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EMPLOYEE ASSISTANCE AT UNITED INDUSTRIES PLASTICS DIVISION

It was 8:00 in the morning when Laura Lee Tucker went into the
cafeteria of the Huntington Chemical Plant to pick up coffee and doughnuts
for the 25 managers in her training group. Tucker had taught 9 such
sessions and had 9 more to go before completing the first part of the
training on how to use the new Employee Assistance Program (EAP).

In the first set of training classes, Tucker presented an
overview of the EAP. The second part of the training, to be given three
m~>nths later, would teach the managers how to spot a "troubled
employee"--meaning an employee who has a personal problem and should be

referred to the EAP. The final training session would be held in about si.x
moths. In it, the managers would learn how to cooperate in helping the

troubled employee.

One by one the managers filed into the room. This group was all
men, some wearing suits, others in shirt sleeves and hard hats, and sti11

~ others in denims and windbreakers. Richard Taylor, vice president of
finance, was there and to Tucker's surprise, so was United Industriesi

Plastics Division (UIPD) vice president of personnel, Richard Hammond.
Vire presidents were not required to attend, but had been encouraged to
show their support for the program.

Richard Hammond

Richard Hammond, vice president of personnel, was proud of the
family-like atmosphere at UIPD--no easy task in a corporate division that
employed over 2,500 people in eight locations throughout the U.S, and

Canada. This atmosphere largely resulted from the high value the company
placed on its employees. In Hammond's words,

lUnited Industries, Inc. was a multinational corporation with headquarters
in Cleveland, Ohio. Sales for 1983 were $2.5 billion. It was diversified

into four major areas: Air Conditioning, Automotive Equipment, Industrial

Products, and Plastics. United Industries Plastics Division (UIPD)
contributed over 257 to the corporation's bottom line in 1984.

This case was prepared by Joanne B. Ciulla, Post-Doctoral Research Fellow
in Business and Ethics, under the supervision of Associate Professor
Kenneth E. Goodpaster, as the basis for class discussion rather than to
illusr.rate either effective or ineffective handling of an administrative
situation. Names, places, and numbers have been disguised.
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We have our own set of ethical principles--not principles
dictated from corporate headquarters in Cleveland. We don't
bow to Mecca and we don't hang our ideals on the wall. You've
got to experience things to make them real.

UIPD employees were chosen carefully and could only be dismissed with the
approval of Hammond and the president, Gordon Marshall. As Hammond
indicated,

We believe quality of work life is a broad concept that
includes how you treat employees, just rewards, safety, and
maximum opportunity. But, quality of work life is not a
program, it's an obligation--it's not out of the sky, it's how
an employee perceives you. Do you care about his or her
safety? Are you fair? All of this is part of being a good
corporate citizen.

Hammond also believed that UIPD had an obligation to help employees
overcome personal problems that kept them from doing their best at work.
In the past, he had met this obligation himself. However, two experiences
helping alcoholic employees convinced him of the need for a program within
the organization that would provide professional counseling and referral to
employees with similar problems.

In September of 1980, Hammond helped Jim Sawyer, ~anager of
control evaluation, obtain treatment for his alcohol problem. The process
had been long and difficult. Sawyer replapsed after the first treatment,
so he had to go back. into the hospital in January of 1981. However, when
he returned in February, fit and ready to work, he was grateful for the
help and understanding that was extended to him by Hammond and others at
UIPD. For the past three years Sawyer has shown himself to be a valuable
employee.

Hammond's experience with George Arena, a senior marketing
analyst at UIPD, did not have a happy ending. Arena was hospitalized in an
alcohol rehabilitation center for four weeks. His problems were
complicated by the fact that his wife filed for a divorce the day that he
was released from the hospital. When Arena returned to work his
performance was poor and his behavior in follow-up therapy sessions at the
Lincoln County Council on Alcoholism (LCCA) was disruptive and abusive, to
the point that he was eventually dismissed from therapy. Arena's
counselor, Laura Lee Tucker, invited Hammond to attend the session in which
she dismissed Arena from therapy. Arena's work habits continued to
deteriorate and weeks later he was fired. The last Hammond heard, Arena
was working as a short order cook.

