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TRUTH AND FICTION IN OCCUPATIONAL

STORIES: THE CASE OF THE

TROUBLED SUPERVISOR

WILLIAM J. SONNENSTLTHL
HARRISON M. TRICE

Cornell University

Occupational stories are crucial building blocks for emergent 
occupations.

This paper argues that the employee assistance workers 
developed the story

of troubled supervisors in the seventies as a mechanism for 
explaining to

themselves, as well es management end labor, their role in 
employee

assistance programs. These stories claim that supervisors are too 
troubled to

perform their roles within employee assistance and that 
employee assistance

workers must counsel them before they will confront troubled 
employees

and refer them to the program for help. Drawing on a 
national sample from

one corporate EAP, we illustrate the extent to which supervisors 
are troubled

about their role and identify the factors which predict 
whether oe not

supervisors are troubled. The data suggest that relatively few 
employees are

troubled about their role in EAPs. Implications of these 
findings for

employee assistance work are discussed.

Although supervisors are ofren

given key roles in the implemen-

tation of organizational innova-

tions, they ere generally regarded as being

too emotionally involved with their jobs

to fulfill these new obligations. During

the heyday of human relations, for in-

stance, supervisors were expected to play

the key role in managing employees'

irrational feelings, which were thought to

be the source of industrial unrest and low

productivity (Roethlisberger &Dickson,

1939). As the human relations approach

waned, however, supervisors were de-

scribed as being unable to do their job

because they were "men [sic] in the

middle" (e.g., Driscoll, Carroll, & Spre-

cher, 1978; Roethlisberger, 1945), caught

between the desire to fulfill the contradic-

tory expectations of managers and fellow

workers.
In a similaz vein, today's employee as-

sistance workers describe supervisors as be-

ing too caught up in their employees' de-

veloping personal problems to refer them

to the employee assistance program for help

(Phillips, Purvis & O1der,1960). Rather, they

argue that troubled employees beget trou-

bled supervisors, who vacillate between rec-

ognizing and denying employees' prob-

lems. Consequently, employee assistance

workers argue that, in order to overcome

the vacillation, they must counsel the trou-

bled supervisors so that they will recog-

nize employees' problems and refer them

to the program for help.
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OCCUPATIONAL STORIES

In this paper, we argue that what
employee assistance workers say about
troubled supervisors constitutes an occu-
pational story. An occupational story is
defined as a cultural form which conveys
an occupation's beliefs about how its
work ought to be done by combining truth
and fiction in such a way that those who
hear the story cannot tell which is which
(Trice &Beyer, 1993). Occupational sto-
ries are crucial in the development and
maintenance of an occupation because
they convey in a simple and direct
manner the group's cultural beliefs (Son-
nenstuhl, forthcoming). In an often uncer-
tain and confusing world, stories enable
occupational members to make sense of
what is happening around them . by
explaining why things occur as they do
and instructing them in how they ought
to behave in such circumstances. Far
example, many stories convey beliefs in
professionalism. These stories demon-
strate that the group possesses special
knowledge and skills, illustrates how
members are suppose to use such exper-
tise, and the deference that clients and
outsiders ought to show toward those
who possess such qualities.
Occupational stories can be both func-

tional and dysfunctional for an occupa-
tion. For instance, they are functional
because members use them to construct a
consciousness of kind and as justifica-
tions to outsiders about why they ought to
be accorded professional status. They
may be dysfunctional because they have
unintended consequences. When mem-
bers act in accordance with the story's
"truths" they may find that they are
fictions and cause errors in their work.
Occupational stories develop out of

workers' real life experiences (Soloman,
1986; Sonnenstuhl, forthcoming). The
troubled supervisor story developed out
of employee assistance workers efforts to
explain the reluctance of supervisors to
identify and refer troubled employees to
the employee assistance program. Ac-

~fi~

carding to the story, supervisors feel so
angry, Fearful, frustrated, helpless, guilty,
and inadequate about confronting trou-
bled employees that they require counsel-
ing themselves.
The story of the troubled supervisor is

well expressed in The Dryden File which
was a popular film used to train supervi-
sors in the constructive confrontation
strategy. During the eighties, it was
slightly revised and distributed as The
Dryden File II. The scripts remain very
similar. It tells the story of a supervisor
named Matt, who is troubled over con-
fronting Tom Dryden about his unsatis-
factory job performance and referring him
to employee assistance. Matt, feeling that
he alone is responsible for managing Tom's
performance and that involvement with the
pro~am will stigmatize Dryden, vacillates
between acting like a dutch uncle and get-
ting tough with him. Caught between his
desire to protect Tom's job and his obliga-
tion to recognize that something is wrong
with him, Matt Fails to improve Dryden's
performance because he accepts his ques-
tionable excuses and simply urges him to
try harder next time.

Finally, the employee assistance coun-
selor calmly intervenes. In a highly
professional manner, the counselor ex-
plains to Matt that he is part of Tom's
problem, that he is not doing Tom any
good by protecting him because Dryden
may suffer from an emotional, alcohol, or
other drug problem needing outside help,
and that, if he wishes to save him, he
must act forcefully by confronting Tom
with his unsatisfactory performance
record, demanding satisfactory perfor-
mance, and urging him to seek help from
the program for his underlying personal
problem. Matt agrees to confront Tom in
the prescribed manner and, to end behold,
it works: Like "a shot' Dryden is off to
see the employee assistance counselor,
and MatYs troubles are resolved by his
new professional ally.
The Dryden File is a potent statement



364 JOURNAL OF EMPLOYEE ASSISTANCE RESEARCH

of the troubled supervisor story because it
simply but dramatically portrays the
employee assistance worker's heroic oc-
cupational role. When employees end
supervisors have lost their heads, em-
ployee assistance workers remain calm.
They are warm, concerned people, who
understand supervisors' problems and are
able to help them, and they help supervi-
sors sort through their feelings about
troubled employees, identify their previ-
ously unproductive behavior toward
them, and develop a more objective view
of their relationship and role toward them
(Older &Phillips, 1978). Although this
story appears to be widespread among
practitioners (e.g., Feinstein &Brown,
1982; Masi, 1982; Presnall, 1981), there
currently are no empirical data on the
extent to which "troubled" supervisors
ere a problem to EAPs.
Drawing on data from a sustained,

random, stratified sample consisting of
474 supervisors in 19 facilities of a
national corporation, we examine the
extent to which the story of troubled
supervisors reflects reality. In doing so,
we attempt to unravel the truth of
troubled supervisors from its fiction.
Before presenting our data, however, we
shall briefly examine the origins of the
troubled supervisor story. Then, we will
present data on the extent to which
supervisors are actually troubled in one
corporation's nationwide employee assis-
tance program and, using multiple regres-
sion analysis, examine the factors which
explain whether or not supervisors are
troubled. We conclude with a discussion
of the factors contributing to the story of
the troubled supervisor and its implica-
tions for employee assistance.

