INTRODUCTION
There is no doubt that drinking alcohol can lead to a variety of social and health problems at home, at work and in situations  such as driving. There is also no doubt that the use and abuse of alcohol can be a serious threat to the safety of our business, the health of our staff and the environment.

People with a drinking problem tend to be absent from work more often and run a higher risk to become involved in an industrial accident.

The quality of work and productivity decreases and the atmosphere at work deteriorates.

A small percentage of the workforce may suffer from alcohol related problems.  The odds are, that you as a manager will have to deal with this problem.

A company-conducted alcohol policy may help you to advise your employees on their performance. But even without such a policy, it is your task and your responsibility.

Many managers find difficulty in discussing the use of alcohol with their employees.

This brochure will help you.

Your Position as a Manager

The use of alcohol may lead to the employee's bad performance. At a certain moment you will have to speak with the person involved. That is your task. Preferably you do so before "the cup overflows"

Your position as a manager is of great importance. An active attitude means intervene at the moment that the problems can still be discussed and solved.

This is not always so simple. You may not be certain about the relation between the use of alcohol and the employee's reduced performance, or excuses and vague promises may tempt you to postpone or omit the confrontation.

But: it serves the interest of people with an alcohol problem to draw attention to their behaviour timely and frankly.  Letting matters take their own course may lead to an ever increasing isolated position of the one who drinks.  Consequently, the problems deteriorate; for the employee, his colleagues, the organisation as a whole and also for you.

And it serves a purpose.  The sooner you draw attention to the problem, the better.  Sometimes a number of talks may prevent worse.  Sometimes the person who drinks may be stimulated to seek help. Keeping your job may be an important motive for the employee involved, to change his behaviour.

"The use of alcohol is a private matter, it is none of your business!".

Of course your employee is entitled to his privacy. it is not your business to meddle with his or her spare time. Excessive use of alcohol outside office hours, however, may influence your employee's work and performance. From that point of view it is also a matter for the company and manager to raise the question of alcohol-use.

Performance is the Key Issue.

The use of alcohol does not turn into a problem for a company until the work suffers from it.

The performance of an employee should be the starting point for action.

An example: your employee smells of alcohol. In his job function this is unacceptable. The smell of alcohol may be incidental or the signal of a hidden alcohol problem. Both cases should induce you to talk to your employee.

How to raise the subject?  You tell your employee what struck you about his behaviour. You indicate that this performance should improve within a certain period of time. You tell him that you suspect the use of alcohol to play a role and offer help from a company doctor. This method is called "constructive confrontation".  In fact you follow two tracks; on the one side you confront the employee with his bad performance and you point out that this should improve within a certain period of time, on the other side you offer support to help solve the hidden problem.

"I have been drinking for years and nothing ever happened!".

Remain calm, persistent and clear. Point out that the performance should improve. You have collected facts and examples of unacceptable events.  Luckily, so far nothing serious has happened. And this should remain so far the future. That is why you have this conversation.

How to recognize an alcohol problem?

Alcohol problems are difficult to recognise. However, a number of signals and symptoms may help you. But these are never a fact; they are indications only.  You will have to develop a certain feeling to recognise an alcohol problem.

The most obvious signals are:

SYMBOL 168 \f "Symbol" \s 10 \h
The employee comes to work under the influence of alcohol

SYMBOL 168 \f "Symbol" \s 10 \h
He/she smells of alcohol

SYMBOL 168 \f "Symbol" \s 10 \h
"Accidents" happen without a clear explanation

SYMBOL 168 \f "Symbol" \s 10 \h
A person has recently had a ticket for driving under the influence of alcohol.

SYMBOL 168 \f "Symbol" \s 10 \h
The employee is absent without reason

SYMBOL 168 \f "Symbol" \s 10 \h
The relationship with colleagues deteriorates.

An extensive list of signals can be found in the back of this brochure.

"This is gossip only. They want to get at me. I am not performing badly at all!"

Sometimes indications are not so obvious. As a manager you have to be very careful.  The starting point for action is and will be the performance.

However, from a personal point of view, you can express your worries. Draw your employee's attention to the company's alcohol policy and tell him where to go for further information.

Be Well Prepared

SYMBOL 168 \f "Symbol" \s 10 \h
See to it that you are well aware of regulations and procedures handled by the company in case of excessive alcohol use by employees

SYMBOL 168 \f "Symbol" \s 10 \h
Make notes of what struck you in a person's performance (a survey of facts and incidents that occurred.  Name date, place and how you noticed).

SYMBOL 168 \f "Symbol" \s 10 \h
Set concrete and attainable aims for a first conversation, like:


-  Express your worry and try to find out what is wrong. Discuss performance.


-  Make clear that the employee's conduct is unacceptable and how the company       does expect him/her to behave.


-  Offer help and point out what the (eventual) consequences will be if the employee's conduct does not improve.

SYMBOL 168 \f "Symbol" \s 10 \h
Set apart enough time and space. Make sure that you can speak undisturbed and privately.

SYMBOL 168 \f "Symbol" \s 10 \h
When in doubt ask the personnel manager or company doctor  for advice.

"I am sure you want to get rid of me!"

