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Keys to a Positive Work Environment

Four key components :
Mutual Respect
Accountability
Collaboration
Individual Empowerment

“You need to
be aware of
what others
are doing,
applaud
their efforts,
acknowledge

Employees should feel that their opinion matters; involve employees in the decision making process as much as possible. Get feedback, listen and acknowledge
feelings they might have.
Employees should feel a sense of common purpose and shared responsibility related
to the work being done. Everyone should be clear on
the overall goal of the team and where they fit in to
achieve that goal. Each and every person on the
team should feel necessary for that goal to be met.
Employees should have a shared commitment to the
quality of the work being done. To be successful,
there is no room for the “it’s not my job” attitude.
Pitch in and do what needs to be done to make it
great! Management should be a model for this, and
their staff as well.

(Continued on Page 2)

their success,
and
encourage
them in their
pursuits.
When we all
help one
another,
everybody
wins.” – Jim
Stovall

Employees should feel they have friends at work and
feel cared about by their coworkers. “Employees who
felt they worked in a loving, caring culture reported
higher levels of satisfaction and teamwork. They
showed up to work more often. Our research also
demonstrated that this type of culture related directly to
client outcomes, including improved patient mood,
quality of life, satisfaction, and fewer trips to the ER.”
“People who worked in a culture where they felt free
to express affection, tenderness, caring, and compassion for one another- were more satisfied with their
jobs, committed to the organization, and accountable for their performance. “ – Harvard Business Review 1/13/2004

seem to be overwhelmed. Then use that as an opportunity to do something special for the team- a pot luck,
small food treats or encouraging notes around the office.
Employees should have opportunities for learning and
development. Make sure you take time to train your
staff on new skills. Have regularly scheduled times to
come together as a staff to collaborate on cases and let
each other know what you are working on. Remind
each other frequently of the common goal. Come together each quarter with your staff to evaluate goals
they have achieved and goals they would like to continue to work toward.

Employees should be ~Heather Chapman-Henry, LCSW, RPT
praised and recognized
for both big and small
things.
Write your
coworkers notes and emails encouraging them
and acknowledging them
when they do a great job
or even when you notice
positive growth. Let the
“higher ups” know when
an employee or the team do a great job.
Be aware when morale seems to be low or when people
In Overcoming the Five Dysfunctions of a Team, Patrick Lencioni
offers specific and practical guidance for overcoming the Five Dysfunctions—using tools, exercises, assessments, and real-world examples. The author examines questions that all teams must ask
themselves: Are we really a team? How are we currently performing? Are we prepared to invest the time and energy required to be a great team? Written concisely and to the point, this
guide gives leaders, line managers, and consultants alike the tools
they need to get their teams up and running quickly and effectively.
 Absence of trust—unwilling to be vulnerable within the group
Fear of conflict—seeking artificial harmony over constructive (passionate debate)
 Lack of commitment—feigning buy-in for group decisions creates ambiguity throughout the organization
 Avoidance of accountability—ducking the responsibility to call peers on counterproductive behavior which sets low standards
 Inattention to results—focusing on personal success, status and ego before team success
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Change Within
the Workplace Is
Inevitable:
How Staff Will
Cope is Uncertain
Your EAP provides a training for
work groups called Facing the
Challenges of Change. This training addresses coping skills that are
necessary to avoid burn-out, acting
out, and serious illness when employees are asked to make major
adjustments. It provides practical
steps to deal with stress that can
accompany change. Our training
is augmented with clips from Ben
Bizell who is an entertaining national speaker whose clever presenting style keeps attendees
laughing, nodding, and commenting.
Grumblings in the workplace, sarcasm, and snippiness regarding upcoming change can quickly lead to
negative morale. We have choices
about how we react to change and
to what level we participate in any
negativity that surfaces. Supervisors who provide guidance, thorough explanations, and predictability can help employees work
through change. If employee questions like - the when, why’s and
how’s of the changes - aren’t answered, anxiety and fear are likely
to develop. And with any major
change, stages of grief will likely
affect staff members.
Denial,
shock, bargaining, anger, and de-

pression can surface at any time.
routines and familiarity in-check
These adjustment stages are nor- despite work changes.
mal and necessary. They are part
of the healing process.
Lastly, all emotions are acceptable;
all behaviors are not. We all need
There are also steps related to the steam valve releases for our pent
intellectual acceptance and emo- up energy or over-anxiousness.
tional acceptance of change. We During times of high stress, extra
shouldn’t beat ourselves up as we care needs to be taken to ensure
adjust to the change process; it that we are utilizing the steam
valves at our disposal. Are you
walking thirty minutes most days?
Are you going to the gym? Have
you met with your mentor this
month? Have you found the meditation or mindfulness activity that
best suits you? Have you seen
your EAP counselor? Have you
asked your supervisor for clarification of tasks and time-lines? These
activities are all things you have
within your control.

takes time. Fear and anxiety about
the known and unknown during the
change process can take a toll on
our emotions. Therefore, any normalcy that we can create for ourselves is beneficial. Extra attention to our home life and hobbies
outside of work in order to keep
things ‘status quo’ can help adjustments at work. Examples include
regular routines, family activities,
church, exercise, and vacations.
Also, small special things in your
life need to be purposefully held
on to. Whether it is your preferred
cup of coffee, the blanket that your
grandmother made for you, your
hobby of choice or a social circle,
all of these play a role in keeping
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Be a pioneer. Accept the things
you cannot change, have courage
to change the things you can. Pat
yourself on the back. Keep your
life away from work predictable
and invigorating. Change is inevitable, but we can choose how we
respond to change, for the better.

