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 Our company just acquired an EAP.  
I don’t see how it makes my job easier 
because it appears to add one more 
thing I have to do when managing my 
employees—make supervisor 
referrals.  Can you explain how an 
EAP makes it easier for supervisors? 

EAPs take away an historic step in the supervision process, long considered 
difficult to escape—involvement with the problems and issues of troubled 
employees.  Some supervisors may have avoided direct involvement in 
personal problems of troubled employees before EAPs.  However, the more 
valuable or skilled the employee, the more tolerance is naturally shown by the 
supervisor, and the more likely the involvement in personal problems.  
Regardless, few supervisors avoid tolerating delays in acceptable performance, 
frustrating absenteeism and tardiness patterns, judging the acceptability of 
excuses, and suffering with the cycles of broken promises along with your 
stress, making it possible for you to focus on the basics of your essential 
purpose—managing productivity. 

 
 In supervisors’ training I learned 

that one of the benefits of EAPs is 
their ability to reduce the use of 
healthcare dollars.  They said this 
helped in managing care.  What does 
this mean since our insurance uses a 
separate managed care company? 

The direct service function of EAPs saves money by helping employees get to 
the right source of help at the right cost.  EAPs help employees identify the key 
problem causing their concern or symptoms.  The more defined the problem, 
the more potential for savings.  This benefit is a selling point for EAPs.  The 
term “managed care” was coined in the 1980s to describe many types of 
services that together control healthcare insurance costs.  These services are 
often bundled by managed care companies.  Since EAPs have always had a role 
in helping control such costs, the term “managed care” is sometimes used to 
describe this benefit because it is more commonly understood.  EAPs vary in 
their roles in helping reduce healthcare costs, and EAPs usually provide cost-
benefiting services that managed care companies can’t.  This is a good reason 
for managed care and EAP firms to cooperate with each other. 

 
 I understand and appreciate the 

EAP’s role, but aren’t some 
employees simply poor performers?  
Certainly, poor performance can’t 
always be explained by a personal 
problem that can be counseled or 
treated. 

Not all employees with performance problems have a treatable personal 
problem to explain it.  On the other hand, something always explains poor 
performance.  Inability to perform to standards can be caused by health/life 
problems, attitudes, beliefs, qualifications and aptitude, lack of knowledge and 
experience, or even environmental factors.  Some of these can be difficult to 
identify, but any could be considered a “personal problem.”  The question, “Can 
some intervention occur to help an employee with a performance problem meet 
required standards?”  It is the EAP’s job to help answer this question.  Some 
supervisors who can’t identify a clear personal problem jump quickly to 
conclude that a deficient work ethic, or other unshakable character trait not 
amenable to corrective action, explains the performance problem.  A critical 
task is to avoid this conclusion at the expense of not making an EAP referral 
that could have worked. 



 Sometimes employees have such 
unusual needs that I doubt the EAP 
can help them.  I know there are 
many community resources, but 
some problems require such 
unusual solutions that resources 
probably don’t exist, correct? 

Employee assistance professionals are continually researching and finding 
services to meet a wide variety of employee and family needs.  Some useful 
services are indeed unusual and hard to find, but once discovered become part of 
the EAP’s base of knowledge for making referrals.  Lack of funds cause many 
small agencies and obscure resources to rely strictly on word-of-mouth 
advertising; many of them are therefore virtually unknown to the general public.  
However, employee assistance professionals may be well aware of them.  The 
rule of thumb is never to assume that a resource does not exist for a unique 
employee problem.  This will keep you from hesitating to refer to the EAP when 
employees present unique personal problems as explanations for ongoing 
performance problems. 

 
 Can supervisors consult with EA 

professionals on general supervision 
questions in addition to the 
traditional consulting they provide 
on managing troubled employees 
and referring them to the EAP? 

Over time, EA professionals develop a broad base of knowledge of effective 
supervision practices, including resolving problems of poor motivation, low 
morale, staff conflicts, and other performance management and supervision 
problems.  EA professionals may be one of the most knowledgeable groups of 
experts on improving employee productivity, although this strength is less 
mentioned in traditional business literature than their helping role.  The 
International Association of Employee Assistance Professional’s official 
definition of an EAP acknowledges this capability.  Depending on training and 
experience, the EA professionals in your organization can be an excellent source 
for helping you find solutions to tough supervision problems.  Remember that 
EA professionals do not direct or approve supervisor decisions or administrative 
actions, so it is important to own your decisions and their outcomes.6  

 
 
 
If you have these or other questions or concerns regarding supervision of your employees, please feel 
free to contact the Employee Assistance Network at 1-800-454-1477 or (828) 252-5725.  You may also 
check out our website at:  www.eannc.com.  
 
 
NOTES: 
 
 
 
 
 
 
 
 
 
 
 
 
 
Information contained in “The 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 Employee Assistance 
Professional.  Copyright ©2007 by “The Frontline Supervisor.” 
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Employee Assistance Network 
 

Professional Assistance in Total Confidentiality 
 

For You or Your Family  
When There’s a Personal Problem 

 
What is an EAP? 
It is a program that provides confidential and professional assistance to help resolve 
problems that are affecting you or your family. 
 
Why an EAP? 
All of us have problems from time to time.  When a personal problem makes life 
difficult, it can also lead to difficulties at work.  The EAP is designed to help employees 
before their personal problems become work problems. 
 
What kind of problems? 
 

o Stress 
o Tension 
o Family 
o Work 
o Alcohol/drugs 
o Depression 
o Financial pressures 
o Sleep difficulties 
o And others… 

 
Who can use the EAP? 
Employees and their families (immediate members of the household) can use the EAP 
on a self-referral basis.  Employees may also be referred by their supervisors when 
personal problems affect job performance. 
 
Is it confidential? 
YES – Confidentiality is a vital part of your EAP.  Your employer will not know that you 
have requested assistance without your permission.  No records related to counseling 
will be placed in your personnel file, nor will promotion or transfer opportunities be 
affected if you use the program. 
 
What happens when I go to the Employee Assistance Program? 
You talk with a certified, licensed professional about your problems.  After careful 
consideration, you and the counselor will establish a plan for further assistance.  
Sometimes knowing where to turn for help can be difficult, but through the Employee 
Assistance Program, experienced professionals are available to help you or members 
of your family with a variety of concerns.  When you understand your problems and the 
resources available, you decide if you want help.  The decision is yours. 
 
 
 



How much does it cost? 
Your employer has prepaid the cost of the initial evaluation and brief counseling 
session(s).  If further counseling is recommended, additional costs are the 
responsibility of the employee, but will usually be covered by your health plan. 
 
Why wait? 
The best time to seek help for a problem is before it begins to affect your well-being at 
home or on the job. 
 
How do I use the EAP? 
If you or members of your family are experiencing family, emotional or other problems, 
please call the Employee Assistance Network to make an appointment with one of our 
qualified professionals.   
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