Origins of the Troubles Employce Story

Although alcoholism end mental health
professionals have always regarded su-
pervisors as gatekeepers in workplace
programs, they have also bitterly com-

plained about their reluctance to identify
and refer troubled employees for help
(Giberson, 1936; Henderson & Bacon,
1953; Ferguson & Fersing, 1965; McLean,
1973). Despite such complaints, vacilla-
tion is part of the normal social process of
defining and recognizing deviance
(Schur, 1979). That is, before individuals
will recognize another person's behavior
as requiring professional treatment, they
typically vacillate between defining it as
normal and abnormal behavior.
For instance, supervisors are said to

pass through four stages of vacillation
before they are able to recognize that
employees suffer from alcohol problems
(Trice &Roman, 1978). In the disrupted-
but-normal stage, the job performance of
employees is intermittently disrupted but
the disruptions are neither frequent
enough nor serious enough for supervi-
sors or coworkers to recognize that any-
thing is out of the ordinary. In the
blocked-awareness stage, supervisors and
coworkers link the employees' behavior
with alcohol use but the recognition of a
"drinking problem" strikes numerous
barriers (i.e., low visibility of some work-
ers, the status level of workers, the
tolerance shown by coworkers and super-
visors). In the see-saw stage, employees'
unsatisfactory performance increases but
supervisors are indecisive about whether
to define the behavior as a deviant-
drinking problem or to consider it within
the "normal" range of drinking behavior.
In the decision-to-recognize stage, super-
visors, because of accumulated evidence
on job performance, recognize that em-
ployees' behavior is abnormal and that
referral to treatment is appropriate. Su-
pervisors, then, aze likely to progress
through these four stages in reacting to
other troubled employees as well (Belasco
& Trice, 1969).

Supervisors are less likely than mental
health professionals to recognize employ-
ees' psychiatric problems because they
lack the mental health training experi-
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once of professionals. For instance,
Glasser, Duggan and Hoffman (1975)
found'that United Auto Workers end their
referral agents were less likely than
mental health professionals to define
behaviors and conditions as requirigg
mental health treatment. They attributed
the reluctance of the referral agents to
their unfamiliarity with mental health
definitions and a feaz of stigmatizing
workers by unfairly labeling them as
emotionally disturbed.
In their attempts to manage supervi-

sors' vacillation, mental health and alco-
holism professionals have implemented a
variety of strategies. For instance, Lydia
Giberson (1936), one of the first paychia-
trists to practice in a work place setting,
exhorted supervisors to pick up the
phone and call her when they suspected
employees were emotionally distressed.
Similarly, the early alcohol programs
taught supervisors that alcoholism was a
treatable disease and that suspected alco-
holics ought to be referred to the medical
department for treatment rather than
being stigmatized as moral degenerates
(Gehrmann, 1955; Henderson &Bacon,
1953). Despite such efforts, industrial
alcoholism and mental health profession-
als remained concerned about the reluc-
tance of supervisors to identify and refer
alcoholic and other troubled employees
far help. Generally, they claimed that
supervisors' alibis for not referring trou-
bled workers were "even more elaborate
than those of the employees they super-
viae[d]" (Presnall, 1981:71).
In the sixties, Trice (1962), on the basis

of his research with Alcoholics Anony-
mous (1957) and a large utility (Trice,
1965), proposed that the period of super-
visory vacillation could be shortened if
supervisors were trained to use the
"constructive confrontation" strategy to
identify troubled employees and motivate
them to seek help for their problems. The
constructive confrontation strategy calls
for supervisors to monitor employees' job
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performance. When their performance
deteriorates, supervisors hold a number
of informal discussions with them. The
supervisors discuss with employees the
reasons for their unsatisfactory perfor-
mance, coach them on improving it, point
out the consequences of continued poor
performance, and encourage them to seek
help from the work place treatment
program. if they have a personal problem.
If after several such informal discussions
employees do not improve their perfor-
mance, formal disciplinary procedures
ere initiated (i.e., written warnings, sus-
pensions, discharge), At each step of the
pro~essive disciplinary process, how-
ever, employees are urged to seek help for
any personal problems which may be
effecting their job performance.
We would note parenthetically that a

number of outcome studies have been
conducted on the effectiveness of the
constructive confrontation strategy. Al-
though many have methodological short-
comings (Kurtz, Googins, & Howard,
1984), they generally indicate that the
strategy is effective in motivating alco-
holic and other troubled employees to
seek help and manage their personal
problems. For an overview of these
studies, see Sonnenstuhl and Trice (1990)
and Sonnenstuhl (1992).
During the sixties, Trice and Belasco

(1968; Belasco ~ Trice, 1969) conducted a
field experiment to test whether training
supervisors in the constructive confronta-
tion strategy could shorten the period of
vacillation. In the experiment, the re-
searchers trained one group of supervi-
sors to manage employees with alcohol
problems. These supervisors were taught
that alcoholism is a disease, the symp-
toms of the illness, and techniques for
identifying and confronting suspected

alcoholic employees. The researchers

trained a second group to manage em-

ployees with any kind of problem. These

supervisors were taught good supervisory

practices for managing any problem em-



366 JOURNAL OF EMPLOYEE ASSISTANCE RESEARCH

ployee. Both groups received 12 hours of
training spread over a six week period.
The researchers concluded that, by dove-
tailing traditional supervisory training
with a focus on managing all kinds of
troubled employees, the period of vacilla-
lion could be significantly shortened.

I When the National Institute of Alcohol
Abuse and Alwholism was established in
1971, its occupational branch made Trice
and Belasco's broader problem-employee
approach to supervisory training the

i', center piece of its programming efforts
(Roman & Trice, 1976). The Institute

funded and trained consultants in each

state to promote this new broad-brush
approach to employers and unions. Ini-
tially, these programs were referred to as
"Occupational Alcoholism Programs" or
"Broad-brush Programs"; by 1974, the

label "Employee Assistance Programs"

(Wrich, 1974) had become firmly attached

to them (Roman, 1981).

During this period, employee assis-

Ij lance workers generally believed that

supervisors could be trained to use the
constructive confrontation strategy and
that they would use it to identify,
motivate, and refer alcoholic and other
troubled employees to treatment. By the
mid-seventies, however, some employee
assistance workers began to question the

~ efficacy of training for reducing vacilla-
~,', lion and accelerating use of the strategy.
~'~I Kurtz (1982), for instance, claimed that

~',, there was insufficient evidence to con-

~~, clude that supervisory training was effec-
,,p live.

The most eloquent spokesmen of the

l:;II difficulties inherent in the broad-based
approach to supervisory training are

~~ ~,~, Phillips, Purvis, and Older (1980; see also
o ~ Phillips 8c Older, 1977; Purvis, 1979).

III They argued that troubled employees

E beget troubled supervisors. In passing
j j' through the four stages described by Trice
I' ^' and Roman, they depict supervisors as

i ~h,`, being immobilized by feelings of anger,
guilt, fear, ego involvement, the "Lone