~Sean Pitman, LCSW

plaint instead of throwing back a
verbal barb. So is this bullying
or just a supervisor’s inept way
of problem solving? Maybe
both. But the real question is,
“How can supervisors be empowered to deal with complaints
“A boss creates fear, a assertively and respectfully?
leader confidence.” says Russell Ewing. And certainly when a
supervisor uses the threat, “Just
be glad you have a job,” fear is
created in the employee to
whom the supervisor directs that
statement. It’s like a kick in the
teeth! And threats are a form of
violence intended to inflict harm.
If a supervisor tries to engender
gratitude from the employee by
Training- If you don’t know
using this kind of statement, she
how to do something,
is missing the mark completely.
LEARN. Take a class.
This type of statement actually
Read a book. Watch a
makes employees feel diminvideo. If you are chalished and demoralized.
lenged by dealing with
conflict and complaints,
If a tiger is chasing you, then
study a model that
it’s appropriate to run away,
would be helpful to you.

Just Be Glad
You Have a
Job!

but you don’t get to run away
from your boss.” ~Rebecca
Shannonhouse, Is Your Boss
Making You Sick?, Health &
Science

Many times people become supervisors
because
they’ve
demonstrated a proficiency in a
certain set of skills and not always because they’re good with
people. Self-awareness, good
communication skills, and compassion for employees are all
important skills needed to be a
good leader. This statement
may be a supervisor’s response
to complaints by an employee
even when the complaints are
legitimate. A good supervisor
attempts to address the com-

passionate and willing to
hear what they have to
say.
Lead by example- Give
your employees something to emulate. Commitment to the mission of
your workplace, respectful behavior, and ethical
decision-making
improves your credibility
and provides an example
for others to follow.
Also, the EAP is a great source
for supervisors. EAP counselors
meet with supervisors to help
them build skills needed for their
supervisory role, problem solve
specific situations with their
workgroups and develop strategies to strengthen relationships
with their employees. The EAP
is a phone call away!

Sometimes we need
someone to turn the
Mentor- Find a mentor. Hav- flashlight on for us. Othing someone whom you er times, we need to turn
respect and trust pro- it on for others.
vides guidance and feedback that is invaluable. A
mentor can help you
problem solve by understanding your strengths
and weaknesses and
providing you with insight
and inspiration.

Be supportive- Employees
are often asked to do
more with less…less
money, fewer resources,
less staff, and decreased
benefits. You will not be
able to solve all of their
problems, but listening to
their concerns lets them
know that you are com4

~Lizzie Velasquez

~Rebecca Vercher, LCSW,
CEAP

Is It Supervision or Is It

What about accountability? What happens when you
see that an employee is struggling with their work,
their productivity has fallen off, or they are missing in
action? Discipline has a place, of course, but if it is
Do you struggle with employees you supervise? It’s grounded in relationship, it can be handled with gentlepretty much a given, at some point in your work life. ness and genuine caring.
If you supervise, you will struggle. The more important question: do you give your employees supervi- Most of us don’t want to be micromanaged, but we do
sion or do you leave them alone and discipline when want to get feedback on the work we do, we want to
improve, and we want to feel valued. Your supervision
they don’t do well?
can make a positive difference for your employees and
Reflective supervision is a way of supporting your for the work you do together.
employees through a process that encourages their
growth and confidence. Employees perform best when
given positive, constructive feedback coming from a
strength-based perspective. That is, the supervisor
looks for and plays to the strengths of their employees.
When there are problems, the supervisor and employee
work together to create a plan. The healthy workplace
is an environment in which each employee feels competent and able to build on their strengths and voice
their ideas.

Discipline?