ZThe story of Jim Sawyer and other background information on UIPD can be
found in "Jim Sawyer (A) , (B) , and (C)"; HBS Case Services ll 383--029,
383-030, and 383-031.
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While George Arena was in the hospital, Hammond attended an
Alcoholics Anonymous meeting with him. The experience left a lasting
impressiono "My first reaction was one of profound humility," said
Hammond, "to see people baring their souls. I saw wasted lives and fear,
but I also saw the love in the way that these people tried to help each
other." Hammond began to read about alcoholism. (See Exhibits 1 and 2).
He and UIPD's medical director, Dr. Sidney Spear, attended seminars on the
disease and treaCment of alcoholism, many of which were led by
administrators of Employee Assistance Programs. Although Hammond had known
about these programs for years, he had never seriously considered one for
UIPD. The experience with George Arena made Hammond realize that he had
been doing the fob of an EAP with neither the time nor the expertise to
provide the quality of service that UIPD's employees should have.

Hammond became convinced that UIPD should have an Employee
Assistance Program. The questions as to whom he would hire and how the
program would operate within the existing corporate structure remained to
be answered. The first step was to have his Employee Relations Manager,
Tom O'Neal, join the State Board of EAP administrators to gather more
information.

History of Employee Assistance Programs

EAPs were developed in the 1940s by specialists in alcoholism to

°~ treat and rehabilitate alcoholic employees with the help of their

employers. In 1956, the American Medical Association officially designated

alcoholism as a disease. This medical view of alcoholism led to the

acceptance of med:t~ al definitions far other kinds of nonconforming behavior

in the workplace. As EAPs spread in the 1960s, they expanded to offer

both employees and their dependents help with drug abuse, emotional,

financial, marital, and stress related problems. According to Thomas J.

Delaney Jr., director of the Association of Labor, Management,

Administrators, and Consultants on Alcoholism (ALMACA), the trade

association for EAP administrators, there are currently about 8,000 EAP

programs in 4the U.S. In 1983 57% of the Fortune 500 Companies reported

having EAPs.

Basically, an EAP is a referral service. It does not provide

treatment. The EAP administrator determines the kind of problem facing a

person and suggests the best resource for treatment. EAPs have been run by

labor unions as well as by management. Businesses have either developed

their own in-house EAP or contracted with outside organization for EAP

3Paul M. Roman, "Employee Assistance Programs in Australia and the United

States: Comparisons of Origin, Structure, and the Role of Behavioral

Science Research," The Journal of Applied Behavioral Science Volume 19,

Number 3, 1983, p. 368.

~;,,. 4"Industry's Large Stake in Curbing Alcoholism." Occupational Hazards,
October 1.983, p. 98.
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services. For companies with less than 2,000 employees, it was generally
considered more cost effective to contract with an outside program.

There were many consulting groups available to help organizations
implement EAPs. In 1984, for example, IBM hired two large firms, Personal
Performance Consultants and the Human Services Corporation. In less than a
year their program was in fu1Z operation. Other consultants, such as
Employee Counseling Programs of New York, provided training and supervision
of mental health professionals to work as EAP administrators. Among
Employee Counseling Program's clients are Bloomingdales, War~er
Communications, The Daily News, North American Phillips and Xerox.

EAPs have an impressive record from both a human and financial
perspective: a 60-70y success rate with alcoholics and substantial savings
for corporations through reductions in absenteeism, workman's compensation
claims, and medical costs. United Technology Corporation (UTC) of
Hartford, CT has had an EAP since 1975. The manager of Special Health
Services, Charles F. Pilkington, reported that 92% of Che 650 UTC employees
who had enrolled in the program still work at UTC. The average cost per
case runs about $1200 compared to a $5000 price tag for the average
in-patient hospital program. Pilkington says that UTC has received a
seven-to-one return on its investment which ~ncludes both the savings in
health care costs and increased productivity.

