CHAPTER 16
EMPLOYEE ASSI STANCE PROGRAM

16-1. GENERAL.

a. AR 600-85, Chapter 5, prescribes policies and procedures
for governing the Enpl oyee Assistance Program ( EAP)

b. Enployees with problens (al cohol, drug, enotional,
famly, financial, etc.) work in all levels in Governnent. Early
synptons are often disarmngly subtle. The enployee who is
frequently troubl ed, or whose behavior or performance fails to
nmeet expectations may have a serious problem Recognizing that
you have such an enployee is sonetines difficult. |If the
enpl oyee has the skills and has previously perforned well,
chances are you have an enployee with a problemthat may require
pr of essi onal hel p.

c. Enployees with abuse probl ens shoul d be given the
opportunity to recover. |If an enployee's use of alcohol or drugs
causes performance or behavior problens, they may be offered
assistance as an alternative to, or concurrent with discipline.
| f the enpl oyee refuses hel p or otherw se doesn't inprove
performance or correct inproper behavior, established
di sciplinary procedures wll be followed (See Chapter 26 -
Discipline). |If you believe that an enpl oyee's probl ens involve
crimnal conduct directed toward or potentially harnful to
ot hers, you should contact the Provost Marshal,
Managenent - Enpl oyee Rel ations Division, and/or the Crim nal
| nvestigation Division (CID).

d. The EAP functions as a referral service for enpl oyees
wi th al cohol and drug abuse problens. It also serves as a
screeni ng service for enpl oyees whose job performance and/ or
conduct appear to be affected by other problens, such as abuse,
enotional, or financial problens.

16-2. ACTI ONS BY THE SUPERVI SOR

a. Be alert, through continuing observation, to changes in
the work and/or behavior of assigned enpl oyees.

b. Docunent specific instances in which an enpl oyee's
per formance, behavior, or attendance fails to neet m ni num
st andards, or where the enpl oyee's performance appears to be
deteriorating.
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c. Consult with the EAP Coordinator, or your MER
representative regardi ng questi onabl e enpl oyee behavi or/
performance, which may indicate substance abuse or other personal
pr obl ens.

d. Have a face-to-face talk with the enpl oyee. Reviewthe
nature of the job performance problem and explain that if the
problemis not corrected, appropriate action will be taken. The
supervi sor also inforns the enpl oyee of available help for any
personal problens through the EAP.

e. You may offer to tenporarily suspend/ hold in abeyance
di sci plinary/adverse action if the enpl oyee agrees to seek
assi stance. However, the disciplinary/adverse action is only
suspended/ hel d i n abeyance (not canceled) and if the enpl oyee
fails to inprove, or continue with followup treatnent, the
supervi sor can continue the action. The option of suspending a
di sci plinary/adverse action will only apply to enpl oyees, who
have an active, signed consent formon file and are progressing
with foll owup treatnent.

f. If job performance continues to deteriorate or the
probl em has not been resol ved, contact your MER representative.

16- 3. REFERRAL PROCEDURES.

a. Supervisor identifies enployee with unresolved job
per f ormance/ conduct problem believed to be caused by abuse
pr obl ens.

b. Supervi sor contacts the Cvilian Program Coordi nat or
(CPC) at the Fort Bragg EAP.

c. Supervisor consults wth CPC concerning enpl oyee's job
performance, problens, attendance, or behavior.

d. An appointnent is established for the enployee to be
referred to the CPC

e. The supervisor will be advised by the CPC whether the
enpl oyee kept the appoi ntnent and accepted or rejected program
enrollment. If enrollnment is rejected, the case is returned to
t he supervisor for appropriate disposition.

f. The CPC nust obtain the enpl oyee's consent to communi cate
program progress reports to the supervisor.
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g. Job performance and conduct are the only criteria for
rehabilitation success. Adverse action may not be initiated
based on failure to participate in or conplete the rehabilitation
program but can be initiated for failure to properly perform
of ficial duties.

16-4. TIPS TO SUPERVI SORS.

a. Supervision requires constant observation of enpl oyee
performance and behavi or. Wen an ot herw se capabl e enpl oyee
fails to nmeet perfornmance and/or behavi or expectations, they may
need help. The first step is to contact the MER Division and EAP
to help you and the enpl oyee.