When a supervisor is reflective, they are listening, asking questions, and nonjudgmentally seeking to know
their employees’ dilemmas and challenges. If employees are seen as experts in their work and feel supported, they will grow and learn. If they are encouraged to
use critical thinking skills and solve problems for
themselves, micromanagement usually will not be
needed.
If you believe that supervision is valuable, keep a regular schedule of individual appointments with your employees. If that feels daunting, consider just 30 minutes
once a month and see how it goes. If you listen to your
employees and come to know their stresses and their
capabilities, they will feel comfortable sharing challenges with you, and they will go above and beyond to
carry out their tasks.
The reflective supervisor listens deeply. This sets the
tone between supervisor and employees and allows the
supervisor to come to know the unique qualities of
each employee. Reflective supervision requires that
you create a safe, protected, reliably recurring space
that becomes the setting in which there is authenticity
and genuine interest in exploring the deeper context of
the work you are doing together.
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~ Betsy Johnson, LCSW

Help! I Work with
Difficult People!
“The single biggest
problem in
communication is the
illusion that it has taken
place.”
~George Bernard Shaw

I have heard it said that it is rarely the
work itself that makes a job unpleasant or stressful. Rather, the problem
stems from “working with difficult
people.” Success in the workplace
depends heavily on how people relate
to each other. Studies show that 6080% of the difficulties experienced in
organizations arise from strained, under-productive relationships between
employees. These challenging work
relationships can cause serious problems for both the organization and the
individual employee. While the organization may experience lower
productivity, the result for employees
is often burnout, anxiety, depression
or even physical illness.
Harmonious relationships and effective communication are essential to
success and satisfaction in the workplace. To achieve this, we must first
keep in mind that we cannot change
other people. We only have the power
to change ourselves! We are all
guilty of negative tendencies from
time to time and we may well have
resorted to using negative strategies
when attempting to deal with difficult
people. We can find ourselves engaging in the same behaviors we detest in
others. We can find ourselves being
the manipulator, the whiner or the
attacker.

Manipulation is a stance that attempts
to influence another’s behavior
through secrecy or deception. For example, if you pretend to agree with
someone in order to gain favor or advantage, you are engaging in manipulation. Ultimately, manipulators lose
the trust and good-will of coworkers
and damage their own reputations.

share our personal point of view, we
foster trust and connection with others.

Take Responsibility – By taking ownership of our own actions and reactions, we leave behind the powerlessness of the victim’s role. By expressing our own needs and communicating directly with others, we forge
Whiners complain without making healthier, more productive relationany attempt to improve the problem. ships.
They are playing the role of victim.
Whining may take the form of com- Extend Respect – It is essential that
plaining to make others feel guilty or we treat others with understanding
gossiping about someone to negative- and patience rather than resorting to
ly influence the opinion of others. personal attacks. Respect honors the
When we use this approach, we run differences among people. Both listhe risk of losing the esteem of others tening well and allowing others to
and we may end up under attack our- solve their own problems are key to
demonstrating respect. If we give up
selves.
the illusion of always being right and
in control, we are able to cooperate
instead of attack.
At the root of most conflicts there are
relationship issues. We all have deep
feelings about how we are treated by
others. The inevitable result of using
unhealthy strategies is that we make a
bad situation worse – worse for ourselves, worse for our coworkers, and
worse for the organization. By consistently using approaches that are
authentic, responsible and respectful,
we can begin to gain the cooperation
Attacking is the repeated expression and esteem of others for a more satisof anger and frustration to further a fying work experience.
personal agenda. Someone in attack
Emily Durham, LPC, CEAP
mode may use criticism, blame or
condescension to gain the compliance
of others. Attackers fail to earn the
respect and cooperation of others and
undermine their own position.
Each of these practices can be remedied by replacing them with three
principles of assertive communication:
Be Authentic – Take time to be honest rather than manipulative. When
we openly acknowledge reality and
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Get unstuck with best practice skills for high-stakes interactions.
The authors of Crucial Conversations didn’t set out to write a book
on communication; rather, they began by researching the behaviors of
top performers. They found that
most of the time, top influencers
were indistinguishable from their
peers. But as soon as the stakes grew
high, emotions ran strong, and opinions differed, top performers were
significantly more effective. What the authors observed
during this study and captured in this runaway bestseller is
a distinct and learnable set of skills that produce immediate results.
More than 2 million people and 300 of the Fortune 500 have used the skills in Crucial Conversations to successfully navigate life’s most challenging conversations.
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Arkansas Employee Assistance Program (AEAP) is a benefit provided
by your employer. Your employer contracts with AEAP as a result of a
commitment to the well-being of valued employees.
The EAP provides counseling, information, and referrals for employees
and their immediate family members. EAP’s are ideal for individuals
and families experiencing personal distress, or simply seeking to improve health and well-being.



Short-term, solution
focused counseling

AEAP has offices in Little
Rock, Hot Springs, Ft. Smith,
and Fayetteville as well as
affiliate providers throughout the state of Arkansas.
Please feel free to contact us
if you wish to make an appointment with any one of
our counselors.

501-686-2588



Free

800-542-6021



Confidential

http://eap.uams.edu/
5800 West 10th Street, Suite 601
Little Rock, AR 72204-1761

HELPFUL WEBSITES
How Toxic is your workplace quiz: www.appreciationatwork.com/toxic-workplacequiz/
How Happy is your Team Member: https://www.mindstools.com/pages/article/happyteam-member-quiz.htm

www.uams.edu/eap
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