Developing the UIPD Policy on Employee Assistance

For a company the size of UIPD. an in-house EAP made sense. With
the help of Tom O'Neal, Dr. Spear, and Deborah Wiley (a counselor from
LCCA), Hammond began building an EAP into the company's current organiza-
tional structure and working environment. The EAP administrator's job
would be to assess the employee's needs and refer him or her to tt►e
appropriate counselor or facility for treatment, a service available to all
employees at their own discretion and provided with complete confiden-
tiality.

Managers could also refer an employee if they noticed a poor or
irregular performance. In some companies, employees were required to visit
the EAP administrator if they were referred by their manager, but Hammond
felt that by making the EAP administrator visit mandatory, UIPD would be
interfering with people's rights to privacy.

Policy lines had to be carefully drawn around the supervisory
referral. Supervisors were responsible only for assessing employee
performance. If an employee's performance deteriorated, the supervisor was
obliged to invoke disciplinary procedures. The EAP was not to be a
substitute for disciplinary measures. The distinction would be: the

SThe ALMACAN, Vol. No. 14, Issue 9, October 1984, p. 18.

6"Industry's Large Stake in Curbing Alcoholism," the ALMACAN, Vol, No. 14,
Issue 9, October 1984, pp. 100-101.
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employee who had never been a good worker was a problem employee, and might
deserve to be disciplined or fired; troubled employees, however, usually
did satisfactory or good work but had developed personal problems that
interfered with their caork. The troubled employee was not exempt from
discipline but would being given a chance to get help.

Hammond and his staff drew up a four-step procedure for managers
to follow when dealing with a troubled emplogee (see Exhibit 3), then
turned to the issue of the appropriate spot in the personnel hierarchy for
an EAP administrator.

Placing the EAP Administrator within the Organization

Hammond felt that it was important to fit an EAP into the
traditional UIPD organizational framework. The first obvious place to put
an ~r1P administrator was under the supervision of the medical director, Dr.
Spear. However, Spear already had his hands full monitoring the health of
all UIPD employees and really could not take on any other administrative
responsibilities.

Another option was to have the EAP administrator report directly
to either the president or to himself. But Hammond thought that this might
cause resentment in the ranks because the EAP administrator's job was not
perceived as on a par with top-level management. Although an EAP
administrator needed to be near the top of the organizational chart, he or
she would have to report through the next level of management on the
organizational chart. (See chart below.)

UNITED INDUSTRIES PLASTICS DIVISION (UIPO)
O~panizatlon Chart

Personnel Marketing
Vice president Vlce president

RICHARD HAMMOND MARTIPI SILVER

--------- ----------1

~ Human Employee Medlcel ~
Resources. Relations Director

~ At SMITH TOM O'NEAL DR. SIDNEY SPEAR

~'

Employee Assistance
Administrator

~ LAURA LEE TUCKER I

United Industries
Plastics Division

President
t~ORDOtd P~AARSHALL

Finance Engineering
Vice president Vlce president

ROBERT TAYLQR DAN GRIFFIN

Finance Control
Controller Evaluation

EDWARD SANCHEZ Group manager
JIM SAWYER

Qperations
Vice president

BiilAtd BYSTROM
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Hammond's eventual choice was to have the EAP administrator
report to the Employee Relations manager, Tom O'Neal. O`Neal was
responsible for employee benefits and retirement and he also reviewed
written disciplinary complaints concerning employees who worked in the
headquarters building (other locations had their own personnel managers to
perform this function). The EAP administrator would have to work closely
with the benefits manager because many of his or her referrals would be
covered, at least in part, by the company health plan. It was also
important far the EAP administrator to have good communications with the
person in charge of reviewing written disciplinary reports, since the
activities of the EAP and disciplinary procedures would inevitably
intertwine.

