?

B Every workplace is
different so specific
strategies for managing
stress vary, but what
should we focus on
as managers to help
employees reduce
stress? How do we come
up with a list of things to
fry?
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attention. It may also be associated with an array of mental health issues and other
personal problems. Scarred employees seek to protect coworkers or supervisors from
concern or shock if the scars are seen, or they might worry about the implications
for their job or promotional opportunities. It is appropriate to mention that you no-
ticed the scars because they are plainly visible and could only be self-inflicted. There
are also other risks associated with self-harm behavior. They include a higher risk of
suicide. Let the employee know that the EAP is available as a confidential resource
should the employee choose to use it.

Your question touches on two common myths about alcoholic employees. One as-
sumes that alcoholics only experience performance problems later in their career
histories. The other is that all alcoholics will experience performance problems at
some point during their career histories. Some alcoholic employees enter treatment
as aresult of self-referral and non work-related approaches. Many of these employees
have no observable job performance problems prior to treatment. This does not
mean, however, that they were not personally aware of performance problems. Some
employees may perform adequately but never live up to their true potential. Lewis
Presnall, a1960s occupational alcoholism and EAP pioneer, referred to this phenom-
enon as the “half-man syndrome.” Many years after recovery, it is not uncommon for
employees to share stories about job-related performance issues associated with
their drinking that others never noticed

Almost all strategies to help employees manage stress fall into several broad areas.
These broad areas of consideration include 1) flexibility of work hours; 2) flexibility
with work location; 3) increased communication with management and increased
social interaction between coworkers; 4) rewards for excellence or extra privileges;
5) employee control of work load, priorities, deadlines, and procedural steps; 6)
increased trust from managers rather than tight controls and pressure created by
oversight and demands and 7) attention to the work environment and ergonomics
that facilitate reduced stress. Brainstorming with your employees and surveying
theirideas, even anonymously, will yield insights and concerns that can be translated
into tactics to reduce stress.

Did you know that as a supervisor you can call into the EAP line to ask
questions, get advice and more? Call the toll free number and ask to
speak with someone on the Workplace Support Team.
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