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B My employee moves at a  Are you witnessingbehaviors and performance issues with your employge

snail's pace but is a good
worker. | think | am see-
ing depression. | wish |
could say that, but | know
| can’t. | have known this
employee for 20 years.
The employee should
have more get-up-and-go.
So how do | encourage an
EAP referral?

that can be described and measured? If so, this meanarytiawe a dis-
cussion with your employee about correcting them. Dawtry about
what underlies these behaviors. Being able to describe ameimudge
them as problematic to the work situation is more nmedul to motiva-
tion and more important than a diagnostic label. @@nswhether you
had grown accustomed to your employee’s slow work pace tiweer,
years and if some new change or pattern has recendyged to cause|
you to focus upon them. Have they become more sevemsowm fre-
guent? Discuss with your employee your observationdoaf perform-
ance, a lack of drive, and appearances of being tired. Sutlpgé¢dhe
EAP can help in resolving these issues. Don'’t rule cutpervisor refer-
ral in the future.

B My employee complains to Although these inappropriate behaviors are unacceptable and demonst

customers about cowork-
ers and criticizes our
products in front of them.
Obviously this behavior is
unacceptable and disloyal.
| think we should dismiss
the employee, because we
can’'t expect the EAP to
make someone loyal to the
company.

l \What is the trickiest
part of documentation,
the part of the process
that can be most chal-
lenging for supervisors?

lack of loyalty, something else may be contributing to th&mupervi-
sor referral would be a good move here, although youred&sidismiss
the employee is understandable. Has your employee bgah until
only recently? Does he or she possess skills andiebilitat you would
like to keep if only his or her behavior would change? Youncksion
that the EAP can't make a difference is an exampgmchair diagno-
sis, because it rules out the existence of an underlyaa¢gtsle personal
problem. However, there are many personal issues thad explain
this behavior, such as anger, conflict at work, emotimsales of differ-
ent sorts, or problems that feed the employee’s willsgrto act out. If
any period of satisfactory performance existed in the, plash you've
seen this employee’s potential to return to at lelast kevel of prior
functioning. Use the EAP as a helpful productivity toolde g you can
get it back.

Documentation of employeeerformance is often difficult for a supervis

who does not understand how to separate his or her ealotiaTtion to
the employee’s behavior and write effective notes ¢lestrly support hi
or her position. Instead, the supervisor unwittingly slipto writing
documentation that personally attacks the employee kesnadgment
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How does a supervisor
create documentation
that does not become a
piece of paper that sim-
ply represents the super-
visor's word over that of
the employee’s?

W Can you provide some
tips that will help me be
more positive and effec-
tive in evaluating my em-
ployees’ performance
this year? What are
some trouble spots that
supervisors must be
careful to avoid?

M| had a good conversation

with the EAP about my
employee’s performance
issues prior to making a
referral. | then forgot to
send the information in
writing. The employee
didn’t cooperate with the
EAP. Is it my fault the
employee didn’'t cooper-
ate? Can | refer again?

NOTES

about the employee’s character. Frequently, a supemwioinsist that his
or her documentation is accurate and objective, evargthtt demonstrates
the classic misstep of focusing on the employee’s mdggital makeup. A
powerful technique, but one often omitted from supervisor deatation,
is to provide concrete examples of what is being discussedplaint let-
ters from customers, time cards showing proof of an eyepls lateness, a
consultant’s analysis of the employee’s poor produgtiiocumenting the
employee’s perspective and response to your positioniglpowerful. If
you do so, offer to let the employee sign off on wmat have actually writ-
ten, attesting to its accuracy. Whether the employges ghe statement is
not as important as demonstrating that you actuallyexdféhe opportunity
to do so, which shows you are dedicated to opennessasparency.

The most overlookedbenefit of a performance appraisal is its potential to

bring employees and their supervisor closer togetherraseps in maximiz-

ing the employees’ productivity. So, remember to view peréorce ap-

praisal as a way to help employees improve, not asthomethat is puni-

tive in nature. Performance evaluation meetings awoawvay street. Em-

ployees should never be surprised by your areas of condenbushing

them with previously unknown complaints about their geriance creates
distrust. Always end meetings where you are discussingrpahce by

providing exact instructions on how your employees caprove, and be
sure they understand how to earn better ratings in #rahgou’'ve marked

for improvement. Focus on successes as well as shangs. Be sure to
praise and thank individuals for tasks that they haveopedd well at vari-

ous times during the year. Be specific! For example nwlo@l praise an em-
ployee, say, for example, “You did an excellent jofamging that sales con-
ference. | feel as if | can always count on you tketaare of details like
boosting registration.”

It's not your fault that the employee did not cooperate, but because you did

not provide the information in writing, the EAP had to @psecondhand
what you shared. When this happens, employees can augid issues and
needed changes and minimize the severity of the perfmenssues they
face. Still, it is likely that you will see immediait@provements in your em-
ployee’s performance, no matter what. Be cautious, ithusually a short-
term period of performance improvement prompted by a seinaegency

gained from the experience of being referred to the EAR, refer again if
problems return, but follow your EAP’s instructions in pding relevant

performance information.
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