With a clear sense of how and where an Employee Assistance
Program would function in UIPD, a fob description was written for an EAP
administrator. Hammond began looking at resumes and interviewing. Laura
Lee Tucker, George Arena's former counselor from LCCA, was encouraged by
heX colleagues to apply for the fob.

Hammond had been impressed by the way Tucker had handled Arena's
case and had heard many good things about Tucker's professional competence.
The one concern that Hammond had about Tucker was that she had always
worked for public service agencies. So he decided that before he let her
circulate through the organization, he would make sure that she spent time
in the main office acclimating herself to the environment of UIPD. On
December 26, 1983, Hammond offered Tucker the fob. Tucker joined UIPD in
February of 1984.

Laura Lee Tucker

At 27, Laura Lee Tucker had seen more alcoholics than most people
see in a lifetime. Tucker said, "I've always wanted to help people and I
think that I must have started when I was 12."She described alcoholism fn
the following way:

If you put a frog in a pot of boiling water, he'll dump
out. But if you put him in a pot of cool water and raise the
fire slowly, you can cook him. Alcoholism progresses
imperceptibly and before the victim knows it he or she is
cooked--it's what I call the "boiling frog syndrome."

Born in Appalachia, Tucker spent her teens doing volunteer work
in hospitals and prisons. At 18 she married and held various fobs in
counseling centers while putting herself through college. Her experience
included family practice, rape counseling, stress management training,
adolescent drug abuse counseling, and the development of an EAP for county
school teachers. Before Tucker joined UIPD she had worked at. the LCCA for
two years. She had a bachelor's degree in social work and had just
received her M.S.W.

For the first eight months at UIPD, Tucker stayed in the
headquarters building and worked out the details of the EAP that Hammond
had already outlined. Prior to the program's implementation, Tucker had to
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develop a training plan and then train the 450 managers. After this was
done, information on the program would be communicated to UIPD's employees.
Hammond felt that the employee communication was tt►e most important part of
the process, so he wanted it to be done last, after the details had been
ironed out.

Three weeks into the fob, Tucker began receiving queries about
referral and counseling. News traveled quickly at UIPD and Hammond had
informally spread the word about Tucker and the forthcoming program. After
eight Months on the job, Tucker had already counseled and referred approx-
imately 40 people.

Tucker knew that there were two things necessary for the success
of an EAP. The first was strict confidentiality, and the second was
supportive and well-trained managers and supervisors. To assure
confidentiality, Tucker wanted to report either to Hammond or to the
president. She argued that since Che EAP was for everyone, including the
president, a high-level reporting arrangement was needed to facilitate the
use of the program by everyone (3.e., because a vice president would not
want a manager to know that he or she had a problem). Tucker also worried
that the more people between her and the president, the greater the chance
of information leaks. As a compromise, Hammond and the president extended
an open door policy to Tucker. O'Neal's function would be to oversee
Tucker's budget and coordinate the EAP with company benefits.

A stickler for confidentiality, Tucker kept the names of her
clienCs in code. One of the biggest adjustments that she had to make at
UIPD was working alone. Unlike being in a counseling center, she did not
have professional colleagues with whom she .could discuss her cases. On
occasion, people at UIPD had tried to find out whether Tucker was seeing a
particular employee. "When that happens," said Tucker, "I go into my dumb
blond routine."

On some rare occasions an employee would cynically yoke about

Tucker's role as an alcohol counselor. For example, a co-worker once

popped his head into her office and said, "Hey Laura, got anything to

drink?" Tucker 'has observed that "the people who yoke about alcoholism are

often_ the ones who need help."

Tucker had to make several adjustments to the environment at

UIPD, but all in all viewed her present position at UIPD as "a chance of a

lifetime." She added that "the most difficult thing about this job is that

I'm developing the program from scratch. I couldn't even find anyone who

had initiated an EAP."

