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Whether due to a  
challenging market, 
an unfamiliar cul-

ture, or a resistant client, EAP 
has faced and will continue to 
face barriers in the provision 
of our services. This issue of 
the Journal presents ideas from 
many perspectives about how 
to overcome these barriers by 
understanding more about those 
with whom we work.

We begin with some perspec-
tives on offering EAP services in 
Latin America. Eduardo Lambardi 
and Jenny Espinoza describe 
how identifying and meeting the 
specific needs of these popula-
tions can help to mitigate cultural 
and operational barriers and keep 
EAP relevant and vital in this rap-
idly growing market. Jenny also 
examines the lessons learned in 
Venezuela, a nation where deliver-
ing expatriate EAP services has 
proven to be difficult due to cul-
tural differences. Understanding 
the local culture and keeping the 
EAP strong in terms of diversity is 
also crucial to providing effective 
EAP services in other countries. 
Bente Sternberg discusses this in 
her article about introducing EAP 
in Vietnam. 

Apart from the international 
focus, there are other interesting 

topics presented in this issue. 
Bernie McCann, Deirdre Hiatt, 
Vanessa Azzone, and Elizabeth 
Merrick discuss key findings and 
trends from a five-year research 
project that identified employers’ 
purchasing preferences and the 
relationship between workplace 
factors and EAP utilization. 
Tamara Cagney presents some 
outside-the-box ideas for making 
supervisor referrals more  
frequent and more effective.

To round out the impressive 
list of articles in this issue, our 
regular contributors, Marina 
London, Sandra Nye, and 
Jeffrey Harris, offer insight-
ful and practical advice in their 
respective columns.

As an important note to  
members, we have some 
great news about the Journal. 
Retroactive to the first quarter 
issue of 2012, an electronic  
version of this magazine is now 
available on the EAPA website  
(to EAPA members only). The 
intent is to make the Journal 
available more quickly to mem-
bers who may not receive it in 
a timely manner via snail mail. 
(Members will still continue to 
receive their print copy.) The 
new feature allows EAPA mem-
bers to view a complete copy of 

the magazine online. Individual 
articles had already been available 
in the archive going back to 2005. 
This feature will continue, as it 
enables readers to search content. 
To access both the electronic issue 
and the archive, visit the EAPA 
website, www.eapassn.org. v

|By Maria Lund, LEAP, CEAP



First Funded Research Projects Are Underway

Our first round of funded research seeks to describe the state of the EA field, both 

in the US and abroad. We currently have two grantees studying how EAPs are 

utilized and functioning:

v  Institute for Stress & Work and the University of Leuven in Belgium are 

examining the state of EAP in continental Europe. 

v  The National Behavioral Consortium, based in Baton Rouge, LA, is studying 

basic metrics and characteristics that best describe external EA providers. 

The results of these two research projects are expected to be published in 2013.

The Next Call for Proposals: Outcomes

This year the Foundation will issue its next call for proposals, focusing on examining 

the effectiveness, or workplace outcomes, of EAPs. There will be a single grant 

award of up to $100,000. For more information, go to www.earf.org

Add Your Name to Our List of Donors

The Foundation is pleased to have received nearly half a million dollars in cash 

and in-kind contributions. The EARF extends our deepest gratitude to the following 

donors: 

v Chestnut Global Partners

v Harris Rothenberg, International

v New Directions Behavioral Health

v Optum Behavioral Health Solutions

v Perspectives Ltd

A matching grant from the Tisone Family Trust will allow you to double your 

contribution.

By supporting the EARF you can show your commitment to advancing the 

professionalism and viability of the EA field and ensure a better understanding of 

the effect of EAPs in today’s workplace. Please join us in influencing and inspiring 

with evidence the power of EAPs to transform individual lives and maximize 

employee contribution to organizational success.