I'~P ',

Ranger syndrome" end denial. Supervi-
sors are said to feaz that if they use the
policy, employees will file grievances,
their managers will see them as ineffec-
tive supervisors, other supervisors will
resent it, and they would get stuck with a
bad employee.
In their recommended training pro-

gram, Older and Phillips (1978:16) use
the Dryden File, "when time permits" to
help trainees "identify the problem em-
ployee's behaviors and supervisor's [am-
bivalent] feelings and behavior re-
sponses." According to Phillips, Purvis,
and Older (1980:10), "A supervisor at this
stage needs counseling to provide reas-
surance that these ambivalent feelings
and irrational actions are normal ... '
Consequently, they advocate training su-
pervisors to come to the EAP for counsel-
ing when they must deal with alcoholic
or other troubled employees.
So what happened to change employee

assistance workers' perceptions of super-
visors from being capable of implement-
ing the constructive confrontation strat-
egy to being troubled about performing
their supervisory role? First, the consult-
ants funded by NIAAA encountered nu-
merous barriers when they approached
management about program implementa-
tion (Roman, 1982). Chief among these
was an unwillingness by management to
allot the necessary time for training. For
instance, Purvis (1979:27) acknowledges
that he and his colleagues developed
their troubled supervisors approach be-
cause, "IYs a large order to pack all or
most of this into the 2-3 hours we're
usually able to get as part of a supervi-
sory/steward training program." These
2-3 hours were a far cry from Trice and
Belasco's original training model. Like-
wise, Trice and his colleagues (Trice,
Beyer, & Coppess, 1981; Trice &Beyer,
1984a) found that managers were reluc-
tent to take the time to train supervisors
to perform their supervisory role. Instead,
managers were eager for the employee
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assistance workers to by-pass supervisors
altogether and simply take the problem
employees off of their hands and counsel
them. Additionally, they were anxious to
provide supervisors with a place to go for
help with their most serious problem
employees.
At the same time managers were resist-

ing implementation of supervisory train-
ing,the employee assistance consultants
lost their financial support from NIAAA
(Trice, Beyer, & Coppess, 1981). Unable to
rely upon future grant support from
NIAAA and unable to sell management
an the need for comprehensive supervi-
sory training, these workers were forced
to redefine their occupational role.
Within this context, they reframed their
role as counselors rather than consultants
and did what management asked of them:
They took both the troubled supervisors
end troubled employees off their backs.
These findings suggest that the story of

troubled supervisors was based in em-
ployee assistance workers' real life expe-
rience and that it has some substance.
That is, supervisors aze troubled about
performing their role because they have
received little or no training and they are
likely to continue to be troubled because
management will not allot the necessary
time for training. Within this context, the
troubled supervisor story, particulazly as
exemplified by The Dryden File and
Phillips, Older, and Purvis' new approach
to training, took on new significance. The
story simply and dramatically communi-
cated to managers and supervisors the
role of the employee assistance worker:
They were professionals skilled at help-
ing supervisors who were frustrated in
their efforts to manage troubled workers.
In this way, the troubled supervisor story
breathed new life into the efforts of
employee assistance workers to carve out
a niche for themselves within work
organizations. At the same time, however,
it also redirected employee assistance
workers away from the difficult task of
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promoting the broad-based approach to
supervisory training and reinforced the
old belief that supervisors are reluctant to
use the constructive confrontation strat-
egy.
Other EAP writer"s (e.g., Feinstein &

Brown, 1982; Masi, 1982; Wrich, 1980)
have picked up the story of troubled
supervisors and incorporated it into their
discussions of employee assistance work.
For instance, Myers (1984:232) writes:

Unfortunately, supervisors have not fully met
their confrontation responsibilities, which is
one reason that surveys have found that
almost 90 percent of the existing programs are
operating et less than full efficiency. .
[S]upervisors' failure to confront employees is
due to their skill deficiencies and rationaliza-
tions for avoiding confrontation and referral.

From the executive ranks down to the
firstline supervisors, all avoid confront-
ing their problem subordinates because
they fear making the relations worse
(Veiger, 1988), they want overwhelming
proof that there is a problem (Veiger,
1988), believe employee' personal prob-
lems are not the company's business
(Myers, 1984), do not want to play doctor
and/or God (Myers, 1984: Veiger, 1988),
fear discrimination complaints and feel
that they lack of management support
(Myers, 1984).

Troubled Supervisors: How Big a Problem
Are They Really?

Although the troubled supervisor story
appears widespread among employee as-
sistance workers, it is necessary to ask to
what extent it reflects reality. That is, to
what extent are supervisors reluctant to
confront troubled employees and refer
them to the employee assistance program
for help? Indeed, the category of "self-
referred" ofren conceals the extent to
which supervisors are involved in moti-
vating employees to seek help from

~<
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programs (Sonnenstuhl, 1986; Sonnen-

stuhl, Staudenmeier &Trice, 1988). For

instance, Roman (1989) describes how the

corporate management and staff of one

program believed that the small number

of supervisory referrals and large number

of selfirefenals reflected supervisory re-

luctance to use the constructive confron-
tetion strategy. However, when he sur-
veyed the supervisors to determine why
they were reluctant to refer employees, he
discovered that they were very supportive
of the program, that over half of the
sample had actually confronted and re-
ferred an employee to the program, that
they did so because they perceived that
their managers supported the program,
and that they actually desired to have
more information and training about the
program. He concludes (1989:11):

We have long operated in this field with the
1970s stereotypes of the stubborn and reluc-
tent supervisor, harboring the EAP client and
"killing with kindness. ". A focus on
supervisory "cover up" has become a much
less accurate description of supervisory be-
hevior and orientations under the typical
broad-gauge EAP .. .

So, what factors are related to whether

supervisors are reluctant or willing to

confront troubled employees and refer

them to the employee assistance pro-

gram?
According to social learning theory (e.g.

Akers, 1983; Bandura, 1977), people will

behave in ways for which they have been

rewarded in the past and for which they

expect to be rewarded in the future.
Conversely, people will not behave in
ways for which they have been punished

in the past and for which they expect to

be punished in the future. Recent re-

search on program implementation sug-

~ Bests a variety of factors that may be

~' useful in predicting which supervisors

'' expect to be rewarded for confronting and
~" referring employees and which ones

expect to get into trouble if they do so.

Research (Beyer &Trice, 1978; Goggins &

Kurtz, 1981) suggests that supervisors

who are more involved with their super-

visory roles are more likely than those

who are less involved to identify perfor-

mance problems in general and to iden-

tify problem drinkers in particular. Other

factors found to increase supervisors' use
of the strategy include: 1) familiarity with
the policy (Beyer &Trice, 1978; Goggins,
1979; Goggins &Kurtz, 1981); 2) aware-

ness of managements support for the

policy (Beyer &Trice, 1978): 4) awareness

that other supervisors used the policy and

employees actually received help (Goog-
ins, 1979; Roman, 1989); 5) being part of

an informal supervisory network (Goog-

ins & Kurtz, 1981; Kurtz, Goggins, &
Williams, 1980); 6) decentralized deci-

sion making (Beyer &Trice, 1978), and 7)
supervisory expectations that managers

will reward them for using the strategy
(Beyer &Trice, 1984a). However, the best

predictor of future use of the policy is

prior use (Beyer &Trice, 1978; 1984a).
Overall, these findings suggest that

supervisors who expect to be rewarded

for using constructive confrontation can
be described as o1deP, more experienced,
and more familiar with the policy than

those who expect trouble from imple-
menting the policy. Supervisors who

expect to be rewarded for their behavior

are also more likely than those who

expect trouble to be part of an informal

network that supports the policy. In
addition, they are more likely than trou-
bled supervisors to work in unionized
organizations with high levels of techno-
logical change where the supervisors
possess a great deal of authority and

influence. Also, implementing supervi-

sors are more likely than troubled super-

visors to have had rewarding experiences
associated with prior use of the policy.

