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In today’s complicated world, employees can experience personal and family problems that 
can impact their work. Your organization offers the Health Advocate EAP+Work/Life program, 
a benefit that provides confidential counseling and referral support service to assist your 
employees in resolving problems and maintaining productivity. This Supervisory Awareness 
Training Manual is designed to help your Human Resources staff fully understand and 
implement the EAP feature of the program so employees can get the support they need.

Introduction
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What is the 
Health Advocate EAP+Work/Life Program?

The Health Advocate EAP+Work/Life Program 

provides in-person and telephonic counseling and referral 

support services to help with stress, emotional difficulties, 

family, relationship and work/life issues, addiction and 

other problems. This confidential benefit is a resource to 

help employees and eligible family members successfully 

manage temporary setbacks in life.

Health Advocate’s Licensed Professional Counselors 

are trained to help employees identify the source of their 

problems, and work with them to find practical solutions 

as quickly as possible.

Problems often become serious or stay serious because 

a timely response from the right individual or treatment 

program is not available. The professionals at Health 

Advocate are trained to accurately assess issues in their 

earliest stages, and can begin working with employees 

right away. Health Advocate’s goal is to make sure that 

employees have access to the right resources at the right 

time so they can better manage their issues.

Emotional Well-Being
Relationships
Family/Parenting Issues
Adolescent Issues
Anxiety
Depression
Substance Abuse
Stress Management
Grief/Loss

Work/Life Support
Balancing Work & Family
Time Management
Working with Others
Occupational Stress

Health & Wellness
Financial
Legal
Child Care
Elder Care
Parenting



 EAP+Work/Life Supervisory Awareness Training Manual   |   3

Quick Access to 
Professional Help

Why We Have an Employee Assistance Program

At one time or another, life is difficult for all of us. 

Sometimes the problems we experience are minor or 

temporary, and sometimes they are significant and deeply 

rooted. All can have a damaging impact on our quality of 

life and our ability to perform our work. A central reason 

for organizations to implement an Employee Assistance 

Program (EAP) is to provide quick access to professional 

help for their employees—and for the organization. The 

vast majority of employees (and eligible family members) 

contact the Health Advocate EAP+Work/Life Program 

for counseling services on their own. The employer’s only 

involvement is providing this important benefit. There can be 

times, however, when the employer takes a more active role, 

such as referring an individual employee to the program, 

or getting help with a critical incident such as an on-site 

accident or layoff, which impact groups of employees.

Why Do People Use the EAP+Work/Life Program?

•    People seek assistance from a Health Advocate EAP 

counselor for many reasons, such as problems in their 

marriage or relationship, concerns with children, drugs or 

alcohol abuse, emotional distress and other issues.

•   Some people consult a counselor just to get confirmation 

that what they are going through, how they are handling 

their children, or what they are feeling is normal.

•   When assistance is needed beyond the counseling 

sessions, the counselor can make referrals to the highest 

quality, most appropriate services available through the 

mental health portion of the employee’s medical benefits.

3

Help When They Need It
1 out of 5 employees is subject to emotional issues 
that negatively impact their work.
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Confidentiality is integral to the success of the EAP. Whether 

or not the particular issue has impacted work performance, 

people are often concerned that the employer’s knowledge 

of the problem’s existence could in some way jeopardize their 

job or career. Maintaining the confidentiality of what is said to 

our counselors is one of the most important principles of our 

work. This means that unless we have a signed Release of 

Information form, we cannot provide you or your organization 

any identifying information about an individual’s use of the 

program. Even in most instances when a form is signed, the 

only information shared with the employer is whether the 

employee keeps the appointment and follows through with 

treatment recommendations.

Private discussions individuals have with a Health Advocate 

counselor will not be disclosed to anyone, except as required 

by law. The exceptions are threats of suicide, violence and 

child/elder abuse. The counselor must report all cases of 

abuse or neglect to the proper authorities. The counselor 

must also take appropriate action when they identify an 

employee who presents a danger to themselves or others. 

These are rare exceptions. What is important to stress is that 

the Health Advocate program is confidential.

Please note: Check with Human Resources to 
determine if formal or mandatory referrals are part of your 
organization’s policies and procedures.

No information about an individual can  
be released without their permission.