Both Tucker and Hammond had given some thought to the future

goals of the EAP. Ideally, an EAP can also be used as a kind of preventive

medicine. Fer example, if it were thought that a UIPD plant in California

may have some drug users in it, the EAP administrator can plan educational

programs on drug abuse. Hammond had suggested that if a particular section

of employees did a lot of drinking together, the section should be sp1iC

up, or UIPD should make sure that it did not sponsor drinking events as a

part of the job. Steps had already been taken in this direction. At
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company dinners Hammond limited the open bar to one-half hour before dinner
and did not allow drinks to be served after dinner, due to the fact that
too many people were drinking excessively at UI~D £unctions. Hammond had
also forbidden alcohol at the company's family picnic because he did not
think that people should drink at family outings.

Training the Managers

By October of 1984, Tucker had put together a booklet on UIPD's
Employee Assistance Program and prepared the first round of training
sessions that she would be presenting to all managers including the
supervisors. Each of the 450 managers was required to attend three
four-hour training sessions--a longer training period than other EAPs.
Xerox, for example, trained its managers in one class lasting two and a
half hours.

One thing that Tucker wanted to emphasize in these sessions was
that although the manager could refer employees, he or she did not have the
right to know the nature of the employee's problem, unless the employee
wished it. The only information that a manager would get from Tucker was
whether or not she had seen the referred employee. If the employee needed
to be hospitalized or away from work daily or for several days at a time,
Tucker would inform the manager in the same way that a medical doctor might
when employees are ill. If the employee had to take an hour ox two off
from work to meet either with Tucker or some other counselor, the person
had to ask for the time off, but was not required to tell the manager where
he or she was going.

The other thing that Tucker wanted to get across was that the
manager should not play "shrink," Tucker would teach managers how to look
for the warning signs of personal problems that may affect fob performance,

but it was Tucker's job to diagnose the problem. Hence, she would work

closely with the managerial staff, often consulting with them before an
employee referral was made.

Sometimes, if a manager knew an employee fairly we11, he or she

could give the employee a "hats off" referral, meaning that the manager

would talk to the employee as a concerned friend rather than as a superior.

Informal conversations with people sometimes induced them to seek help

before the problem necessitated official disciplinary procedures. Tucker's

task was to give UIPD managers the information necessary to make good
judgments about when an employee would need to use the program. The EAP

could not work if managers sent all or none of their employees to Tucker,
nor would it work if they believed they could personally handle the
employee's problem. Managers not only hnd to cooperate and support the
EAP; they would also have to give up some of their authority over
employees for the sake of confidentiality.

All of this was on Tucker's mind when she began her first round
of training sessions.
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The Session

Hammond exchanged greetings with the familiar faces around the
room and then took a seat. While Tucker handed out the teaching materials,
Hammond began to think about the EAP. Ae was responsible for initiating
ehe program and hiring Tucker. Yet, on this day Hammond wondered what kind
of difference the EAP would actually make at UIPD. Wou3d it improve the
quality of work life? Would the program be fair? And, would the SAP pay
for itself by cutting the costs of health benefits, reducing absenteeism
and increasing productivity? Tucker had a lot Co cover in a short time, so
she did not want to dwell on or encourage questions. "These guys want fast
and concrete information," Tucker had observed, "if they want to ask
questions about unlikely situations, they can come into my office or call
me on the phone and talk."

The men in the room were an eager and receptive audience. If the
Employee Assistance Program was good, they knew that it would make Cheir
jobs easier. The managers had already gotten the word that the new program
would not require "filling out a bunch of happy forms," meaning there
wouldn't be a lot of red tape. Yet, many of them had questions and
concerns that either could not be answered, or would not be answered, until
the second training session sometime in January or February of 1985. The
first session gave a description of the program and its procedures; only at
the second session would they learn how to identify employees with
problems. All of the managers in UIPD's eight locations would not be fully
trained until the end of 1985. In the meantime, Tucker would play an
especially active role in helping them use the program.