METHODS

In order to examine the extent to which
supervisors are troubled and the factors

related to either their reluctance or will-
ingness to confront and refer employees,
data 'were collected from a stratified
random sample of 19 locations of a large
corporation. The company has had an
alcoholism policy since the sixties and
has used broad-based training methods to
instruct supervisors in their program role.
The company employs a wide range of
technologies in over 50 major locations
throughout the U.S. to manufacture, sell,
install, and service a wide range of
products in a single industry. Strata were
formed so that all major types of locations
and all geographic regions was repre-
sented.
Within each location, data were col-

lected from two types of managers (Trice
& Beyer, 1984b). Sample A consisted of a
systematic sample (N=153) of one-half of
all supervisors who had refereed a subor-
dinate with a drinking problem to the
company alcoholism program within the
three years prior to the study, and they
were interviewed about how they man-
aged that employee. Sample B consisted
of a systematic sample (N=321) of one-
tenth of all other managers, and they were
interviewed about how they had managed
a subordinate who had been a difficult
problem for them during the same three
year period. The samples were substan-
tially sustained; only four supervisors
declined to be interviewed.
A year of exploratory interviewing,

general observation, and pretesting at
locations that did not Fall into the final
sample preceded the final data collection.
During this time it was determined that
interviewing the supervisors involved
was the only practical way to collect
detailed data on the management of
problem employees (Beyer & Trice,
1984a). Pretesting revealed that supervi-
sors readily recalled incidents involving
discipline. In cases involving alcoholic
employees, administrators of the elcoho]-
ism program also were often present
during discussions with the employee

and were generally familiar with what
had happened in the cases. It was
possible to collect some of the same data
from supervisors and program adminis-
trators on 39 cases at five pretest locations
to help assess the accuracy of the recall of
supervisors about these discussions. Spear-
man correlations between these two sets
of data average .81 over six items. Also,
test-retest reliabilities obtained by inter-
viewing asample of 40 of the same super-
visory respondents at two-week intervals
averaged .91 for 30 items involving recall.

All of the final data were obtained by
trained interviewers, in private inter-
views with managers Falling into the two
samples within each of the 10 sampled
locations. Respondents were told the
overall purpose of the study, the univer-
sity connections of the investigators, that
the study was funded through a govern-
ment grant, that the authors were not
working for the company, that all re-
sponses were confidential, that all data
would be reported in aggregate form so
that no respondents or locations could
possibly be identified, and that they had
the right to decline to be interviewed.
The data collection instrument con-

sisted largely of paper-and-pencil ques-
tionnaire-type items with structured re-
sponse formats, but it included some
open-ended questions (asked by the inter-
viewer) designed to elicit details of what
happened. During the interviews, which
typically lasted from one to one-and-a-
half hours, interviewers had special cop-
ies of the instrument from which they
asked open-ended questions and one
which they recorded answers. Respon-
dents recorded their answers to closed-
format questions on separate copies of the
instrument, with interviewers present to
answer questions and provide clarifica-

tion, if needed.

THE DEPENDENT VARIABLES

In order to examine the extent to which

supervisors are troubled about using the
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constructive confrontation strategy, re-
spondenta were asked to respond to the
following questions containing 12 items
scaled from 1 (very unlikely) to 5 (very
likely). "Whether or not you anticipate
using the alcoholism policy, what would
you expect to happen if you did use the
policy? How likely are each of the
following." Factor analysis of this expec-.
fancy scale identified three dimensions
which were used as dependent variables
in this study. One dimension composed
of six items (e.g., employees would file a
grievance; other employees would be mad
at me; would have a lot of paperwork;
would get a reputation of being "soft";
would get stuck with a bad employee;
other supervisors would resent it, alpha=
.68) indicates that the supervisors expect
trouble if they use the policy. The second
dimension composed of two items (i.e.,
my supervisor would be pleased; upper
management would be favorably im-
pressed, alpha=.62) indicates that they
expect management to be pleased if they
use the policy. The third dimension
composed of four items (i.e., union would
cooperate; employee would be helped;
other employees would appreciate it;
would get rid of the problem, alpha=.49)
indicates that they expect favorable out-
comes from using the strategy.

1'HE INDEPENDENT VARIABLES

The study is designed to be exploratory
because research on what supervisors
expect to happen iF they use the construc-

i five confrontation strategy has not been
undertaken before now. The review of
previous research on supervisory use of
the strategy, however, suggest a number
of variables that may be predictive of
whether supervisors expect to have trou-
ble, to please management, and to experi-
ence favorable outcomes. In choosing the
independent variables we chose those
that appear to have little interrelationship
to one another, but aze conceptually

related to the dependent variables. This
was done in order to increase the explan-
atory power of the proposed statistical
analysis (e.g. Cohen &Cohen, 1975).

1. Age: Beyer and Trice (1978) and
Googins and Kurtz (1981) found that
supervisors' age is positively correlated to
use of the alcoholism policy. These
findings suggest that age also may be
related to supervisors' expectations about
what will happen if they use the policy in
the future as well. Speciflically, we pre-
dict that as age increases supervisors will
be less likely to expect trouble and more
likely to expect to please management
and experience favorable outcomes if
they use the strategy.

2. Involvement with the job: Beyer and
Trice (1978) and Googins and Kurtz
(1981), found that supervisors who ue
highly involved with their job are more
likely than those who are not to use the
strategy. This variable comes from super-
visors responses to a 4-item Likert Scale
about ". .how you feel about your
work". Items were scaled from 1

(Strongly Agree) to 4 (Strongly Disagree),
alpha=.66. Specifically, we predict that
as job involvement increases supervisors
will be less likely to expect trouble and
more likely to expect to please manage-
ment and to experience favorable out-
comes if they use the policy.

3. Advancement Factor: Beyer and
Trice (1978) found that supervisors who
believe that their promotions will depend
on their performance and that they
should counsel their own employees are
more likely to use the policy then those
who do not believe these things. This
variable is derived from a 4-item Likert
scale asking how various factors (i.e.,
performance of supervisory unit, quality
of supervisor's performance, interper-
sonal skills, administrative skills, alpha=
.83) affected supervisors' perceptions of
their advancement. Specifically, we pre-
dict that the more strongly supervisors
feel that their advancement depends
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upon these factors the less likely they will
be to expect trouble and the more likely
they will be to expect to please manage-
ment and experience favorable outcomes
from using the policy.
4. Level of supervision: Beyer and

Trice (1978, 1984a), found that supervi-
sors who occupy a relatively high organi-
zationel status are more likely than those
with lower organizational status to use it.
Specially, we predict that as supervisory
level increases supervisors will be less
likely to expect trouble and more likely to
expect that they will please management
and experience favorable outcomes if
they use the strategy.

5. Amount of technological change:
Trice and Beyer (1984aJ found that man-
agers in organizations undergoing a great
deal of technological change are more
likely to support the EAP than managers
in companies not undergoing change.
This variable is derived from a 10-item
Likert scale measuring the amount of the
change in the supervisor's unit in the last
three years, alpha=.877. Specifically, we
predict that as the amount of technologi-
cal change increases, the less likely
supervisors will expect trouble and the
more likely they will expect to please
management and experience favorable
outcomes if they use the policy.
6. Union Influence: Heyer and Trice

(1978, 1984a) and Beyer, Trice end Hunt
(1980) found that in facilities where
unions have a great deal of influence
supervisors are more likely than supervi-
sors from facilities with less influential
unions to use the policy. Union influence
in the sample ranges from no influence
(0) to a great deal of influence (3).
Specifically, we predict that as union
influence increases supervisors will be
less likely to expect trouble and more
likely to expect to please management
and experience favorable outcomes if
they use the policy.