Confidentiality: 
The Cornerstone of Health Advocate’s 
EAP+Work/Life Program
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Employees contact the EAP+Work/Life Program for many 

different reasons, but there are only four avenues by which 

they enter the program:

•  Voluntary or self-referrals

•  Informal supervisory referrals

•  Formal supervisory referrals

•  Mandatory referrals

The Voluntary or Self-Referral
The majority of people who use EAP services are 

self-referred. They have chosen to use the program 

independently. Some may have a job performance issue, 

but they have sought out the program before a supervisor 

or manager becomes involved. The following three referral 

types all involve an employer or supervisor directing the 

employee toward the program.

The Informal Referral
This type of referral occurs when there is no pattern of 

deteriorating work performance, but a supervisor is aware 

that an employee is experiencing some kind of difficulty in 

their personal life. For example, an employee may confide 

in you that they are having marital problems. This gives 

you the opportunity to remind them about the Health 

Advocate service and suggest that they call to set up an 

appointment, e.g., “That sounds like a difficult situation... 

are you aware that our organization has an EAP?”

The Formal Referral
This type of referral takes place when there is a pattern 

of deteriorating work performance, and disciplinary action 

is likely. In a case where there are performance problems 

that you must discuss with the employee, part of that 

discussion may involve a referral to the EAP, e.g., “I am 

concerned about the changes we’ve discussed with regard 

to your performance. A Health Advocate EAP counselor 

may be able to help you address whatever has caused 

these changes. I strongly recommend that you contact 

the program. I have spoken to them already, and they are 

expecting your call.”

The Mandatory Referral
This type of referral takes place when there are specific policy 

violations. In order to retain employment, the employee must 

contact an EAP counselor for assessment and referral for 

treatment, and comply with treatment recommendations.

Failure to comply with the referral or treatment

recommendations could result in additional  

corrective action.

Referrals to the  
EAP+Work/Life Program
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The Supervisor’s Role  
in the Referral Process
Intervention with an employee whose performance is 

impacted by personal problems can be difficult. When 

confronted with an employee who is experiencing emotional, 

family or other personal problems (such as alcohol or drug 

abuse), you may be uncertain concerning your role in helping 

the employee find appropriate help.

Your role is to:

•   Be concerned with job behavior and performance.

•   Remain alert to changes in normal work pattern/behavior/

productivity.

•   Take action when the welfare of the employee  

and/or the organization is at risk.

Your role is NOT to:

•  Diagnose the employee’s personal problem.

•  Take on the employee’s problem and try to  

handle it alone.

•  Be a “counselor.”

•  Cover-up for the employee or ignore work  

performance problems.

Despite natural feelings of concern for someone under your 

supervisory control, you are responsible for your employees’ job 

performance. Health Advocate’s EAP counselors are trained 

to deal with personal problems that individuals may have — 

problems that may underlie the work performance problems 

you have observed. Your role is to address job performance, 

and let Health Advocate address the personal problems.

Health Advocate’s Role in the Referral Process

It is the role of a Health Advocate counselor to assess the 

issues that bring individuals to the program, and determine 

the best way to address them. In the case of a supervisory 

referral, the hope is that the referral will mobilize the 

employee to confront issues affecting their performance.

It is Health Advocate’s role to:

•   Assess what may be contributing to the employee’s work 

performance difficulties.

•  Help the employee develop strategies to turn  

performance around.

•   Help the employee identify and address  

underlying issues.

Supervisory Referrals

Employees’ personal problems become your concern when 

their performance becomes unsatisfactory. Problems with 

employee performance can often result from troubling 

personal factors that arise from conditions not related  

to the job.  

Problem performance can be defined as:

•  Job performance that is below standards of output  

or quality.

•  Behavior that is disruptive, or presents a safety hazard to 

the workforce or the public.

These two areas can overlap. While the former may be dealt 

with internally, coping with the latter often leads to outreach 

to Health Advocate.
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Step One: Recognizing the 
Troubled Employee 
It is widely known that one out of five employees is subject 

to personal issues that can have a visible, negative impact on 

their job performance. Any employee can become a problem 

performer. While signs and signals may be obvious on some 

occasions, at other times troubles may not be immediately 

apparent. However, over time, the cues and indicators that an 

employee is troubled begin to emerge. As a supervisor, you must 

pay attention to observable performance behaviors. Employees 

with serious personal problems often show a pattern of 

unsatisfactory work performance over a period of time.