2001 Jefferson Davis Highway, Suite 1004     •     Arlington, VA 22202     •     703-416-0060

www.eapfoundation.org

v Psychcare

v Tisone Family Trust

v ValueOptions®

v Claremont Behavioral

v Various Individuals

Growth and 
Accomplishments:
A Brief  
Progress Report

EARF is the only 

organization dedicated to 

promoting and promulgating 

rigorous research in the 

EA field. The time is now 

for those in the employee 

assistance (EA) field to 

invest in solid research 

to examine our diverse 

practices and advance 

the most efficacious 

approaches. 
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Latin America is evolving 
in different ways. The 
population is increasing, 

and the EAP market in these 
countries is also growing – 
although there are also challenges 
in offering these services that 
need to be addressed.

According to the World Bank 
(International Monetary Fund, 
2012), the population of Latin 
America and the Caribbean nations 
will increase more than 25%, from 
508 million to over 620 million 
people by 2015. 

The region shows signifi-
cant EAP growth opportunities, 
matching the expected economic 

progress of the area. In the area 
of employee assistance, Latin 
America currently represents 
between 5%-10% of the global 
market for some worldwide sup-
pliers, occupying third place 
after India and China among the 
external market suppliers based in 
North America. 

In recent years, EAP global 
markets have developed exten-
sively in the United States, 
Canada, the United Kingdom 
and Australia. In Latin America, 
Brazil, Argentina, Chile and 
Mexico are the four countries 
where more development is 
occurring, due to the increasing 

number of companies that have 
started implementing EA initia-
tives. The use of EAP services in 
these countries is also increasing 
overall, which in some areas is 
reaching a 10% level of use annu-
ally (among the total employee 
population). This surpasses 
the international benchmark of 
3%-5% annually, which is typical 
of other markets. 

In contrast, Colombia, Peru and 
Venezuela are countries where the 
EAP market is still under develop-
ment, while the Caribbean and the 
rest of the Latin American coun-
tries, such as Ecuador, seem to be 
emerging markets in this contest. 

Challenges
 Customizing services – EAP 

vendors must develop customized 
services in a complex global mar-
ket – and in a manner that is both 
relevant in the language of the 
employees who are being served, 
and which is also culture-sensitive 
(Pompe, 2011). This development 
is occurring in a context that is 
changing – socially, politically, 
and economically.

And yet, when multinational 
companies decide to offer an EAP 
globally or when employee assis-
tance programs are implemented 
domestically – and this is hap-
pening with increasing frequency 
– the program is inherently very 

|By Eduardo Lambardi & Jenny Espinoza

EAP in Latin America
Developing Customized Services  

in a Global Market
“…specialized services have opened the door to EAP services in general…”
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well received. That’s because 
EAP is perceived as a means of 
accessing professional counseling 
and other services that are other-
wise expensive and restricted to 
only certain sectors of the popula-
tion. In general, the limited pur-
chasing power and the high fees 
of legal and financial profession-
als (about USD $100 per hour) 
make this area of EAP and Work/
Life service an attractive benefit. 
Indeed, these kinds of specialized 
services have opened the door 
to EAP services in general – and 
in many organizations in Latin 
America, individualized services 
have become the backbone of 
program use, with up to 60% of 
total EAP consultations occurring 
in legal and financial areas.

 Poverty – Poverty is another 
challenge to expanding EAP ser-
vices. Among Latin American 
countries, the segment of the 
population that is below the pov-
erty line varies widely between a 
low of 13% and a high of 60%. As 
expected, the ranking of countries 
with higher percentages of the 
population in poverty coincides 
with the group of countries where 
EAPs are less developed (i.e., 
Bolivia, Honduras, Guatemala, 
Nicaragua.)
 Health care and mental 

health care – Factors related to 
the health system are also driv-
ing the demand for mental health 
counseling – and thus for EAP 
counseling services. During the 
launch or sales phase of a new 

EAP, a common question among 
EAP champions (i.e. organiza-
tional leaders) and employees 
relates to the relationship between 
the service and the local health 
system – in the hope that the EAP 
can cover some of the deficien-
cies. With few exceptions, the 
health systems of these regions 
have many deficiencies related to 
a lack of resources. Consequently, 
the EAP is expected to assist the 
employees or their family groups 
in reaching the health services that 
otherwise would not be accessed.