7. Familiarity with the policy: Beyer
and 'Nice (1978) and Googins and Kurtz
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(1981) found that as familiarity with the
policy increases, supervisors are more
likely to use it. This variable is formed
from an 11-item Likert scale measuring
supervisors' knowledge of the policy.
Familiarity ranged from 1 (totally unfa-
miliar) to 5 (very familiar), alpha=.92.
Specifically, we predict that as familiarity
with the policy increases supervisors will
be less likely to expect trouble and more
likely to expect to please management
and to experience favorable outcomes if
they use the policy.

8. Training in the last three years:
Helasco and Trice (1969), Beyer and Trice
(1978), and Googins and Kurtz (1981),
found that supervisors who receive train-
ing in the policy are more likely to use it
than those who do not receive training.
We predict that those supervisors who
have received training will be less likely
to expect trouble and more likely to
expect to please management and experi-
ence favorable outcomes than those with-
out such training.
9. Number of sources from whom re-

ceived information: Googins and Kurtz
(1981) and Kurtz, Googins, and Williams
(1980) found that implementing supervi-
sors are more likely than troubled super-
visors to be part of an informal network.
This variable is measured by identifying
persons from whom supervisors received
information (e.g., local, regional, and
divisional management, other supervi-
sors, fellow employees, union officials).
This variable is measured by a list of 10
items. Specifically, we predict that as the
numbers of sources of information in-
creases supervisors will be less likely to
expect trouble and more likely to expect
to please management and experience
favorable outcomes. Beyer and Trice
found that prior use of the policy is a
good predictor of its future use (1978) and
that supervisory use of discipline is
highly dependent upon specific situa-
tions (1984a). Each of the supervisors in
the sample has had some prior experience
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in using the policy on either an alcoholic
or troubled employee. Their experiences
with these specific situations are likely to
condition what supervisors may expect to
happen to them if they use the strategy in
the future. Four variables will be used to
measure the effects of that situation on
supervisors' expectations.
10. The severity of the problem that

the employee presented to the supervisor:
This variable is formed by a Likert-type
scale containing five items measuring the
severity of the employee's problem with
whom they dealt last time. The items
include an assessment of the problem's
seriousness, disruptiveness, ease of han-
dling, troublesomeness, and its effect
upon work performance (alpha=.84). The
more severe these problems were last
time the more trouble and unfavorable
outcomes the supervisors may have en-
countered (e.g. Trice & Beyer, 1984b;
Beyer & Trice, 1984a). Therefore, we
predict that as the severity of the problem
increases supervisors will be more likely
to expect trouble and less likely to expect
to please management and experience a
favorable outcome.
11. Number of sources with whom

discussed situation: Googins and Kurtz
(1981) and Kurtz, Googins, and Williams
(1980) found that implementing supervi-
sors are more likely then non-implement-
ing supervisors to consult other people
prior to confronting problem drinking
employees. The variable is derived from a
list of 10 sources with whom the supervi-
sor may have discussed the specific
situation (e.g., staff advisor, other super-
visors, fellow employees). We predict that
the more sources with whom supervisors
discussed the previous situation the less
likely they are to expect trouble and the
more likely to please management and
experience favorable outcomes.
12. Change in employee's job perfor-

mance: This variable is derived by the
Best-Worst Technique (Beyer & Trice,
19S4b) and measures amount of change in

job performance. Supervisors were asked
to rate employees along eight frequently
used dimensions in a format in which
they also rated their best and worst
employees. Ratings were then averaged
for a single scale (alpha=.91). We predict
that the greater the change in the previous
employee's job performance the less
likely that supervisors will expect trouble
and the more likely they will expect to
please management and experience favor-
able outcomes.
13. The supervisors' satisfaction with

having used the policy: This variable is
derived from a Likert scale ranging from 1
(very dissatisfied) to 7 (very satisfied). We
predict the greater the supervisor's prior
satisfaction with the policy the less likely
that supervisors will expect trouble and
the more likely that they will expect to
please management and experience favor-
able outcomes.
Data were analyzed using SPSS-X. Each

of the independent variables was entered
into the multiple regression format in
order to test its contribution to explaining
each of the dependent variables. Table 1
shows the standardized regression coeffi-
cients and their significance for each of
the independent variables.

RESULTS

What do supervisors expect to happen
if they use the policy? In order to estimate
what proportion of the supervisors expect
to have trouble, to please management,
and to experience favorable outcomes, we
calculated for each value of the items
comprising the dependent variables the
mean percentage of those indicating that
item. Accordingly, within Sample A, 50
percent expect that it is very unlikely
they will have trouble, 22 percent think it
unlikely they will have trouble, 14 per-
cent are ambivalent about whether they
will have trouble, 7 percent expect they
are likely to have trouble, and 7 percent
feel they are very likely to have trouble.
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Table 1
Regression Coefficients on Supervieore' Perceptions of Expected Trouble, Pleasing
Management, and Favorable Outcome on Hypothesized Independent Variables

Expect Please Favorable Expect Please Favorable
Trouble Management Outcome 'h~ouble Management Outcome

Age -.148a .185a ,129 .004' .097 -.037
Job Attitude -.046 -.017 -.077 -.084 -,078 -.019
Promotion Factors .003 .047 .098 -.152c .312d .085
Supervisory Level -.113 -,034 -.169a -.IOIb -.020 -.107
Organizational Change .029 -.018 -.020 -.013 -.019 .027
Union Influence -.079 .061 -.018 .008 .107a .051
Familiarity -.030 .243c
TY~aining -.043 -.074
Informational Sources .075 .014

Problem Severity .596d -.032
Who Consulted -.o2a -.ozs
Job Improvement -.041 -.158
Satisfaction -.087 .068

cum R2 .368 .137
Adjusted R2 .290 .030

ep=0.10 by=0.05 cp=0.01 dp=0.001

Within Sample A, the percentage of those
who expect to please management is the
mirror image of those who are troubled.
Five percent expect that if they use the
policy it is very unlikely that they will
please management, 8 percent Feel it is
unlikely they will please management, 26
percent are ambivalent about whether
they will please management, 33 percent
expect that they will likely please man-
agement, and 27 percent expect that they
will very likely please management. In
addition, 7 percent expect that it is very
unlikely that they will experience favar-
able outcomes if they use the policy, 9
percent feel they are unlikely to see
favorable outcomes, 20 percent are am-
bivalent, 29 percent feel they are likely to
see favorable outcomes, and 33 percent
expect that they are very likely to see
favorable outcomes.
The percentage of supervisors who

expect trouble, to please management,
and to see favorable outcomes is similaz
in the B sample to the A sample. In the B

.023 -.130b .1436 .164b

.241c -.098a -.032 .076

.117 .083 .034 -.028

-.099 .601d -.153c -.233d
-.047 -.152c .067 -.019
.137 -.026 -.085 -.059
.251c .017 .163c -,012

.285 ,421 245 .117

.196 .389 .203 .067

sample, 38 percent expect that it is very
unlikely that they will have trouble, 23
percent feel trouble is unlikely, 20 per-
cent are ambivalent, 10 percent think
trouble is likely, and 6 percent think
trouble is very likely. Again, in sample B,
those who expect to please management
is the mirror opposite of those who expect
trouble. Three percent expect that it is
very unlikely they will please manage-
ment, 5 percent feel pleasing management
is unlikely, 30 percent are ambivalent, 34
percent think pleasing management is
likely, and 25 percent think it is very
likely. Seven percent of the B sample
expect favorable outcomes are very un-
likely if they use the policy, 9 percent feel
favorable outcomes are likely, 25 percent
are ambivalent, 32 percent feel favorable
outcomes are likely, and 24 percent feel
they aze very unlikely.
These findings suggest that, at least in

this sample, Few supervisors are troubled
about using the constructive confronta-
tion strategy, most expect to be rewarded
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for using it, and most expect favorable
outcomes:

Factors Predicting Expectations in
Alcohol Sample

In Sample A, only age and severity of
the previous drinking problem are signif-
icant predictors of those supervisors who
expect trouble. Young supervisors—those
with relatively little experience—believe
that if they use the policy that they will
get extra paperwork, a reputation for
being soft, stuck with a bad employee, a
grievance filed against them, and resented
by other supervisors. In a similar fashion,
those supervisors whose prior experience
with using the policy entailed a serious
problem expect that future use of the
strategy would be troublesome.
Age and familiarity with the policy

were significant predictors of those super-
visors who expected that their managers
would be pleased if they used the policy
in the future with problem drinking
employers. In this instance, age is the
mirror opposite of those supervisors who
expect trouble. Appazently, the older one
gets the more likely one is to expect to
please management by confronting prob-
lem drinkers and urging them to change
their behavior. In addition, familiarity
with the policy turns out to be highly
predictive of those who expect to please
management. Apparently simply know-
ing what the policy says about such
things as medical benefits, disciplinary
actions, union relations, and reporting
procedures is predictive of expecting to
please management. In this light, the
slightly negative and statistically insignif-
icant correlation between training and the
expectation that management would be
pleased is puzzling.
The level of supervision, training, and

satisfaction with prior use of the policy
are significant predictors of expectations
of favorable outcomes. Supervisory level
is negatively correlated with expectation

of favorable outcomes. Apparently, lower
level supervisors expect more favorable
outcomes than high level supervisors.
This may reflect Trice and Beyer's
(1984a) earlier finding that managers
adopt EAPs in order to get troublesome
employees off supervisors' backs but
expect few immediate results. In addi-
tion, supervisors who expect favorable
outcomes have had training in the poli-
cy's use and had a satisfactory experience
with its use.

Factors Predicting Expectations in
Sample B

In Sample B, supervisors' attitudes
toward promotion, their level of supervi-
sion, their familiarity with the policy,
having attended training, the severity of
the prior problem with which they used
the strategy last time, and the number of
people consulted about the prior situation
are all significantly correlated with ex-
pecting trouble if they use the policy
again. Supervisors who expect to have
trouble if they use the policy are unlikely
to believe that their career advancement
is dependent upon the performance of
their unit, the quality of their perfor-
mance, their interpersonal skills, and
their administrative skills in applying
formal policies. In addition, they are
likely to come from low levels of supervi-
sion, to have received no training in the
policy, and to be unfamiliar with the
policy. When they have used the policy
on troubled employees in the past, those
employees have generally had very severe
problems. That is, the supervisors consid-
ered the employees' problems to be very
serious, very disruptive, very trouble-
some, very difficult to handle, and to
have had a negative effect on perfor-
mance. Consequently, they expect to have
similar trouble in the future. Also, super-
visors who expect to have trouble con-
sulted few people about their prior
cases—further reinforcing their unfamil-
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iarity with the policy. Overall,. supervi-
sors who expect trouble tend to be
isolated, unfamiliar with the policy, Feel
that their advancement is not dependent
upon their performance, and have had
troublesome experiences with the policy
in the past.
In many respects, those supervisors

who expect to please management ere
mirror opposites of those who expect
trouble. They believe that their career
advancement is dependent upon their
performance as supervisors and are
highly familiar with what the policy says.
Based upon their prior experience, they
expect management to be pleased if they
use the policy on employees with less
rather than more severe problems end are
likely to have had satisfying experiences
with the policy in the past, probably
because they did use the policy on those
with less rather than more severe prob-
lems. Additionally, this use aF the strat-
egy probably also reflects supervisors'
familiarity with the policy which directs
them to use the strategy early on, before
employees' problems get out of hand.
Finally, supervisors who expect to please
management are aware of the union's
influence and recognize that implement-
ing the policy fulfills labor and manage-
menYs expectations of one another.
Supervisors who expect favorable out-

comes iF they use the policy with other
troubled employees are very familiar with
the policy and in the past have used it on
employees with less rather than more
severe problems. Or stated another way,
the more severe the problems supervisors
confronted in the past, the less likely they
aze to expect a favorable outcome in the
future.

DISCUSSION

Findings from this study suggest that,
like other occupational stories, the trou-
bled supervisor story is a combination of
truth and fiction. Although some supervi-
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sors are troubled about using the con-
structive confrontation strategy with alco-
holic and other troubled employees, the
majority are not troubled. Rather, most
expect to be rewarded for using the
skrategy and expect pgsitive outcomes, if
they use it. Slightly different Factors
predict supervisor's expectations For the
two samples.

Supervisors troubled about using the
strategy with alcoholic employees are
young and inexperienced and have had to
contend with a difficult alcoholic em-
ployee in the last-three years. Likewise,
supervisors troubled about using the
strategy with other troubled employees
have had to contend with employees with
very serious problems in the last three
years; however, unlike troubled supervi-
sors of problem drinkers, they do nat
believe that their future career advance-
ment is dependent upon their supervisory
performance, occupy low levels of super-
vision, are unfamiliar with the policy,
have received no training in the use of the
policy, and have consulted with few
people about its use. In addition to having
had to deal with an onerous situation,
then, they are generally isolated at the
lower rungs of supervision with little
knowledge about the policy.

Rather than being troubled about the
policy, most supervisors expect that their
management will be pleased iF they use
the policy and that they will experience
favorable outcomes from its use. Supervi-
sors who expect their management to be
pleased if they use the policy with
alcoholic employees. are, in contrast to
their troubled counterparts, older, experi-
enced supervisors who are very familiar
with the policy. In a similar fashion,
supervisors who expect to please manage-
ment if they use the strategy with other
problem employees believe, in contrast to
their counterparts, that their future pro-
motion is dependent upon their perfor-
mance of their supervisory role, are aware
of the union's support of the policy, and
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have used it with employees whose
problems had not yet become severe.
Also, most supervisors expect favorable

outcomes if they use the policy. Among
supervisors who used it on an alcoholic
employee. those in lower levels of super-
vision, who have had training in the
program, and were satisfied with its prior
use expect favorable results. Among su-
pervisors who previously used it with
other troubled employees, those who are
familiar with the policy and used it
previously on employees with relatively
mild problems expect favorable out-
comes.
Not surprisingly, prior experience with

the policy is a potent predictor of future
expectations in both samples. The minor-
ity who vacillate in using the policy until
employees' alcohol or emotional prob-
lems ere well developed encounter great
difficulties and anticipate similar trouble
if they use it in the future. In sharp
contrast, the majority of supervisors,
especially in the B Sample, who have
used the policy before employee prob-
lems get out of hand discovered that their
management was pleased with them,
employees were helped, other employees
were pleased with their efforts, the union
was cooperative, and they. got rid of the
problem. These findings underscore Trice
and Bayer's (1984b) earlier conclusions
that the effectiveness of the constructive
confrontation strategy lies in its early use
with. employees' developing problems.
Familiarity, likewise, is a potent pre-