(1) This does not commt you to any action. The
deci sion(s) whether to confront an enployee, to refer, or to take
action against himremin yours.

(2) Be prepared to discuss job performance deficiencies,
behavi or, and ot her observations such as deteriorating
relationships with others, personality changes, and disregard for
accepting work practices.

(3) Asking for assistance is not an adm ssion of failure as a
supervisor. On the contrary, it's good managenent. Look at it
this way: Any tine you need a specialist; whether it is to
programa conputer or paint a wall, you get one. Helping a
troubl ed enpl oyee is one of those tines.

b. After talking with the MER Speci alist or EAP you may want
to confront the enployee. Here are sonme general guidelines:

(1) Keep a record of work performance - good points as
wel | as weak (you should be doing this for all of your enpl oyees,
anyway). \Wen you speak with the enpl oyee, you cannot operate on
the basis that you have a "vague feeling"” that his performance is

sl i ppi ng.

(2) Do not put off addressing the problem Enpl oyees have the
right to know what you expect. And you have a right to expect
that they will do what they were hired to do. The sooner you
confront an enpl oyee, the sooner he can be hel ped.

(3) Have an informal talk. Tell the enpl oyee what aspects of
their performance or behavior are unsatisfactory and use your
docunentation to back up your statenents. Describe, don't

eval uate. For exanple, you mght say, "I notice that you have
been on sick | eave every Mnday for seven weeks" rather than,
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"you nust be drinking a | ot on weekends to have a hangover every
Monday." Tell the enployee that if they have a health or
personal problem you can refer themto sonmeone who nay help. If
you have any reason to suspect the poor performance or conduct
may be related to personal problens, offer the enployee

assi stance through the EAP. Tell the enployee that it is their
decision to seek assistance, but with or w thout assistance,
there nmust be inprovenent or nore formal action will be taken.
(Docunent this offer of assistance.)

(4) Be consistent. Once you have confronted an
enpl oyee, follow through. |If you say that additional action wll
be taken unless there is significant inprovenent, take it! An
enpl oyee's commtnent to help hinself or herself hinges very
strongly on your commtnent to follow through

(5) Don't wait for the next crisis - by then you may be
too | ate.

c. Feedback. What kind of feedback can you expect once
you' ve referred an enpl oyee for hel p? Because the
confidentiality between the enpl oyee and counsel or nmust be
mai nt ai ned, specific details or a definition of the problem may
never reach you. That information is confidential in the sane
way an enpl oyee's nedical record is confidential; however, with
t he enpl oyee' s signed consent, you can generally expect answers
to the foll ow ng questions:

(1) Didthe enployee keep his appointnment with EAP?
(2) WII the enployee be referred to a professional?
(3) What can | do to hel p?

(4) How often will | receive feedback fromthe EAP?

Wi | e feedback you receive fromthe EAP will give you a general

i dea of the enpl oyee's progress; your best indicator will always
be an inprovenent in performance or conduct. |If there is no
change, make the decision when to take appropriate disciplinary
action wwth the advice of your MER Specialist. |If the enpl oyee
doesn't give the CPC witten consent, the counsel or cannot
release any information. |In that rare event, you nust proceed as
if the enployee has not tried to get help, basing any decision
you nmake solely on job performance and conduct. The decision to
take disciplinary action is never easy, but sonetines it is
necessary. Sonetines the kindest thing you can do is to pursue
disciplinary action when it is appropriate. Wth sone enpl oyees,
this may be necessary before they fully understand the need to
cooper at e.
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d. If the enployee refuses help or if there is no inprovenent in
performance and/ or conduct, appropriate adverse action on the
unaccept abl e performance or conduct should be taken. The
inportant point is that by offering the EAP you have net your
obligation to both the enployee and the agency.

16-5. TRAI NI NG

The EAP conducts training workshops for supervisors several tines
each cal endar year. These workshops will assist supervisors in
understandi ng the EAP referral process for problem enpl oyees.
Proficiency in the handling of problemenployees is a part of
good personnel managenent. Supervisors are encouraged to attend
this training annually. Consultations or additional training my
be schedul ed by calling the program coordinator directly.
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