Patterns of Work Performance Problems
Absenteeism from Work and/or Tardiness
Although patterns of absenteeism and tardiness vary with 

each individual, excessive absenteeism and tardiness should 

be noted, including the following:

• Unauthorized or excessive absences.

• Monday and/or Friday absences.

• Excessive tardiness.

• Patterns of tardiness.

• Leaving work early.

•  Unusual or improbable excuses for absences.

• Absenteeism on the job.

•  Unexplained absence from meetings or appointments.

Difficulty Making Changes
•  Resistance to learning new procedures, skills  

or responsibilities.

•  Control of present duties ‘allows’ the employee to hide their 

low job performance.

Erratic Work Patterns
• Inconsistent level of performance.

• Increasing number of mistakes or accidents.

Difficulty Concentrating
• Work requires greater effort than usual.

• Job takes more time than usual.

• Employee forgets directions and instructions.

General Lowered Job Efficiency
• Misses deadlines.

• Wastes materials.

• Makes poor decisions.

• Complaints from co-workers or customers.

• Frequent (improbable) excuses for performance.

Confusion
• Difficulty recalling instructions or details.

• Difficulty recalling own actions, e.g., mistakes.

• Details often neglected.

Behavioral
• Frequent daydreaming.

• Interpersonal problems.

• Overreacts to real or imagined criticism.

• Mood swings; unreasonable resentments.

• Begins to avoid associates.

• Disruptive, provocative interactions with others.

The 5-Step
Referral Process

There are five basic procedures or processes 
supervisors should be skilled in when considering 
referring an employee to the EAP program:

•  Recognition

•  Documentation

•  Action – Supportive 
Confrontation

•  Referral

•  Monitor
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Step Two: Documentation 
Documentation is an important resource when making 

decisions regarding employees, and is essential for any 

disciplinary or corrective process. When you observe 

problem behavior or performance patterns, you should 

document them according to the personnel procedures 

of your organization. Be very specific about instances 

where performance and behavior fail to meet acceptable 

standards. It is more effective to have specific examples to 

refer to when speaking with the employee. It’s important 

to remember that you are documenting work performance 

with concrete facts and incidents, not an employee’s 

personal life. In most cases your ‘running log’ should include 

the following information:

•  Who, when, where, what. These should be specific, concrete, 

objective observations. What someone said—not what your 

opinion was of their comment.

•  Specific interventions you make. Action plans.

•  Expectations and time frame for improvement.

Step Three:
Action: Supportive Confrontation
It is imperative that all supervisors/managers review 

expectations of job performance, behavior and attendance 

with all employees. This ensures open communication 

and clear guidelines between employer and employee. 

Confronting an employee whose job performance has 

deteriorated is rarely easy. It is especially hard when previous 

efforts to handle the situation have not worked, where 

tensions have built or where communication has become 

strained or blocked. The key to a constructive interview is 

being prepared.

Assess the situation from the employee’s point of view. 

Whether on your own or through a consultation with Health 

Advocate, you can try to anticipate how the employee is likely 

to respond to what you have to say.

Planning the Interview:

•  Write down the work-related behavioral concern(s) or refer to 

the documentation you have already written.

-  Are your concerns and documentation observable, 

concrete and specific?

-  Can you support your position?

-  Can you cite specific events or examples?

•  Talk to your supervisor. Keep the focus on the performance 

issues.

•  Talk to Human Resources/Personnel so you have  

a clear understanding of your organization’s policies and 

protocols.

•  Consider Health Advocate and Human Resources as Action 

partners. A supervisory consultation provides coaching to you 

regarding the management of troubled employees.

-  Health Advocate or Human Resources can help  

you determine the best approach to take with  

the employee.

-  A call alerts Health Advocate that an employee  

may be referred to the program due to work 

performance problems.

-  Without this call, Health Advocate has no way of 

knowing that work performance issues exist.