dictor of future expectations in both
samples, underscoring Beyer and Trice's
(1978) and Googins end Kurtz (1981)
eazlier conclusions that familiarity breeds
use. Generally, the minority who are
unfamiliar with the policy expect trouble
if they use it and the majority who ere
familiar with it expect to please manage-
ment and experience favorable outcomes.
This finding is most pronounced in the B
Sample and of particular interest because
the corporate policy was essentially an

alcoholism policy. Apparently, those who
were most familiar with the policy real-
ized that it pertained to other problems as
well. By implementing the policy on the
basis of the job performance criteria
rather than waiting for explicit signs of
alcoholism to become evident, they were
of necessity managing other problems.
Age, however, was predictive of super-

visors' expectations in Sample A but not
in Semple B. Younger, inexperienced
supervisors expect trouble and older,
experienced supervisors expect to please
management if they use the policy. This
finding probably reflects younger super-
visors' inexperience, both on the job and
with alcohol. As relatively new supervi-
sors they have little experience managing
problem drinking employees, a situation
that can easily be exasperated by their
own inexperience with alcohol. During
youth, supervisors themselves may par-
ticipate in problem drinking sprees and
look upon it as good, clean fun. Conse-
quently, they may even look upon the
alcoholism policy as an unwarranted
intrusion upon their leisure. According to
studies of problem drinking (Cahalan &
Room, 1974), as people age, the majority
grow out of their youthful zest for
drinking. We suspect that this may be
happening with the supervisors in Sam-
ple A. With maturity as supervisors and
drinkers, they are able to implement the
policy because conflicts over what consti-
tutes "normal" drinking and how to
respond to "abnormal" drinking aze be-
hind them. In contrast, with other em-
ployee troubles, there is no opportunity
For a youthful subculture to become
established because family end emotional
disorders are experienced as individual
problems rather than as communal expe-
riences.
On the other hand, supervisors' beliefs

about what counts toward their future
promotion is predictive of expectations
among the B Semple but not the A
Sample. Those who believe that they will
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be promoted on the basis of how well
they enact their supervisory role expect to
please management if they use the policy;
those who do not believe this expect
trouble. Consequently, implementing the
policy is simply another aspect of behav-
ing like a competent supervisor, and they
make it their business to be familiar with
the policy and its use. To them, managing
troubled employees is little different from
managing other performance problems.
The key is to learn what to do and do it if
you want to advance.

WHY THE TROUBLED SUPERVISOR
STORY PERSISTS?

In light of the above Findings, why does
the story of troubled supervisors persist?
Even though a sizable portion of the story
is fiction, it persists because it is mean-
ingful to employee assistance workers
and the managers with whom they must
interact. The story enables employee
assistance workers to make sense of their
work lives and get on with the formation
of an occupation. When challenged by
management to justify their role, em-
ployee assistance workers respond with
some version of the troubled supervisor
story. From this perspective, the story is
an acceptable account to management,
justifying why the company ought to hire
employee assistance workers rather than
train supervisors in their role: Even iF
supervisors are trained they will continue
to vacillate; therefore, it is more expedi-
ent for program implementation to forego
expensive and time consuming supervi-
sory training and hire a "professional"
who can counsel supervisors when they
must constructively confront troubled
employees.
The story also persists because it relates

a potent truth: Constructive confrontation
works. When supervisors use it, the
strategy has proven to be extremely
effective at overcoming the psychody-
namics of denial which characterize alco-
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holism and other drug addictions and
motivating employees to seex help and
recover from their problems. Indeed, the
constructive confrontation's motivational
potential makes the workplace the most
effective arena in America for combating
alcohol and other drug problems (Roman
& Blum, 1985; Romsn, 1988).

Unfortunately, the motivational power
of constructive confrontation has been
undercut by the story's insistence that
supervisors are troubled about using the
strategy and must be counseled to do so.
This shortcoming, however, can be over-
come by bringing supervisors back on
stage, recognizing and supporting their
unique role in employee assistance: Iden-
tification and motivation of alcoholic and
other troubled workers. After all, effective
employee assistance programs maintain a
crucial balance between the dynamics of
the workplace, constructive confronta-
tion, and the dynamics of the treatment
place (Sonnenstuhl & Trice, 1990). In
such a world, both employee assistance
workers and supervisors have important,
synergetic roles to play. Perhaps, it is
time for employee assistance workers to
put the troubled supervisor story behind
them and construct new stories that tap
this synergy.

REFERENCES

Akers, R.L. 1983. Deviant Behavior: A Social
Learning Approach. Third FAiGon. Belmont, CA:
Wadsworth Publishing Company.

Bandura, A. 1977. Socia! Learning Theory. Engle-
wood Cliffs, N. J.: Prentice-Hall.

Belasco, J.A. &Trice, H.M. 1969. The Assessment
of Change rn Training and Therapy. New York:
McGraw-Hill.

Beyer, J. &Trice, H. 1978. Implementing Change:
Alcoholism Programs in Work Organizations.
New York: Free Press.

Beyer, J.M. &Trice, H.M. 1984a. "A Field Study
of the Use and Perceived Effects of Discipline in
ConWlling Work Performance." Academy of
Management Journal 27(4):743-764.

Beyer, J.M. & Trice, H.M. 19846. "The Bestl



378 JOURNAL OF EMPLOYEE ASSISTANCE RESEARCH I OCCUPATIONAL STORIES 379

Worst Technique for Measuring Work Perfor-

mance in Organizational Research." Organiza-
tional Behavior and Statistics 1(1):1-21,
February.

Beyer, ].M., Trice, H.M. &Hunt, R. 1980.

"Impact of FeAerel Sector Unions on Supervisory

Use of Personnel Policies." Industrial and Labor

Re(orions Review 33:21 -232.
Cahalan, D. 8c Room, R. 1976. Problem Drinking

Among American Men. New Brunswick, N.l.

Rutgers Center for Alcohol Studies.
Cohen, J. &Cohen, P. 1975. Applied Multiple

Regression/Correlation Analysis for the Behav-

iora! Sciences. New York: John Wiley and Sons.

Driscoll, l.W., Carroll, Jr., D.J., & Sprecher, T.A.

1978. "1'he First-Line Supervisor. Still the ̀ Man

in the Middle.' " Sloan Management Review,

Winter.25-37.
Feinstein, B.B. &Brown, E.G. 1982. The New

Partnership Human Services, Business and lndus-

ay. Cambridge, MA.: Schenkman Publishing.
Ferguson, C.A. & Fersing,l.E. 1965. The Legacy

of Negkct. FoR Wo[th, 7k: Industrial Mental

Health Association.
Gelvmann, G. 1955. "How DuPont Combats

Alcoholism." Petroleum Refiner, ]u1y:23-28.
Giberson, L.G. 1936. "Psychiatry in Industry."

Personnel Journal 15:91-95.
Glasser, M., Duggan, T.J. & W.S. Hoffman. 1975.

"Obstacles to Utilization of Prepaid Mental

Health Care." American Jownal of Psychiatry
132:71x715.

Googins, B. 1979. "The Use and Implementation of
Occupational Alwholism Programs by Supervi-
sors: An Analysis." Ph.D. dissertation, Florence
Heller Graduate School for Advanced Studies in
Social Welfare, Brandeis University.

Googins, B. 8r. Kurtz, N.R. 1981. "Discriminating
Supervisors in Occupational Programs." Journal
of Drug Issues 11(2):199-216.

