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Q.  One of my employees appears unmotivated to go the extra mile, which is unlike her peers. I can’t diagnosis the problem, 
but what if the EAP could be helpful? There are no job problems, and I do consider her work more than satisfactory. 
 

 Something about this employee’s work style is concerning you despite the satisfactory level of 
performance she is achieving. True, you don’t have a reason to suggest the EAP or make a supervisor 
referral, but it doesn’t mean that over the next few weeks or months you can’t monitor work 
performance; inquire about her productivity level, satisfaction with the job, and interest in the work. 
Consider gathering observational data to support your inquiry about her motivation. This is not a 
diagnostic inquiry, but good supervision. Many supervisors have a gut-level impression that an employee 
suffers with some unknown personal problem. They can’t and shouldn’t use this impression to conduct a 
diagnostic assessment. However, this does not mean that the supervisor can’t do anything with his or her 
sense of concern. In fact, it would be ill-advised to completely ignore these hunches. When you meet, the 
employee may share information in your meeting that leads you to suggest the EAP.  

 

Q.  How can supervisors gain a better appreciation for the impact their behaviors have on those under their 
supervision? 
 

 The simple answer is: by having a close working relationship with your employees. Part of that 
relationship involves “checking in” on communication, interaction, and mutual understanding 
between each other. More broadly, learning about emotional intelligence (EI) is a way to appreciate 
human interaction and impact. In this context, you’re able to monitor your emotions and recognize 
the emotions of others and label them properly, and use this information to guide your behavior 
and thinking. Many resources are available to introduce you to EI skill-building. Your EAP can point 
the way to these resources. Another awareness to appreciate is the “trickle down” effect of 
supervision. The supervisor-supervisee dynamic is so strong that it can affect family harmony. 
Supervisor interactions at work have been shown to create conflicts at home, and even lead to 
domestic violence. This indirect influence is referred to as “social undermining” and has been well-
documented. 

 

Q.  I am a new supervisor and want to know what the pitfalls are for people like me. I have 40 employees, and many of 
them have been around for years. I can almost feel the tension in the air that I have to prove something to get their 
respect. 
 

 You are new to the work unit, and your employees know it, of course, so your number one mistake 
will be communicating in some way that you know everything, either accidentally or nonverbally. 
Sending this message will set you up for a rough ride in the months ahead. To reduce the likelihood of 
that, you do not have to admit that you are not knowledgeable about the work and operations of your 
unit-you simply need to be a good listener and ask questions. Treat employees like they are valuable 
resources for you, be respectful, and be thankful for their ability get you oriented. You've probably 
heard that old quip or seen it on T-shirts, "Those who think they know everything are annoying to those 
of us who do." Your goal is to help ensure that this doesn't become your reality. 
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Q.  My best press operator can be a little rough. He’s bossy, teases the apprentice about his intelligence, calls him “little 
buddy,” and yells at him. The puzzling piece is that they get along with each other 90 percent of the time, go bowling 
together, etc. Should I step in and intervene? 
 

 You should meet with your pressman to ensure that any behaviors you consider offensive stop. 
Document your meeting, including his response. You are able to personally judge the behaviors as 
inappropriate, and despite your apprentice’s apparent lack of assertiveness or willingness to come to 
you for help, you have a duty of care to maintain a work environment that is safe, respectful, and 
supportive of his well-being. These are bullying behaviors because they target one person and show a 
pervasive ongoing pattern of abuse. The apprentice may be tolerating this bullying behavior out of fear, 
or coping with it in ways that are beyond your awareness. For example, he may suffer ill effects like 
sleeping problems or depression. The victimized employee’s socializing with this person does not 
diminish the importance of the steps you should take. Consider a formal referral to the EAP if the 
behavior does not stop after your meeting. 

 

Q.  I know supervisors who still ignore problem employees who should be confronted and referred to the EAP. Why is the 
EAP ignored, despite a supervisor being trained, being oriented to the EAP, understanding how it works, and being 
supportive of it? 
 

 A supervisor’s reluctance to incorporate the EAP in supervisory practices is often caused by a 
resistance to change, but this only partly explains the problem, because reduced supervisor stress 
results from using EAPs. Despite the warning not to do so, some supervisors prefer to be involved in 
resolving personal problems. This may lead to having after-hours counseling sessions, loaning money, 
talking to spouses, taking employees on social outings, or even having a drink with the employee at a 
bar “to talk things over.” Most supervisors know this is not their role, but some derive personal 
satisfaction from getting involved. Unfortunately, chronic performance problems often have serious 
root causes. Many are beyond the supervisor or even employee’s ability to perceive what they are and 
much less arrange treatment. Supervisors may revisit the same problem for years. Eventually, 
frustration mounts, leading to a desire to terminate the employee because he or she has been labeled 
“hopeless.” 
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