Supportive Confrontation

•  Look for and acknowledge the employee’s 

strengths, past and present

•  Express concern and maintain support for  

the employee during the interview

•  Describe the specific job performance problem(s)

•  Describe future performance expectations

•  Keep the focus on job performance

•  Set a time period in which you expect the  

employee to improve job performance

•    Keep your supervisor and HR informed of  

your intended course of action

The 5-Step Referral Process (continued)
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Interpersonal Skills

Have you documented problematic interpersonal skills? Day Date Time Comments

Deliberately avoids colleagues/supervisor
Complains
Unusually sensitive to criticism
Overly critical of others
Fellow employees complain
Argumentative
Unclear communication
Inappropriate personal appearance/hygiene

Job Performance Documentation Sheet

Questions to Ask

Have you documented attendance issues? Day Date Time Comments

Frequent, unexpected absences
Prolonged, unpredictable absences
Complaints of vague illness
Leaves job early
Leaves early or returns late from lunch
On-the-job absenteeism

Have you documented job-related issues? Day Date Time Comments

Forgetful/lack of concentration
Job accidents
Inconsistent judgement
Fails to meet deadlines
Overly dependent on others
Needs constant supervision
Unwilling to change/rigid
Increased mistakes
Details often neglected

Job Related

Attendance

Documentation Skills

Day Date Time Comments

Did you record the documentation properly?
Day, Date and Time?
Action taken?
Anyone else involved?
Have you been objective?
Did you record the action taken?
Did you indicate your response?
Did you indicate the employee’s response?

SAMPLE
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Tips For Action Steps
Do not accuse the employee of having personal problems or 

try to diagnose the problems.

•  Offer Health Advocate as the appropriate place for the 

employee to address any issues which may be contributing 

to the changes in work performance you have identified.

•  Emphasize that while Health Advocate’s involvement may 

not be mandatory, improvement in job performance is 

required.

•  Be clear that Health Advocate’s involvement is voluntary 

(unless this is a mandatory referral—check with your 

organization’s Human Resources Department).

Supervisor: “I am concerned about you, and believe that the 

Health Advocate EAP program may be able to help. But I 

need you to understand that your performance has to improve 

whether or not you use the EAP program.”

Supervisor: “If you use the Health Advocate EAP program, 

I would like you to sign a release form that gives them 

permission to talk to me. You don’t have to sign a release 

but if you do, all Health Advocate will tell me is that you have 

accessed the program and are willing to follow through with 

their recommendations. The program is confidential, so if you 

don’t sign the release they can’t tell me anything.”

Offering the EAP

Recommending the EAP can be difficult for some supervisors. 

Referrals to the program should come from the exploration 

of the causes for the substandard performance or behavior. 

The script that follows illustrates this process. Clearly, the EAP 

must be presented as a way for the employee to deal with any 

personal problems that may be effecting job performance.

Supervisor: “...so, you can see the reasons why we’re concerned. 

Is there anything about the job itself, or here at the workplace, 

which might have a bearing on what we have discussed?”

Employee: “No.”

Supervisor: “Well, is there anything else going on for you 

that I should be aware of?”

The employee may respond in a number of different ways. 

Most can lead into a referral. 

Version 1

Employee: “No. And listen...my personal life is none of 

your business.”

Supervisor: “That’s true. This is awkward for me, too. But if 

something is going on in your personal life, and it is affecting 

your work, it becomes my business. I don’t need to know 

what the personal situation is, but I do need to help you get 

the assistance you need to turn your work performance 

around. As your supervisor, I am responsible for ensuring the 

safety of the team, and that every employee’s performance 

meets the organization’s standards. If you have any personal 

problems that might be impacting your performance, I 

recommend you contact Health Advocate.”

Version 2

Employee: “No...well, I didn’t think it was this bad...There’s 

some stuff happening at home...”

Supervisor: “I see...well, it is not my intention to pry into your 

personal life. It is an awkward issue for me to raise, and I 

want to stress that I don’t need to know what the personal 

situation is. If something in your personal life is impacting your 

performance, there are resources available. Our organization 

has an EAP, and the counselors are trained to help people 

address all sorts of issues. I recommend that you contact the 

EAP to set up an appointment with an EAP counselor. I will 

call them to let them know you may be calling...”

The 5-Step Referral Process (continued)
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Step Four: Referral
How Will the Employee React?
Sometimes managers and supervisors hesitate to refer an 

employee to the EAP because they are afraid of how the 

employee will react. Some fear that offering a referral will 

anger the employee or only worsen the situation by adding 

worry to whatever other problems that they may be having. 

