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Q. If an employee 
had an alcohol prob-
lem, I think I would 
know it. That is why 
I am so surprised 
that one of my em-
ployees was admitted 
to a detox unit over 
the weekend. This 
employee never 
drinks at work, and 
his performance is 
fine. I’m stumped. 
 

A. Many employees with severe alcohol problems may not drink 
on the job. Instead, they drink after work, on weekends, or 
in the mornings prior to work, or they experience binges you 
will never witness. Family members do witness such events, 
however, and a crisis at home may have led to the admission 
of your employee in this case. Perhaps DUI led to the crisis. 
Your employee could have perfectly acceptable performance at 
work yet still have domestic problems caused by alcoholism. 
Like most people, you understand alcoholism from a limited 
point of view, because misconception and misinformation about 
the disease is pervasive. It is easy to decide that anyone 
who does not fit into that view is without a problem. Don’t 
respond to your employee with disbelief upon his return. In-
stead, respond with support. 
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 A. EAPs are programs that help employees improve job per-
formance, in many cases by resolving personal problems that 
can interfere with job performance. Making the EAP an alter-
native to discipline affords the employee an opportunity to 
get help instead of being given a disciplinary action war-
ranted for sub par performance or a workplace rule infrac-
tion. EAPs lose value when they are treated as substitutes 
for disciplinary action. This practice uses the EAP as a dis-
ciplinary response by the supervisor, who makes a referral to 
provide a consequence for sub par performance or work rule 
violations. The latter damages the EAP’s perception by em-
ployees as a positive, safe, and constructive means to re-
solving personal problems that may interfere with job per-
formance. 

  
 
Q. It’s been said 
that the EAP can be 
an alternative to 
discipline but not a 
substitute for it. 
This sounds like the 
same thing to me. 
Can you explain? 
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Call the EAP for a confidential  
consultation about supervisory  
concerns, job-related issues or  
personal problems. (916) 278-5018 

Information contained in Supervisor Notes is for general 
information purposes only and is not intended as specific 
guidance for any particular supervisor or human resource 
management concern.  For specific guidance on 
handling individual employee problems, consult with one 
of our Employee Assistance Program professionals. 

Q. I have to confess, 
I have not done a per-
formance appraisal 
with my employees in a 
couple of years. I 
have had no com-
plaints, and employees 
are doing well. With 
so much to do, I just 
keep postponing it. 
It’s like exercise: I 
know I should do it, 
but I don’t. What am I 
risking? 

A. Most supervisors know that performance appraisals are a 
good thing for employees and the company, but most aren’t 
aware of important and powerful secondary effects. One is 
the ability to defuse ticking time bombs. Many employees 
will bring personal complaints to the performance ap-
praisal. You’ll learn things you may never otherwise dis-
cover. Conflicts, unfairness, resource deficiencies, dis-
criminatory problems, harassment, and existing safety 
risks all may show up at the performance appraisal discus-
sion. In addition, performance appraisals empower employ-
ees and are a good way to bond with them. Thus they help 
create loyalty and establish direction, help employees 
feel like they have goals and a stake in outcome, and help 
them feel in control of their lives. Experience shows that 
employees feel ignored and hurt if they don’t get apprais-
als—even if they don’t anticipate a good one! 

 
Q. I want to be a good 
leader and I admire 
some of the supervisors 
in our organization be-
cause they are charis-
matic. Is this a 
learned leadership 
style? Can anyone be-
come charismatic, or is 
a charismatic leader 
“born that way”? 

A.  Many studies have been done on charisma, but it is 
unclear precisely what causes someone to have it. It is 
clear that charismatic individuals possess powerful and 
complex personality traits that have an ability to charm 
or influence others. The debate is still on about 
whether charisma can be taught. More important is learn-
ing to lead others. That can be taught. Good leaders 
have skills that many charismatic persons are thought to 
possess, including the ability to inspire trust, be 
creative, see over the horizon, be unique, think in the 
long term, originate ideas, and help their organizations 
reach the next level by constructively challenging the 
status quo. 

 
Q. I referred an em-
ployee to the EAP and 
she seemed perfectly 
happy to go. However, I 
have learned that she 
never went. I didn’t 
ask why, because her 
performance is fine 
now, but what could I 
have done, if anything, 
to make the employee 
more likely to follow 
through on my referral? 

A. Any of these steps may facilitate your employee’s 
following through with a supervisor’s referral to the 
EAP. All have been tried with various EAPs, and all have 
worked. 1) Speak to the EAP if you have questions about 
any of them. 2) Reassure the employee that the program 
is confidential. 3) Say you won’t discuss the referral 
with anyone in the work setting. 4) Assure the employee 
of confidentiality. 5) Mention the name of the EA pro-
fessional with whom you spoke to discuss performance is-
sues, and say that he or she is expecting a call from 
the employee. 6) Provide the phone number of the EAP. 
Have a tentative appointment you have arranged in coop-
eration with the EAP, and if the employee accepts the 
referral, offer it as one option or cancel it. 7) Allow 
the employee to visit the first EAP assessment on paid 
time. 
 