Henderson, R. &. Bacon, S. 1953. "Problem
Drinking: 1'he Yale Plan for Business and
Industry." Quarterly Journal of Studies on
Alcohol 14:?A7-262.

Kurtz. N.R. 1982. "Dynamics of [he Identification

and Refenel Process in Work Organizations." Pp.
273-314 in Occupational Alcoholism: A Review
of Research Issues, Research Monograph #8,
Washington, D.C.: U.S. Department of Health

and Human Services.

Kurtz, N.R., Googins, B., 8r. Williams, C. 1980.

"Supervisors' View of an Occupational Alcohol-

ism Program." Alcohol Health and Research

World 4:44-49.

McLean, A.A. 1973. "Occupational Mental Health:

Review of an Emerging Art." Pp. 107-137 in

/ndustrial Mental Health and Employee Counsel-

ing., edited by R.L. Noland. New York: Behav-

ioral Publications.

Masi, D.A. 1982. Human Services in /ndusery.

Lexington, Mass.: Lexington Books. Myers,

D.W. 1984. Establishing and Building Employee

Assistance Programs. Westport, Conn.: Quorum

Books.
Older, HJ. & Phillips, D.A. 1978. "A New

Approach to We Training of Supervisors and

Union Personnel." labor-Management Alcohol-

ism Journal S(1):1~21.

Phillips, D.A. &Older, H.l. 1977. "A Model for

Counseling Troubled Supervisors." Alcohol,

Health, and Research World 2:1s~30.

Phillips, D.A., Purvis, A.J., &Older, H.J. 1980.

7Lrning Supervisors On (to Employee Counseling

Programs). Center City, MN: Hazelden.

Presnall, L.F. 1981. Occupational Counseling and

Referral Systems. Salt I.alce City, UT: Utah

Alcoholism Foundation.

Purvis, A.7. 1979. "Getting Rid of the Lone Ranger

Syndrome in Supervisors: Motivating the Supervi-

sor to Ask for Help." Labor Management

Alcoholism Journal 9(1):25-29.

Rcethlisberger, F.J. 1945. "The Foroman: Master

and Victim of Double Telk." Harvard Business

Review 23:283-298.
Rcethlisberger, F. &Dickson, W.l. 1939. Manage-

mentand the Worker. Cambridge, Mass., Harvard

University Press.

Roman, P.M. 1981. "From Employee Alcoholism

to Employee Assistance." Journal of Studies on

Alcohol 42244-272.

Roman, P.M. 1982. "Barriers to Initiation of

Employee Assistance Programs." Occupational

Alcoholism: A Review of Research Issues. Rock-

ville, MD: NIAAA US Dept. of Health and

Human Services.

Roman, P.M. 1988. "Growth and Transformation in

Workplace Alcoholism Programming." Pp. 131-

158 in Recent Developments in Alcoholism,

volume 6, eAited by M. Glanzer. New York:

Plenum Press.

Roman, P.M. &Trice, H.M. 1976. "Alcohol Abuse

and Work Organizations." Pp. 445-518 in Social

Aspects of Alcoholism, edited by B. Kissin 8r. H.

Begleiter. NY: Plenum Press.

Roman, P.M. &Blum, T.C. 1985. "The Core

Technology of Employee Assistance Programs."
AIMACAN 15(3):8-12.

Roman, P.M. 1989. "Bringing Supervisors Back on
Stage." Employee Assistance 1(7):8-9.

Salaman, G. 1986. Working. London, Tavistock
Publication.

Schur, E.M, 1979. Interpreting Deviance. New
York: Harper and Row.

Sonnenstuhl, W.J, 1986. Inside an Emotional
Heolrh Program: A Fie(d Study of Workplace
Assistance for Troubled Employees. Ithaca, NY:
ILR PIESS.

Sonnenstuhl, W.J. Forthcoming. Sandhogs and
Drinking Rituals. Ithaca, N.Y., ILR Press.

Sonnenstuhl, W,J. 1992. "The Job-Treatment Bal-
ance In Employce Assistance Programs," Ako-
ho/, Health and World Report 16(2): 129-134.

Sonnnenstuhl, W,J., Staudenmeier, Jt., W.J., &
Trice, H.M. 1988. "Ideology and Refeirel
Categories in Employee Assistance Program
Reseazch." Journal of Applied Behavioral Science
24:383-396.

Sonnenstuhl, W.J. &Trice, H.M. 1990. Strategies
for Employee Assistance Programs: The Crucial
Balwce. Second Edition. Ithaca, NY: ILR Press,
Key Issues Series #30.

Trice, H.M. 1957. "A Study of the Process of
Affiliation with Alcoholics Anonymous." Quar-
ferly Journal Studies on Alcohol 1839-54.

Trice, H.M. 1962. Alcaho/ism in Industry: Modern
Procedures. New York, Christopher S. Smithers
Foundation.

Trice, H.M. 1965. "Alcoholic Employces: A Com-
parison of Psychotic, Neurotic and 'Normal'
Personnel." Journal of Occupnriona! Medicine
7:999.

Trice, H.M. @ Belasco, 1.A. 1968. "Supervisory
Training about Alcoholics and Other Problem
Employees." Quarterly Journal of Studies on
Alcohol 29382-399.

Trice, H. &Beyer, ]. 1984a. "Employee Assistance
Programs: Blending Performance-Oriented and
Humanitarian Ideologies to Assist Emotionally
Disturbed Employees." Pp. ?AS-297 in Research

In Community and MenraJ Heath, Vol 4, edited
by l.R. Green]ey. Greenwich, CI': JAI.

Trice, H. & Beyer, 1. 19846. "Work RelateA
Outcomes of Consavctive Confrontation Shate-
gies in a Job-Based Alcoholism Program."
Journal of Studies on Alcohol 45:393-404,

1Yice, H.M. &Beyer, J.M, 1993. The Cultures of
Work Organizations. Prentice Hall, Englewood,
N. L

Trice, H.M., Beyer, J.M., & Coppess, C. 1981.
"Sowing Sceds of Change." Jourrwl of Drug
/slues 11:311-336.

1Yice, H.M. &Roman, P.M. 1978, Sprints and
Demons at Work: Akoho! and Other Drug on the
Job. (Rev. Fd.). Ithaca, New Yolk: State School
of Industrial end Labor Relations, Cornell Univer-
sity.

Veiga, J.F. 1988. "Face Your Problem Subordinates
Now." Academy of Management Executive 2(2):
145-152.

Wrich, J.T. 1974. The Employee Assistance Pro-
gram. Centcr City, Minneapolis, Hazelden.

Wrich, J.T. 1980. The Employee Assistance Pro-
gran: Updated for the /980's. Minneapolis:
Hazelden Foundation.

ACKNOWLEDGMENTS. Major funding for the
original study was received from the National
Institute on Alcoholism and Alcohol Abuse.
Grant NIAAA AA02989. Other support came
from the Christopher D. Smithers Foundation.
In addition, we should like to acknowledge
the contributions of Professor Janice M. Beyer,
Department of Organizational Behavior,
School of Management, University of Texas-
Austin, who was one of the primary investlge-
tors on the original study, end Ms. Barbera
Hathaway, who helped ua analyze the data for
the current paper. Additionally, we should
like to thank Professor Peul Roman and three
anonymous reviewers for their comments on
the manuscript.