Occasionally, an employee may decline to use the EAP, but 

you have done your job as a supervisor by offering the referral. 

Following the steps for Supportive Confrontation is the best 

assurance that an employee will react positively.

By first discussing the situation with Health Advocate and 

considering us as a support system for improvement, you are 

doing your job as a supervisor. Most troubled employees are 

relieved when the manager takes the initiative. They probably 

knew things were getting out of control, and now someone 

(you, the supervisor) has stepped in and said, “Let me help.”

Your intervention helps the employee put some structure back 

into one area of life (the job) while offering a way to get control 

of other life concerns. Most referrals result in employees getting 

the assistance they need, and being relieved that someone 

supports them in sorting through their problems.

Step Five: Monitoring
After your corrective interview with the employee, it is 

important to follow through on what you discussed.

•  Continue to monitor job performance.

•  Review Knowledge, Skills and Abilities.

•  Follow through on your schedule for meeting with  

the employee.

•   If job performance improves, acknowledge this to  

the employee.

•  If job performance remains unsatisfactory or deteriorates 

further, take whatever action is appropriate and make sure 

the employee is held accountable for their actions and 

performance.

•  Health Advocate can help employers plan for the 

return-to-work of employees who have been on a leave of 

absence during treatment or recovery.

•  Health Advocate can help supervisors develop effective 

strategies for managing the returning employee.

Checklist for Closing the Interview

  Make sure the employee clearly understands what the 

job performance problem is and what you expect him/

her to do to correct it.

  Clearly explain the consequences for failure to 

improve job performance.

  Develop a supportive statement to close  

the interview.

  Provide a written summary documenting the plan 

of action.

 Set up a specific time to meet again.

The 5-Step Referral Process (continued)
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Tips for Coping with Employee Reactions 

During your interview with the employee, you should be prepared for a wide range of emotional responses.

• Blaming Others

• Anger

• Crying

• Silence

• Agitation

• Emotional Appeal

• Defensiveness or Denial

• Reveals Personal Problem

Their Reaction

• Stick with the facts; let the record speak for itself.

• Maintain a firm, yet considerate stance.

•  Acknowledge the difficulty of the situation, but emphasize the 

organization’s support by offering the EAP.

• Acknowledge that the discussion is awkward for both of you.

•  Allow a brief “time-out” and then resume discussion. Keep to the 

point and keep it brief.

•  Stay focused on your right and obligation to expect appropriate 

behavior and satisfactory job performance.  

(“As your supervisor, it is my job to seek a corrective course.”)

•  Stick with the facts, and avoid arguing. Do not assume responsibility 

for changing the employee’s point of view.

•  Express concern, but focus on work. Offer the EAP.

Suggested Response
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Leaders as Enablers
An enabler is someone whose actions shield a person from 

experiencing the consequences of their behavior. An enabler, 

often unknowingly, protects a person from consequences 

and thus allows the behavior to continue.

Supervisors who overlook a pattern of calls from family 

members saying an employee is sick (i.e., Monday mornings), 

are enabling. Another way to enable is by doing work for 

the employee. When supervisors accept excuses for poor 

performance without holding the employee accountable 

for job responsibilities, they are enabling. When supervisors 

become over-involved with the employee and personally 

try to provide counseling or attempt to develop their own 

“diagnosis” of the problem, they are enabling. 

When supervisors try to develop the “cure” to the problem, 

(i.e., less work, more time, fewer requirements, more personal 

attention, etc.) they are enabling.

• Anger

• Friendship

• Sympathy

• Policy Issues

• Fear

• Passivity

• Guilt

• Time Constraints

• Denial

• Supervisor Accessibility

• Tact

Examples of enabling behavior:

• Rescuing
• Caretaking
• Curing

• Passivity
• Not enforcing company policy

Barriers to Confronting an Employee
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Investing in Healthy Employees

Health Advocate is available to assist you. You do not have to handle difficult workplace issues on your own.

Call Health Advocate with concerns such as:

•    Training Needs

•   Performance Problems

•   Employee Conflicts

•    Workplace Violence Risk

•  Domestic Violence Threats

•   Critical Incidents

•   Organizational Development Assessments

•   Or simply, “I’m just not sure what to do.”