Tricker began her presentation by explaining UIPD's expectations
for the program and the areas that would be covexed in the first training
class. She then went on to discuss the benefits of EAPs, citing statistics
on lowered absentee rates, health care costs, and increased productivity.
An older man in a brown suit commented, "I've noticed this company's
philosophy is moving towards leniency. People perform well under fire. We
can get the same results with fear."

In the nexC portion of the presentation Tucker presented the
following five-step formula for using an EAP:

Step 1--Recognition

Let the employee know that you have noticed that his or
her work performance has been poor and that the caorker ought
to take measures to improve. Document this oral interview and
tell the employee that you will be documenting his ox her
progress.

Sten 2---Documentation.

Careful documentation is the most important part of the
process. Often troubled employees do not realize that their

'~,~i' work is slipping and need to be confronted with exact dates
and incidents in order to fully understand the extent to which
their problem has interfered with their work.
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A heavyset man in a. blue shire interrupted, "But isn`t this just
another form of 'Bid Brother watching you'?" Across the room someone else
asked, "47hat abouC the lousy worker that someone has managed to unload into
your section?"

After a pause Tucker continued:

Step 3--Action

Confront the employee with the documentation that you
have collected. Tell the person that if you do not see
improvement in his or her work you will begin taking
disciplinary action. If qou or the employee £eel that there
is a personal problems refer the worker to the EAP.

Several hands go up. "Isn't this potentially dangerous? What if
we don't know whether the person has a problem and the employee claims that
nothing is wrong?" On the other side of the room a man in a plaid sports
jacket says, "Why wouldn't an employee pretend to have a problem, rather
than face disciplinary procediir_es" Wouldn`t it be smart if he could get
the supervisor to feel sorry for him ?"

step:
Without answering these quesCions, Tucker presented the next

Step 4--Referral

In many cases you will have already discussed the
employee with the administrator. If you decide to refer the
person, inform the EAP administrator: The employee must
choose whether he or she wants to use the EAP,

A man leaning on his hard hat raised his hand. "You seem to want
us to err on the side of sending people to you rather than to employee
relations for disciplinary action. If a person doesn't have a problem,
isn't sending them to you the kiss of death?" The man next to him asks:
"What if someone refuses to use the program and you know that he has a
problem--so do you fire him knowing that that will really set him off?" A
third man wearing a dark suit asks pensively, "Only about half of the cost
of the treatment that you might refer someone to is covered by UIPD
benefies. What if an employee realizes he needs help, but can't pay and
his performance continues to go downhill, does this person then get
disciplined ox fired because he can't pay?"

Since Tucker believed thaC some of these questions would be
answered as the training went on, she continued with Che fifth step of the
formula.

Step 5--Follow--up

The manager may check to see if the employee spoke with
the EAP administrator, but will not be told the nature of the
problem unless the employee rives permission. If the employee
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has to miss work, the EAP administrator will infoxm the
supervisor. When an employee returns to work after a long
absence, the EAP administrator may want follow-up reports from
the manager. In the third session of your training you will
be instructed in how to facilitate the reintegration of a
troubled employee into the workplace.

Tucker then showed a film that portrayed two cases in which
managers used this five-step procedure with a troubled employee. After the
film, Tucker divided the participants into groups where they discussed how
they would handle different situations involving troubled employees.

The men in the room seemed to genuinely enjoy working with each
other. After the group discussions were over, a jovial man raised his hand
and said, "Can we really suggest to our boss that he visit the EAP? After
a7.1, my boss might say to me--'and we've got a program for you too. "'
Everyone laughed as he looked across the room at Hammond. Another smiling
participant asked, "Your office is right down the hall from Hammond s, I
know a lot of guys who just ain't going to go marching in there. Even if
no one sees him, he'll have to sign in his name and the make of his car
before he can even get into your office."

