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H My best employee is also If you decide to refer this employee to the EAP, you need to get y
my worst. He is an excel- documentation right. Keep track of your employee’sratgons. Recor
lent producer with poor employee complaints, and take notes on when interecticcurred an
interpersonal skills. He’s what complaints were directly shared with you. Meehlite EAP first.
smart, but his demeanor The confidential consult will help you decide on an effee approach
makes others feel stupid. which will at first be a corrective interview. You ntm the employee’
Employees don’t like him “demeanor,” or the way he behaves, which gives peoplmpression o
because of his “I'm bet- his character and feelings. The impression he gives i©duptive and
ter than you” attitude. negative. This is the leverage you need as a basisdaviéntual refer
I’'m concerned he’d re- ral. Prior to making an informal but strongly encouragddrral, EAP
ject a formal EAP refer- role play the resistance you may face to increasdikbkhood of suc-
ral. cess. A time may come for a formal referral. Ifdon’t hesitate.

M How can | keep conflict Two often-forgotten truths about teams are that conflict is normal
within our team from that teams must meet. To prevent team conflicts frpifling over to
negatively impacting cli- affect clients, patients, or other departments, haveyaaremeeting to
ents and patients? address staff concerns so they are resolved early, Wiaigre small

and manageable. Knowing that they have such a forunr tmiaflicts

and internal issues will reduce the likelihood that flatsd team mem
bers will act out. Start with weekly meetings if dayges interact with
one another daily. Discuss content issues first (m&bion, scheduling,
reports, etc.) and process issues second (communicd#afication of

roles, frustrations, conflicts). In the second paryaifr meeting, ask th
group to discuss process and issues or concerns among raehéer
move to concerns about roles and duties. Also discus&rmassoci-
ated with the larger organization or needed resourceprétsems re-
solve, you will see meetings shorten. Start meetimgme, and alway:

give the opportunity for the “process” discussions,neifeweeks or
months pass without staff raising concerns.

Bl Employees are taking off Your first intervention when helping employees manage holiday stre

more time from work as asking, “What do you need from me?” Two things will happsra re-
the holidays approach, sult. One, employees will tell you how they feel arsk for what they
and the result is stress for need, and two, when things do get stressful, you and tHeawganiza-

other workers. What can tion are less likely to be seen as antagonistic. Censithat work rules
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supervisors do to help can be relaxed. Workplaces need rules, but is there todiex things a bit?
employees manage holi- Involve your employees in a discussion about how thghtwork. They'll
day stress? come up with great ideas. The whole idea is to “loosendpes.” Can you

relax deadlines? If so, it's another option for nahg stress. Of course,
nothing works like money (in the form of a bonus chdok)helping relieve
holiday stress, but that’s usually off the table for neysployers.

B What can the supervisor They say trustis like a lubricant in a relationship. When it existsmmmunica-

do to help increase trust tion increases, ideas flow better, and productivity impsoveust building
among a team of cowork- begins with you, so start connecting with individual &ypes one at a time.
ers? Share small but not overly intimate details about ydfjraad you'll appear

more real and approachable. Employees will naturallynbegmmunicating
with others in kind, thereby increasing trust between edbbr. The more
you spend time with your employees, the more you’lliteeerub off. Offer a
positive and optimistic attitude toward your employessility to succeed.
Find ways to make success happen. Admit mistakes, andeglwill ap-

preciate you. It's hard, but it's powerful. Not admittingstakes throws your
relationship into reverse. The payoff for admitting mistaleeappreciation.
Give credit and praise when you see the opportunity, ake ihauthentic.
Employees want to count for something. Play to thatlhaed you’ll build

trust that lasts.

M s it possible to teach Some people areborn leaders, but any employee can learn leadershig.skKill
leadership skills to em- Leadership skills vary widely, so try to fit experientesghe right positions.
ployees? Lower-level employees don't need to learn financial apsbeet analysis,

but organizing a work team and then encouraging and leadingylit rpe
ideal for them. Leadership skills empower employeesetanbre effective
on the job and in their personal lives. Learning suchssgriows a mindset
as much as it does the skills. The payoffs are ereplowho are proactive,
forward-thinking, and solution-focused. Develop employeelkdiying them
choose work goals, stay on task, mark their own pregaes pursue their
goals to completion. Engage them with feedback, bothiy®and negative.
Help them celebrate accomplishments and share thé evith others who
make contributions. Teach employees, even lower-langleyees who of-
ten aren’t made aware of their specific and importantrdutions to a large
organizational mission, to have a vision of what thety accomplish in their
unique roles. You never know when one of them may suddesdd to
move up the ladder to a higher position. Recommended reading:
“Millennials into Leadership (2011).”
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