For example, in countries 
such as Venezuela, Mexico and 
Colombia, many people cannot 
afford mental health care, which 
is not covered by the Social 
Security plans. To make matters 
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worse, the public resources that 
are available for mental health 
care are insufficient and lengthy 
waiting times are typical. This 
means it can often take months 
before a person may access the 
public counseling service. 

The most recent figures pre-
sented by the World Health 
Organization (WHO, 2011) show 
that over 60% of people who live 
in countries with low-income lev-
els (such as Bolivia, Ecuador, El 
Salvador, Guatemala, Honduras, 
Paraguay, and Nicaragua) are not 
protected by policies or legislation 
on mental health issues. In com-
parison, only 8% of countries with 
high-income levels (such as the 
United States, Spain, Switzerland, 
and Sweden, among others) lack 
this legal framework. 

The WHO reports that an aver-
age of $2.00 (US dollars) is spent 
globally on mental health per 
person per year, while the average 
in low-income countries is barely 
$0.25 (thus, only one eighth as 
much money).

In this context, how is it pos-
sible to maintain these prices and 
the quality of the services for men-
tal health and related issues? This 
financial context presents a formi-
dable challenge for EA suppliers 
in low-income countries in order 
to offer a local EAP model that 
is: both culturally sensitive and 
flexible; that has ample coverage 
for both the employee and his/her 
family, with up to six counseling 
sessions per case; and maintains 
low costs to the purchaser of the 
EAP service. 

Another challenge lies in pro-
viding quality EAP services that 
includes covering specialized 

treatments (such as for addictions) 
in areas where resources are either 
limited or non-existent due to eco-
nomic pressures. In these cases, 
psycho-education is essential – in 
terms of the program’s scope, 
and the expectations for clinical 
follow-up and case management, 
both of which help overcome 
obstacles so that people are able 
to use specialized resources when 
they are available. 

Future Overview
Overall, these challenges could 

be considered overwhelming, or at 
least discouraging, to those inter-
ested in providing EAP services in 
Latin America. Nonetheless, the 
population covered by employee 
assistance programs has grown 
to such an extent that it has qua-
drupled (over the past three years) 
in countries such as Mexico and 
Costa Rica. This is consistent with 
the 2011 Towers Watson report 
on employee benefits in Latin 
America. After analyzing the 
risk management of the region’s 
workforce, this report concludes 
that many Latin American compa-
nies are ready to, and capable of, 
expanding in spite of global eco-
nomic challenges. The report goes 
on to highlight that the success of 
such benefit programs will rely on 
their ability to identify the critical 
needs of employees and to simul-
taneously define the strategies 
necessary to ensure that they are in 
line with business priorities. 
 Workplace wellness – 

Similarly, the 2012 Insurance 
Market Report for Latin America 
(Marsh & McLennan, 2012) 
shows that a key driver of hav-
ing a healthy workforce despite 

economic pressures is to encour-
age the use of workplace wellness 
programs. These programs seem 
to be a way for employers to  
control costs and mitigate expense 
fluctuations. 

According to the report, the 
approach that some companies 
have taken on health manage-
ment involves using simple tools 
to identify health risks and costs. 
Wellness programs have been 
identified as an effective way of 
motivating employees in becoming 
responsible for their own health. 
The outcome is targeted to increas-
ing productivity and to reducing 
health service costs. 
 Human capital – Latin 

America is also affected by 
problems connected to human 
capital – in other words, 
employers’ increasing need 
to retain talented employees. 
In this context, the employee 
assistance program (in its full 
format, including employee 
assistance work/life, legal and 
financial services) becomes a 
powerful and innovative tool for 
employers. The EAP, in turn, 
improves employees’ satisfac-
tion and productivity while 
strengthening feelings of loyalty 
and fellowship.

