 TIPS FOR SUPERVISORS 
IDENTIFYING AND ASSISTING TROUBLED EMPLOYEES 
The Faculty/Employee Assistance Program (FEAP) is designed to aid staff members in seeking professional assistance to resolve employee problems. Early intervention prevents the problem from having a permanent impact on the employee’s job performance. The FEAP is a resource for supervisors to help retain valued employees, who with proper help can regain full productivity. 

It is the responsibility of the supervisor to become involved. Supervisors have a legitimate right to intervene when an employee’s behavior is interfering with job performance. 
GUIDELINES 
1. Establish objective levels of work performance. For example: John Doe is expected to keep the kitchen dish area clean 

2. Measure, Evaluate and Record job performance. Specific, behavioral criteria are necessary. For example: John Doe will wash all dishes and sweep the floor. 

3. Be Consistent in your expectations of employees. For example: All employees with this classification will complete these tasks within the work day. 

4. Prompt feedback to employees to communicate dissatisfaction and to seek solutions. 

5. Focus on performance Be Specific: “John I noticed that you did not sweep today.” 

6. Be Firm: offer the staff member assistance. Avoid being an “armchair psychologist.” For example: Supervisor: “John I have noticed that you walked off the job today before the dishes were clean. This is the third time this week that you have done that. Are you having a problem which interferes with your getting the job done? If you are, we have an FEAP who will help you. You can contact them yourself, or I will help you. You don’t have to go to the FEAP; however you do have to improve this problem.” 

7. Be Honest, speak with authority. Supervisor: “I value you as a person, however I expect you to complete your job duties of washing all the dishes and sweeping the floor.” 

8. Prepare to cope with resistance, denial, defensiveness, and even hostility. John: “You are always picking on me.” “It’s not my fault; Mary won’t give me the dishes and then leaves me with a mess.” Supervisor: “It may seem that I am picking on you, however I need to know if you are having a problem that is getting in the way of getting your job done. No matter what Mary does, it is still your responsibility to wash the dishes and sweep the floor.” 

9. Get the employee to Accept Responsibility for making behavioral changes in job performance. Supervisor: “I want to clarify that it is your responsibility to get the dishes washed and sweep the floor. You can get help at the FFEAP with any personal problems you have.” John: “I don’t need the FEAP, just because Mary won’t give me the dishes!” Supervisor: “Going to the FEAP is your choice, but Mary’s job performance is my responsibility.” 

10. Get a Commitment from the employee to improve specific behaviors: Supervisor: “Here is a list of your job expectations, I will give you a copy and I will keep one. Do we have an agreement?” 
11. Follow‐up: Meet with employee after a specified amount of time. Supervisor: “We will meet next Friday to review your progress.” 
COMMON SUPERVISOR PITFALLS 
Supervisors, working with troubled employees are sometimes reluctant to involve the Faculty/ Employee Assistance Program (FEAP). Using the FEAP as a resource can reduce supervisor anxiety and improve productivity as well as the general work environment. Listed below are some common pitfalls. 

1. OVERLY PROTECTIVE SUPERVISOR Sometimes supervisors think that referring someone to FEAP may label the employee as a problem. The purpose of the FEAP program is to help employees function better at work. The supervisor is often the first person who notices an employee with problems. Supervisors who offer the FEAP to their workers show that they care about the well‐being of their employees. 

2. GOOD WORKER Some supervisors shield employees because of past work performance. The supervisor think he/she could lose a “good worker” if a referral is made to FEAP. These attitudes are unrealistic and unfair to the employee. Our common goal is to retain and support good employees. 

3. “IT’S MY PROBLEM, “I’LL SOLVE IT” Some supervisors believe it is their responsibility to handle and correct all problems in their area. Individuals with this perspective may view making an FEAP contact as an admission of personal failure. This can result in a needless delay in getting an employee help. Supervisors should consider the financial cost to the University, as well as the personal liability they undertake by supporting an impaired employee. 

4. THE TIME EXCUSE A supervisor may hope a problem will work itself out given enough time. In the case of a temporary crisis that may be true. However, delaying a referral may increase the severity of some problems including depression, anxiety, and alcohol or drug abuse. 

5. FEAR OF MAKING MISTAKE Supervisors who are uncertain about the source of a performance problem may fail to take action. The FEAP can be helpful in planning a course of action. If you need help with a particular case, call the FEAP @ 646-1165.
6. STEREOTYPES Commonly held beliefs about alcoholism and mental illness make supervisors reluctant to refer an employee for help. The stigma regarding these medical conditions can be overcome by education. The FEAP counselors are licensed mental health practitioners and can assess the problem, make referrals as necessary and educate employees about mental health issues. 

7. SUPERVISOR’S OWN PROBLEMS Supervisor’s may experience similar problems to those confronting employees. A supervisor with personal problems may be uncomfortable making a referral to FEAP. 

