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Do You Avoid Dealing with Difficult
Employee Issues?

Do any of these 5 situations resonate with you?

1. One of your employees is consistently late for work. Since it’s only a few minutes, you justify to yourself that
it’s not a big deal even when it’s apparent that the work is affected.

2. You have an employee who refuses to take on an assignment because she says that it’s “not in her job
description”. You know that these are tasks that she should be doing, but she’s a great employee otherwise
and you don’t want to make waves.

3. Your staff spends a lot of down time above and beyond appropriate breaks or lunch periods to gossip. It
bothers you that this happens every day and that work is not getting done, but you don’t address it.

4. You've been approached by one of your employees who is uncomfortable with the comments that another
co-worker made about the anatomy of a female employee. You tell the employee who brought this to
your attention that until the female employee complains, she must be fine with the comments. You don’t
investigate the issue.

5. All of your employees work hard and go above and beyond with the exception of one employee who makes a
point of only working half as hard as the rest of the team. Instead of addressing the issue with the offending
employee, you give his assignments to others on the team because they know how to “get things done”.

Managing employees isn’t easy, even when you’re not faced with difficult employee issues. Taking action when
there are inappropriate situations with your staff in the workplace is all part of the supervisory role.

Avoiding difficult work place issues creates—

e Resentment with the rest of the staff who may feel that you are favoring the difficult employee

e Loss of respect and credibility from your employees and your manager

* More time spent listening to employee complaints which takes away from everyone’s ability to be productive
during the work day

* Increased turnover. Many people choose to leave an organization rather than continuing to work for a
company that appears to lack leadership

e Lost productivity

e Additional costs to your business when work is not done

o Affects your confidence in your ability to manage and lead staff

Take Action: Decide here and now that you want to create a work environment that is not only productive, but
where all of your employees understand what is expected of them and are happy and engaged in their work.
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Ask Your EAP!

The following are answers to common questions supervisors have regarding employee issues and making EAP
referrals. As always, if you have specific questions about referring an employee or managing a workgroup
issue, feel free to make a confidential call to the EAP for a management consultation.

Q. Is it okay for supervisors to talk about their personal problems and stress in front of employees, or are we
supposed to never let them see us sweat?

A. Employees who perceive you as a “real person” are more likely to consider 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, unless your job setting dictates otherwise, such as in a military
or similar context. There is no hard-and-fast rule about personal disclosures, but you should consider their
impact regardless. 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. Both types of employees can be high producers.

Q. We have an employee who gets very angry and exhibits rage. Thankfully, his performance is good, but | worry
about having to fire him someday. What is the risk of violence if an employee like this is fired?

A. An examination of workplace violence incidents shows some common patterns. One is an employee’s violent
responsetounexpectedtermination where, asaresult, the employee believed the company or supervisor “ruined”
his life. This underscores the importance of working closely with employees in correcting performance, using the
EAP, providing regular feedback, and having regular performance reviews. Use performance improvement plans
and apply progressive disciplinary steps if ever needed, where each step is accompanied by an alternative to
attend the EAP. This leveraging approach can prevent the dismissal of some of the most difficult employees. No
one can predict an employee’s reaction to termination, but the less sudden and surprising it is to a potentially
violent employee, in all probability, the lower the risk of a violent response.

Q. What does it mean to be a proactive supervisor?

A. A proactive supervisor is a manager engaged in the supervisory role, making decisions that support the
essential functions of the position and the organization’s mission. Proactive supervisors are more successful
at establishing the conditions that require their response, while supervisors who are not proactive must react
more often to conditions that are thrust upon them. When supervisors are proactive in supervision, they think
and act upstream to produce and create desired outcomes, rather than waiting and reacting to issues, concerns,
problems, and crises that will appear later, often in more severe forms, and directly as a result of a failure to be
proactive. Being proactive allows them to manage stress more effectively, and they go home at the end of the
day less tired. Proactive supervisors are able to influence direction, control events, and feel more satisfaction in
their positions. They put out fewer fires. Being proactive does not mean supervisors will not experience sudden
problems or crises that require attention and an immediate response, but it does mean that they will naturally
experience fewer of them.
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