Future Challenges
Beyond the socio-economic and 

political conditions that affect the 
context in which EAP is developed 
in Latin America, the EAP service 
itself poses certain challenges. 
Potential solutions are as follows:
 Deconstruct the services 

offered so that the service 
responds to the needs of a market 
that takes into account fluctuations 
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and short-term crisis cycles. The 
service should always offer control 
of expenses and maximize advan-
tages so that the EAP improves the 
benefits plan for its customers. 
 Request that the workforce is 

aware of the benefits plan that is 
purchased. The company needs to 
provide more and better commu-
nication campaigns, promotional 
materials, and the use of technol-
ogy to access it.
 Customize the content of EAP 

offerings to match the needs and 
values of the local cultural context, 
rather than forcing EAP concepts 
and practices developed in North 
America (Pompe, 2011). v 

Eduardo Lambardi is Founder & Director 
of EAP LatinA Corporation S.A., a com-
pany delivering employee assistance 

services throughout Latin America. 
Eduardo’s professional background is 
clinical psychology, with a master’s degree 
in cognitive therapy. He has 15 years of 
experience working with national and 
multinational companies in most of the 
Latin American Spanish-speaking  
countries. He can be reached at  
elambardi@eaplatina.com. 

 
Jenny Espinoza is Regional Account 
Manager at EAP LatinA Corporation. 
Jenny’s professional background is  
clinical psychology, with a master’s degree 
in health psychology. She channels efforts 
to ensure client satisfaction of regional 
services, bridging operations with global 
partners when delivering EA to multina-
tional companies. She can be reached at 
jespinoza@eaplatina.com.

References

International Monetary Fund. (2012). 
World Economic Outlook Update. 
Washington: IMF. Available from: 

http://www.imf.org/external/pubs/ft/
weo/2012/update/01/

Marsh & McLennan Companies. (2012). 
Navigating the Risk and Insurance 
Landscape. Multinational Insurance 
Market Report 2012. Available from: 
http://usa.marsh.com/Portals/9/
Documents/1807NCN2012IMR-
MultiNA.pdf

Pompe, J. C. (2011). The State of Global 
EAP: A Purchaser’s Perspective. 
Journal of Workplace Behavioral 
Health, 26(1), 10-24.

Towers-Watson (2011). Workforce 
Risk Management Key to Latin 
American Companies Global Growth. 
Unpublished report available from: 
http://www.towerswatson.com/assets/
pdf/5334/Towers-Watson-Viewpoints-
Article-Multilatinas.pdf

World Health Organization. (2011). Mental 
Health Atlas 2011. Geneva: World 
Mental Health Organization. Available 
from: http://whqlibdoc.who.int/publica-
tions/2011/9799241564359_eng.pdf

newsbriefs

Social Media  
Training is Lacking

A survey from the Society for 
Human Resource Management 
(SHRM) shows few employees 
tasked with social media duties are 
trained to do so by their employer.

The Social Media in the Workplace 
survey shows that 73% of employers 
do not provide social media training 
to employees engaged in social media 
outreach to external audiences.

The survey defined social media 
services and multimedia platforms 
to include Facebook, LinkedIn, 
Twitter, and YouTube. Also included 
is MySpace, Foursquare, Second Life, 
photo-sharing applications, and video-
sharing sites other than YouTube.

Those organizations that use 
social media tend to use four sites: 
Facebook (45%), LinkedIn (34%), 
Twitter (28%), and YouTube (18%).

Most human resource profession-
als report social media to be only a 
“somewhat effective” mechanism.

The lack of social media training 
may explain the low marks for effec-
tiveness. Few HR professionals rated 
social media as a “very effective” 
mechanism for achieving goals such 
as sharing content, improving brand 
awareness, or increasing website traffic.

