
We referred an employee to 

EAP with a 25 year work his-

tory of erratic job perfor-

mance, excessive absences 

and many complaints made 

by our stakeholders about 

this employee’s unprofession-

al behavior.  We suspected 

that the employee may have a 

drinking problem.  They im-

proved after being seen by 

the EAP, but within 6 months 

they were right back to their 

old habits.  What explains 

this behavior? 

 It is impossible to know all the factors that contributed to this pattern with 

the employee that you mentioned. However, some common observations 

about recovery are worth understanding. Chronic alcoholism is always 

accompanied by an unpredictable path of progression—including prob-

lems at work and home, incidents and physical illness, and enabling pat-

terns within the family and in society, all of which direct the course of 

the illness and the timing for when (if ever) the addict will accept treat-

ment. A 25-year history of issues at work suggests a long-term pattern of 

enabling and confusion.  The organization may have contributed to the 

alcoholic’s belief that one more day without entering treatment was pos-

sible and that after treatment, a relapse would be accommodated. Re-

member, alcoholism is a drug addiction accompanied by cognitive dis-

tortions in thinking, especially denial. You should continue to monitor, 

document and discuss with the employee areas of concern that must im-

prove.  And, yes, the employee should be referred back to the EAP as 

part of this ongoing process. 

I was about to make a super-

visor referral of my employ-

ee to the EAP, but before I 

could, he went to the pro-

gram as a self-referral. This 

is great, but I don’t have a 

release signed, as I would if 

this was a formal referral. 

Should I ask him to sign one 

now?  

 
would be included, you can monitor your employee’s performance for 

now as you normally would. You should expect resolution of perfor-

mance issues. You will feel in the dark about what the status of your 

employee’s participation in the EAP might be, but such is the case with 

any self-referral. That’s okay. If your employee continues to struggle, 

then initiate a formal EAP referral and request a release as usual. Note: 

If your employee was aware of a pending supervisor referral, and de-

cided to self-refer to prevent your communication with the EAP, this 

will have no effect on your ability to monitor performance and act as 

needed.  In any issue related to your responsibilities  in managing em-

ployees you also have access to confidential guidance and support with 

the EAP.  An Employee Assistance professional can provide you with 

“supervisory coaching” in these circumstances; providing clarity and 

confidence in resolving concerns about employee performance prob-

lems. 

Unless a serious work rule violation occurred, where a formal referral 
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Employees who perceive you as a “real person” are more likely to consider 

 How can I energize my em-

ployees and get them to feel 

excited about the work we are 

doing?  

Energize employees by taking every opportunity to recognize their contribu-

tions while urging them to excel. Spend time periodically letting them feel your enthusi-

asm for the work. Don’t be afraid to share the goal, your vision, and the ultimate out-

come, because this positivity is contagious when it’s genuine. Be sure you find your own 

ways to stay excited and energized. If you can’t feel excitement yourself, it will not be 

possible to pass it along to them.  Remind employees about their past achievements, and 

get them to understand the underlying reasons they succeeded and did so well. This will 

offer clues about what keeps them energized. Urge employees to top last year’s achieve-

ments.  If they feel your energy and genuine concern for them, they will accept your rec-

ommendation to do so without rolling their eyes.  

you approachable when the need arises for help or intervention with job problems 

they can’t handle alone. This does not mean that you must make an effort to share 

your personal problems. Instead, you should present yourself in a way that matches 

your personality style and facilitates a professional and constructive relationship 

with employees. It is a matter of choice regarding how much you personally share. 

There is no hard-and-fast rule about personal disclosures, but you should consider 

their impact.  Remember, your relationship is not just with your employees, but 

also with each individual employee. Some employees may need you to be direct 

and formal, while others may benefit from seeing your more vulnerable side. Trust 

your instincts and find the balance between establishing boundaries while also 

building personal relationships with your staff members. 

Is it okay for supervisors to 

talk about their personal 

problems and stress in front 

of employees, or are we sup-

posed to never let them see 

us sweat?  

I am growing tired of being 

a supervisor because I 

don’t like solving everyone 

else’s problems. This is 

how I’ve come to see my 

role. How can I see this job 

differently?  

to manage and lead. This includes establishing goals and objectives, and then 

helping employees get clear on the required outcomes. When employees have this 

clarity, things often settle down and your responsibilities may get easier. Employ-

ees who know what to do, help you become less of a micromanager. Delegation is 

an integral part of this process. It entails assigning work, handing over authority, 

and holding them accountable for work that has been assigned. Grab a book on 

the topic of managing people at work (many such books exist), and see whether 

taking these steps might take the load off. Meeting with the EAP to process this 

journey to improvement will make it much more likely that you will be happier at 

work.  Sometimes the support of an outside neutral party will allow you to “vent” 

in a safe environment and help guide you in suggestions to make your work less 

of a strain and re-connect you with what initially energized you to become a su-

pervisor in the first place. 

Eastern Suffolk BOCES does not discriminate against any employee, student, applicant for employment, or candidate for enrollment on the basis of sex, gender, race, color, 
religion or creed, age, weight, national origin, marital status, disability, sexual orientation, military or veteran status, domestic violence victim status, genetic predisposition or 
carrier status, or any other classification protected by Federal, State, or local law. ESBOCES also provides equal access to the Boy Scouts and other designated youth groups. 
Inquiries regarding the implementation of the above laws should be directed to either of the ESBOCES Civil Rights Compliance Officers at ComplianceOfficers@esboces.org:  the 
Assistant Superintendent for Human Resources, 631-687-3029, or the Associate Superintendent for Educational Services, 631-687-3056, 201 Sunrise Highway, Patchogue, NY 
11772.  Inquiries may also be addressed to the Office for Civil Rights at the US Department of Education, 32 Old Slip, 26 th Floor, New York, NY 10005, 646-428-3800, 
OCR.NewYork@ed.gov. 

EAP S 1-17 

 The most common struggle supervisors face in understanding their role is 

 

BOCES Employee Assistance Program 
1741D North Ocean Avenue, Medford, NY 11763 (631) 289-0480 

35 Crooked Hill Road, Suite 103, Commack, NY 11725 (631) 858-9177 

mailto:ComplianceOfficers@esboces.org
mailto:OCR.NewYork@ed.gov

