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M | want to be a good leader
and | admire some of the
supervisors in our organi-
zation because they are
charismatic. Is this a
learned leadership style?
Can anyone become char-
ismatic, or is a charis-
matic leader "born that
way"?

B If an employee had an
alcohol problem, I think
| would know it. That is
why | am so surprised
that one of my employ-
ees was admitted to a de-
tox unit over the week-
end. This employee
never drinks at work,
and his performance is
fine. I'm stumped.

B | referred an employee
to the EAP and she
seemed perfectly
happy to go. However,
| have learned that she
never went. | didn't
ask why, because her

Many studies have beerdone on charisma, but few have been able to
down precisely what causes someone to have it. Most kfias some-
one who is charismatic or we know what it feels likeew we meet suc
a person. It is clear that charismatic individuals psss& combination o
powerful and complex personality traits that produceagmatic and un-
canny ability to charm or influence others. The debatstill on about
whether charisma can be taught. More important thanideg charisma
is learning to lead others. That can be taught. The eaggsto begin is
to study the differences between managers who aedavad "leaders”
and those who are not. You will discover that good leattave skills
that many charismatic persons are thought to posse&sjing the abil-
ity to inspire trust, be creative, see over the fwrjze unique, think in
the long term, originate ideas, and help their organizatieach the nex
level by constructively challenging the status quo.

Many employees withsevere alcohol problems may not drink on the |
Instead, they drink after work, on weekends, or in thenmgs prior to
work, or they experience binges you will never witnessnify members
do witness such events, however, and a crisis at hoagehawve led to
the admission of your employee in this case. Perh&fiddal to the cri-
sis. Your employee could have perfectly acceptable pesaiocen at
work, yet still have domestic problems caused by alésfmolLike most
people, you understand alcoholism from a limited point @fvyibecause
misconception and misinformation about the disease is@apee. It is
easy to decide that anyone who does not fit into that \8ewithout a
problem. Don't respond to your employee with disbelief upeneturn.
Instead, respond with support.

Any of these steps mayacilitate your employee's following through wit
a supervisor's referral to the EAP. All have been tuatth various
EAPs, and all have worked. Speak to the EAP if you have ques
about any of them. 1) Reassure the employee that tigegonois confi-
dential. 2) Say you won't discuss the referral with anyiange work
setting. 3) Assure the employee of confidentiality. 4) Neenthe name
of the EA professional with whom you spoke to discussoperdnce




FrontLine Supervisor, February 2007

performance is fine now,
but what could | have
done, if anything, to
make the employee more
likely to follow through

on my referral?

B | have to confess, | have
not done a performance
appraisal with my em-
ployees in a couple of
years. | have had no
complaints, and employ-
ees are doing well. With
so much to do, | just
keep postponing it. It's
like exercise: | know |
should do it, but | don't.
What am | risking?

M It's been said that the

EAP can be an alterna-
tive to discipline but not
a substitute for it. This
sounds like the same
thing to me. Can you ex-
plain?
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and say that he or she is expecting a call from theogme. 5) Provide
the phone number of the EAP. 6) Have a tentative appenitiyou
have arranged in cooperation with the EAP, and if thel@yee accepts
the referral, offer it as one option or cancel)}tAllow the employee to
visit the first EAP assessment on paid time.

Most supervisors knowthat performance appraisals are a good thing for

employees and the company, but most aren't aware ofrtiampcand
powerful secondary effects of doing performance apprai€ails is the
ability to defuse ticking time bombs. Many employees Wilhg per-
sonal complaints to the performance appraisal table. Mearh things
you may never otherwise discover. Conflicts, unfairnessource defi-
ciencies, discriminatory problems, harassment, repétisedt, and ex-
isting safety risks all may show up at the performampgeasal discus-
sion. Beyond these practical matters, performance apfgaspower
employees and are a good way to bond with them. Penfmerapprais-
als help create loyalty and establish direction, heipleyees feel like
they have goals and a stake in outcome, and help thein femitrol of
their lives. Experience shows that employees feebriggh and hurt if
they don't get appraisals—even if they don't anticipateoa one!

EAPs are programs that help employees improve job performance, in

many cases by resolving personal problems that can irtesién job
performance. Making the EAP an alternative to diseglaffords the
employee an opportunity to get help instead of being gives@pti
nary action warranted for subpar performance or a warkplale in-
fraction. EAPs lose value when they are treatedubstgutes for disci-
plinary action. This practice uses the EAP as a disaipfiresponse by
the supervisor, who makes a referral to provide a conseguensub-
par performance or work rule violations. The latter damalge$E£AP's
perception by employees as a positive, safe, and cotgtrugeans to
resolving personal problems that may interfere with jafiopmance.
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