Employers Urged to
Implement EAPs

The Malaysian Mental Health 
Promotion Advisory Council urged 

Malaysian employers to introduce 
EAPs into the workplace. The 
Council explained that EAPs not 
only impact the overall efficiency 
of an organization, but also can 
help in boosting the overall devel-
opment of the nation. 

In the last two decades, suicide 
rates in Malaysia have increased 
significantly, and many countries 
are facing mental health issues in 
the workplace.

According to Top News You 
Can Use, Australia is another of 
the nations, which are in need of 
introducing programs for boost-
ing mental health awareness in 
workplaces.



| JOURNAL OF EMPLOYEE ASSISTANCE | 3rd Quarter 2012 |•• • • • • • • • • • • • • • • • • • • • • • • • • • • | WWW.EAPASSN .ORG |

10

Client’s Rights & a 
Professional’s Values

|By Sandra G. Nye, J.D., MSW

legallines

Can an employee assistance 
professional refuse to 
serve a client based on 

religious principles?
The EAPA Code of Ethics and 

similar codes of the various help-
ing professions specifically pro-
hibit discrimination based on race, 
color, ethnicity, religion, national 
origin, culture, marital status, edu-
cation, political affiliation, disabil-
ity, gender or sexual orientation, 
age, marital status or education.

The EAPA Code specifically 
requires that EA professionals 
“under all circumstances, comply 
with all relevant legislation and 
applicable employment law con-
cerning ... discrimination.” Further, 
EA professionals are expected to 
“value the organization that provides 
the contracted services and the cor-
responding needs, right, directives 
and mandates of the organization.”

Walden v. CDC Case
On Feb. 7, 2012, the U.S. Court 

of Appeals for the Eleventh Circuit 
decided the case of Walden v. 
Centers for Disease Control and 
Prevention. Marcia Walden was 
employed as an EAP counselor 
by a contractor that provided EAP 
services to the Centers for Disease 
Control and Prevention (CDC), a 
federal agency based in Atlanta, 
Georgia. The contract provided 
that EAP services be provided to 

all CDC employees “regardless 
of the nature of their personal or 
organizational issues related to 
work or life,” and that Ms. Walden 
adhere to principles of inclusion 
and diversity. Further, CDC could 
require the removal of any con-
tract employee who was found to 
be unfit for performing services.

Ms. Walden, who described 
herself as “a devout Christian 
who believes that it is immoral 
to engage in same-sex relation-
ships,” stated that she felt prohib-
ited from counseling gay clients 
on relationship issues. She stated 
to a gay client that she could not 
provide counseling because of 
her own “personal values” and 
referred the client to a colleague. 
The client – upset and feeling 
“judged,” “condemned,” and dis-
approved of – complained to a 
manager. Attempts by management 
to get Ms. Walden to “alter her 
approach” in such matters or take 
another job with CDC were unsuc-
cessful. Ms. Walden then sued the 
CDC, the contractor and several 
officials, saying that she was 
deprived of her First Amendment 
and Religious Freedom 
Restoration Act (RFRA) rights to 
exercise freedom of religion.

Government officials are pro-
tected by the doctrine of “qualified 
immunity” from monetary liability 
for conduct that does not violate 

clearly established statutory or 
constitutional rights, which include 
claims for violations of RFRA. 
The appellate court found that both 
government and private employers 
need a significant degree of con-
trol over their employees’ words 
and actions in order to make deci-
sions regarding employment and 
relationships with contractors.

When an employee or contrac-
tor’s free exercise rights constitute 
a significant factor in termination 
of employment or a contract, a 
balancing test is applied to deter-
mine the First Amendment rights 
of the employee or contractor 
against the interests of the govern-
ment in promoting efficiency of 
public services performed through 
its employees.