Helpful Reminders
• Health Advocate remains an objective resource

• Supportive confrontation should not exceed 15 minutes

•  Maintain self-confidence and basic self-esteem of  

the employee

•  Sit with the employee quarterly and get input on their quality 

of work/life

• What can you do to enhance their quality of work/life?
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Health Advocate Manager Consultation

COMPANY NAME AND LOCATION:______________________________________________________________ 

___________________________________________________________________________________________________

NAME:____________________________________________________________________________________________

TITLE:_____________________________________________________________________________________________   

TELEPHONE:_____________________________ CONSULTANT: ________________________________________ 

DATE OF CONSULTATION:________________________________________________________________________                                

Data on Referred Person:

NAME:_______________________________________________________________________________ 

JOB TITLE:________________________________YEARS WITH ORGANIZATION:________________

NAME:________________________________________ 

TITLE:________________________________________ 

TELEPHONE:_________________________________                 

Have you or anyone in your organization ever consulted with Health Advocate regarding this employee?

 YES   NO

If YES, when?_____________________________________________________________________________

Why?______________________________________________________________________________________________ 

____________________________________________________________________________________________________

Who else is involved in this process?  
(HR/Supervisor/etc.)

Has HR been notified?    YES  NO 

NAME:________________________________________ 

TITLE:________________________________________ 

TELEPHONE:_________________________________                 

SAMPLE
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Health Advocate Manager Consultation (continued)

1. What is prompting the referral to Health Advocate? _________________________________________________

______________________________________________________________________________________________________

2. Manager’s description of the problem and area of concern:  

________________________________________________________________________________________________________ 

________________________________________________________________________________________________________

Ask the following to the Manager/HR/Supervisor regarding employee work performance:
 YES      NO BEHAVIORAL
 YES      NO ABSENTEEISM
 YES      NO LATENESS
 YES      NO LESS THAN STANDARD PERFORMANCE

Are there any other work performance issues? ______________________________________________________

3. How long has performance been a problem? 

________________________________________________________________________________________________________

4. What has past performance been like? 

________________________________________________________________________________________________________

5. What disciplinary action has been taken to date? 

________________________________________________________________________________________________________

6. What disciplinary action would be next if work performance problems continue? 

_______________________________________________________________________________________________________

7.  Can the work performance issues you are sharing with Health Advocate be shared with the  

employee during the session?    YES  NO  (IF NO, EXPLAIN)

________________________________________________________________________________________________________



Section 2 

PowerPoint

 EAP+Work/Life  
Supervisory Awareness Training Manual



18   |    EAP+Work/Life Supervisory Awareness Training Manual



 EAP+Work/Life Supervisory Awareness Training Manual   |   19



20   |    EAP+Work/Life Supervisory Awareness Training Manual



 EAP+Work/Life Supervisory Awareness Training Manual   |   21



22   |    EAP+Work/Life Supervisory Awareness Training Manual



 EAP+Work/Life Supervisory Awareness Training Manual   |   23



24   |    EAP+Work/Life Supervisory Awareness Training Manual



 EAP+Work/Life Supervisory Awareness Training Manual   |   25



26   |    EAP+Work/Life Supervisory Awareness Training Manual



 EAP+Work/Life Supervisory Awareness Training Manual   |   27



28   |    EAP+Work/Life Supervisory Awareness Training Manual



 EAP+Work/Life Supervisory Awareness Training Manual   |   29

866.799.2728
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Here are sample Health Advocate EAP+Work/Life communication materials developed for supervisors, managers and employees. 

The quarterly manager and supervisor newsletter highlights tips to address common workplace issues and how the Management 

Assistance Program (MAP) component of the EAP+Work/Life Program can help provide guidance. The employee materials 

include the Get Started Member Guide to acquaint them with the EAP+Work/Life Program; monthly newsletters that highlight 

timely concerns and healthy tips; and topic-specific flyers. Posters are also available to reinforce the program. 

Get Informed

Member Monthly NewslettersMember Guide Disruptive Event Management Flyer

Frontline Newsletter  
Resources for Managers and Supervisors

This quarterly newsletter highlights the many 
ways that the Management Assistance Program 
(MAP) component of Health Advocate’s 
EAP+Work/ Life service gives managers 
and supervisors the guidance they need to 
become more effective leaders.
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