The session was over and managers were preparing to leave. A
large man with a walkie-talkie attached to his be1C said loudly, "It's
about time that we got a program like this." The oehers seemed ~o agree.

~~~' Hammond was pleased with the session, yet he knew that only time would
answer his questions. As if reading something in the back of Hammond's
mind, a thin old man in worn blue deans abruptly asked Tucker: "Is there
really a difference between a 'troubled employee' and a 'problem
employee'?" He paused and with a quizzical look on his face added, "Maybe
everyone has a problem."
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Exhibit 1

EMPLOYEE ASSISTANCE AT UNITED INDUSTRIES PLASTICS DIVISION
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EMPLOYEE ASSISTANCE AT UNITED INDUSTRIES PLASTICS DIVISION

More Facts on Alcoholi§m

I. Prevalence

More than twice the number of Americans killed in combat during the nine-year
Vietnam War die each year from alcoholism, drug abuse, and alcohol-related illnesses.
And while the Vietnam War is over, alcoholism and drug abuse are unrelenting adver-
saries. The number of victims keeps growing by an estimate of 3gs.000 each year.. Today
an estimated 14.7 million persons have alcohol-related problems.

Mulriple addictions are increasing. Alcoholics Anonymous reports that 43% of its
members under 30 are addicted to alcohol and another drug, and 29% of its female
members have a multiple addiction problem when entering AA.

II. Impact on Society

Abuse of alcohol and other drugs places a heavy burden on society in human costs
and socio-economic consequences.

In one year's time, more than i27 p 3s5 deaths can be traced to alcohol abuse.

More than 500,000 motor vehicle injuries and disabilities and 1,034,000 work injuries
in 1979 can be linked to alcohol abuse.

Economic costs of alcohol misuse reached 72 billion in ~9ez

S34.5 -lost production
18.1-health and medical services
7.3-vehicle accidents
4.1-violent crime
2.7-welfare costs
.6-fue losses

Approximately Soz of acute care patients in hospitals have alcohol-related problems
resulting in an estimated $75 million' spent each day trearing these patients. Of the $18
billion expended in 1979 for treatment of cirrhosis, cancer, and other alcohol-precipitated
illnesses, only $1.2 billion went for alcoholism treatment itself. Yet the American public
spent $43.7 billion in 1979 for alcoholic beverages, resulring in a bar tab of $5 million per
hour.

III. Need for Treatment

A special committee reporting to the Center for Disease Control placed alcoholism at
the top of a list of diseases which should receive highest priority attention. Alcoholism
and its consequences preceded cancer and cardiovascular diseases.

Delegates to the three 1980 White House Conferences on families overwhelmingly
recommended government, school, community, and media programs to combat alcohol
and dru}; abuse.

Dependencies on alcohol and other drugs are recognized by the American Medical
Association, World Health Organization, and numerous governmental and private hea(th-
related organizations. These diseases, while chronic, progressive, and potentially fatal,
can be arrested at any point. Yet out of millions needing treatment, only 2.4 million
annually receive some form of treatment or help for alcoholism and problem drinking
and only 400,000 received treatment in drug abuse units in the United States. In fact,
while the need for treatment keeps rising, the number of treatment units appears to be
declining in several areas.
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IV. Barriers to Treatment
Important barriers exist beyond financial impediments that reduce the demand for

needed and appropriate care. According to the Blue Cross Association, "even when
financial barriers are down only between 1 and 4 of every 50 people who need help for
drinking are getting it." The barriers include the sufferer's inability to recognize the need
for help, the failure of others to effectively intervene, the climate of shame which sur-
rounds alcoholism and other drug problems, concerns about confidentiality in treatment,
and financial concerns over insurance coverage. Some of these barriers are being bridged
but others remain strong.

National Health Planning Guidelines proposed by the Department of Health and Hu-
man Services in December 1980 point out:

The disease of alcohol►sm and the associated problems of alcohol abuse constitute a
very significana health prablem.

Alcoholism and drug addiction continue to be serious problems.

The prevalence of alcoholism and related disabilities and deaths should ice.reduced by
at least 5 percent.

Drug abuse should be reduced by reducing the number of teenagers I2-17 using
marijuana and phencyclidine (PCP) to below 1977 levels; by decreasing by 20 percent