Your attitude is very important. Show your employee how much you care. Take him or her serious. Make clear that it is not your intention to get rid of the employee. Emphasize his or her value for the company in the past and the present.

However, you are not a therapist.

Yours is a managerial task and you should not "take over" the employee's problem. Limit your contribution to the enumeration of the possibilities for help and leave the acceptance and responsibility to the employee himself.

A First Confrontation

1.
Set the aims of the conversation.


Explain the cause and what you expect from the employee.

2.
Mention what has struck you and ask whether this sounds familiar to the employee.  Convince the employee of the importance of an improved performance.

3.
Ask about his or her ideas as for backgrounds and causes of the performance problems. Explain that you suspect excessive use of alcohol to play a role. Show understanding for the often sad circumstances that may lead to excessive use of alcohol.  Sympathise, but be aware that  pity solves nothing.

4.
If necessary, inform the employee about the company's alcohol policy. Offer help and assure him or her that any information as to background problems will remain confidential. Make clear that eventually the person involved, is and will be fully accountable for his behaviour.

5.
The employee may persist in denying that his use of alcohol is part of the problem. You will respect this. However, you repeat your remarks about the performance and the necessity to improve this.

6.
Round off the conversation with clear commitments on:


- what should improve


- when this improvement should be reached


- a possible reference to Personnel and  the company doctor  (who contacts who and when)


- set dates for a follow-up

7.
Make a report of commitments and dates and file this.  Explain that this file is important to determine possible improvements.

8.
If necessary, explain that you may want to consult the personnel manager or company doctor

9.
End the conversation in a positive way.  Emphasize that it is certainly not the intention to get rid of the employee. Indicate that you would like to see him or her perform well again.

"I do not drink much at all"
Do not be tempted to a discussion on the use of alcohol.

Whether an employee drinks little or much: you notice a bad performance.

It is not the number of drinks; it is the safety, health, the productivity and quality of the job and atmosphere at work that count.

The mere smell of alcohol could be unacceptable, for instance in contacts with clients.

Be honest and open.

Give concrete facts.

Do not moralise, do not raise your finger, but explain the risks you see for the work situation.

How to Continue

1.
Start every next conversation with a recapitulation of the set commitments and indicate what the results are.

2.
Your experiences in the past should lead you to make new commitments. If necessary you follow the track of "constructive confrontation": you warn that (new) disciplinary actions may follow if the performance does not improve within the set term.

3.
Keep mentioning the possibilities for help.


Empasise its importance but leave the ultimate choice to the employee.


Performance should be the key-issue.

4.
File the commitments. It might be an idea to describe the experiences in such a way that they can serve for a possible future confrontation with alcohol problems.

Your conversations may lead to improved performance from the employee.

It is also possible, however, that he or she has to be treated internal or external for alcohol problems. Sometimes admittance to a clinic is necessary, often a number of coversations with a trained health care provider (company doctor) is sufficient. 

In that case, your task will be:

SYMBOL 168 \f "Symbol" \s 10 \h
To inform the colleagues in order to prevent gossip. Alcohol problems should be treated and discussed as comparable health problems.

SYMBOL 168 \f "Symbol" \s 10 \h
To follow the progress by having regular consultations with the company doctor or personnel manager. Do realise that alcohol problems are often the result of established and excessive use.  Therefore, it cannot be expected that these problems will be solved in a short period of time.

SYMBOL 168 \f "Symbol" \s 10 \h
To prepare your department for the employee's come-back after a possible treatment.

SYMBOL 168 \f "Symbol" \s 10 \h
To make clear commitments with the employee and the personnel department about the consequences of a possible relapse into the old behaviour.

"SPY!"

The employee should of course not be followed about every minute of the day.

You will not take the liberty to check his deskdrawers for possible bottles of alcohol.  

However, if you do have (new) signs of problematic use of alcohol, there is a reason for a quiet and open conversation and the reinforcement of  previous commitments.

CHECKLIST FOR SIGNALS INDICATING ALCOHOL PROBLEMS:

1.
Absence, such as:


-more frequent sick-leave, especially short-term leave


-often late for work,frequent absence without authorisation


-odd and improbable excuses for absence.

2.
Absence during work-hours:


-extra long breaks


-frequent toilet visits


-physical presence, but unable to perform

3.
Loss of concentration:


-work takes more time and trouble than it used to


-problems to memorise instructions


-problems with complex actions

4.
Accidents:


-involved in (near) accidents more often than others

5.
Varying working-pattern:


-period of high and low productivity


-increasing unreliability


-unpredictable reactions

6.
External distinguish marks (characteristics):


-obviously under the influence of alcohol


-smells of alcohol,shaking hands, red, puffy face


-increasingly untidy outer appearance


-searching for reasons to drink

7.
Diminishing efficiency:


-unable to finish orders in time


-mistakes, waste of materials


-complaints of clients


-unable to take decisions

8.
Disturbed relations with colleagues:


-Fierce reactions to complaints or remarks


-bad mood or suspicious


-trying to borrow money


-avoiding the manager or audits.

The indications may differ from person to person at different workplaces. It is often a combination of  various indications and signals that point to a problematic use of alcohol.
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