the number of barbiturates and other sedatives used for insomnia; and by reducing by
20 percent the annual number of prescriptions for amphetamines used in weight
reduction.

Alcoholism and drug abuse services should be organized in ways that further the
development of comprehensive community-based prevention and treatment services,
which are integrated into the mainstream of health care.

The Guidelines call for Certificates of Need to be used to help achieve these goals.
However, in reality the Certificate of Need's lengthy review and approval process delays
implementation of treatment programs as long as two years. As a result, many people
needing treatment are not getting it. The bureaucratic process of Certificate of Need has
become a significant barrier to treatment in many areas of the country.

V. Summary

P.lcoholism and other drug abuse problems are invading and destroying our nation's
health, family life, social structure, and economy. Combating substance abuse requires
a marshaling of forces—government agencies, insurers, treatment providers, media,
schools, communities--to insure that sufficient treatment programs are available to meet
the need and to bmak down the barriers to treatment_

Among the victors in this war against substance abuse are people like former First
Lady Betty Ford. She said, "Since I began practicing abseinence, I have become more
valuable to myself and to others.... I had no particular will to live. There are a lot of
people out there in the world who exist like that. I don't think they have to. I think
they can change."

Those affected can only change if quality programs are accessible to them and the
existing barriers to treatment are removed. These things, in turn, will occur only through
a more enlightened Congress which oversees the activities, either directly or indirectly
of health planners, insurers, and government agencies.

Source: Courtesy of CompCare Publications, Copyright m 1982

1. AHA 1979 survey.
Average daily census = 1,043,000 =one-third (alcohol-related patients) = 347,666 x $216.17 (expenses
adjusted per patient day) _ $75,154,959.22.
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Procedures for Using the Employee Assistance Program

First Interview

When fob performance begins to deteriorate and becomes less than
satisfactory, the employee's immediaCe supervisor has the responsibility to
react in the following manner:

A. Discuss job performance with the employee. Do not attempt to
evaluate the employee's problem.

B. If the supervisor suspects that Che employee may have a problem,
consult with the EAP Administrator.

C. Advise employee that the job performance is his/her
responsibility and that the employee is expected to take
corrective action to improve. Remind employee of the
opportunity for assistance offered by the EAP.

D. Document the interview.

Second Interview

If the unacceptable job performance continues, the employee°s
supervisor has the responsibility to:

A. Consult with the EAP if the supervisor suspects that the employee
may have a personal problem that is interfering with his/her
work. If EAP is appropriate for the employee, the supervisor
will receive instructions and support. If SAP referral is not
appropriate then referral to the Medical Department or Employee

Relations Department may be made.

B. Review with the employee his/her documented work record.

C. Expect employee to take corrective steps to improve performance.

D. Recommend to employee that he/she secure an appointment with the
EAP Administrator within one week. Explain that you will be
sending a referral form to the EAP and will await verification of
attendance from the SAP Administrator.

E. Document the employee's work record in the form of a written
reprimand to the employee.

~' F. ~.dvise employee of Step 3.
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Probation

When an employee's job performance does not improve or continues
to deteriorate in spite of the referral to the SAP, Medical Department, ox
Employee RelaCions Department, the superv3.sor has the responsibility to:

A. Contact Employee Relations Department and review the employee's
job performance.

B. If the job performance and cooperation with the EAP indicate a
clear lack o£ progress, confront the employee, review the work
record and advise the employee that he/she is to continue
working, but will be placed on probation and if necessary, given
time off without pay.

C. Advise employee of Step 4.

D. Document the interview.

T........, .. ..• -. ,...

When an employee's job performance does not improve or continues
to deteriorate during probation, the supervisor has the responsibility of ~:d

proceeding according to the appropriate steps in the Disciplinary
Procedure.