Reasonable Accommodation
The Court went on to analyze the 

facts in the case to reach its conclu-
sion in favor of CDC and the other 
defendants. Ms. Walden’s termina-
tion was not based on her religious 
beliefs, but rather her refusal to 
agree to behavioral changes in the 
event of a future similar incident 
with a client. Indeed, the employer 
attempted a “reasonable accom-
modation” in laying her off, rather 
than firing her, thus maintaining 
her employment tenure, as well as 
encouraging her to apply for other 
positions, which she refused to do.
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Employers need not restructure 
a job to accommodate an employ-
ee’s religious needs or otherwise 
directly and negatively impact 
the employee’s ability to perform 
the job. While the employer has a 
duty to reasonably accommodate 
the employee’s religious needs, 
the employee also has an accom-
panying duty to make a good faith 
attempt to accommodate religious 
needs through the offered accom-
modation. Ms. Walden did not 
comply with this duty.

Summary
This case is also highly relevant 

to teaching and training programs, 
including field placements and 
internships. Practice codes are a 
primary source of practice stan-

dards and have significant impact 
on lawsuits in which deviation from 
the standard of care is an issue.

Upset clients, whose mental or 
emotional conditions are adversely 
affected by inappropriate behavior 
on the part of care providers, may 
sue both the employer and the 
employee for malpractice, breach 
of contract, or other torts. This 
suggests a strong and immediate 
need for education and training 
of counseling professionals and 
EAPs, as well as planning, struc-
turing and implementation of rel-
evant policies and procedures.

The Walden case involved both 
governmental and private sector 
employment and provides guidance 
to all employers. It is, as we have 
pointed out, a federal case decided 

in one federal district. Cases may 
be brought in other federal districts, 
which may see things differently, 
but I doubt that the outcomes 
would vary widely. Many states 
have constitutions, statutes, and 
regulations that deal with similar 
matters. Professionals are further at 
risk for disciplinary action by pro-
fessional organizations and licens-
ing authorities as a result of violat-
ing codes of conduct.

Colleagues: We have work to 
do! In addressing these issues, 
both federal and state law sources 
should be consulted. v

Sandra Nye is the author of the popular 
“Employee Assistance Law Book.” She 
may be reached at sandra@nyelawyer.com.
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The Venezuelan Case
Delivering Expatriate EAP Services  

in Culturally Tough Contexts
“…the greater the differences between the host culture and the culture of origin,  

the lesser the individual motivation to adapt during the adjustment stage.”

featurearticle

The changing global job 
market facilitates interna-
tional assignments – and 

with them the expatriation of 
employees and their families, 
who must adapt to a new culture, 
while employers and co-workers 
welcome them and adjust to 
their arrival.

Research has shown that the 
rate of failed expatriations (e.g. 
early return of persons living and 
working in foreign countries) 
varies between 10% and 80%. 
Failed relocations are expensive 
(Briscoe & Schuler, 2004, Vogel 
& Millard, 2008), and it should 
also be noted that the additional 
psychological “cost” of experienc-
ing failure, upon the early return 
of an employee and his family, is 
an intangible price that is difficult 
to estimate.

Failed expatriations are an all-
too-frequent scenario in the human 
resource departments of interna-
tional oil companies – an industry 
that is one of the largest employers 
in terms of worldwide work assign-
ments. At the same time, the oil 
business is also key to the domestic 
economy and the target of many 
political conflicts in certain coun-
tries, such as the South American 
nation of Venezuela. 

In Venezuela, massive reserves 
of extra heavy crude oil have 
been recently discovered. In 
fact, it has become the second-
largest oil reserve in the Western 
Hemisphere. This ranking, and 
the previously described con-
text, make failed expatriations an 
important scenario to consider in 
this country.

Much has been written about 
the basic problems of interna-
tional assignments: the use of 
inadequate selection and training 
methods, as well as inadequate 
compensation that influences the 

process of expatriate adjustment. 
Nonetheless, a decline in work 
productivity and related family 
conflicts continue to be serious 
problems in the oil sector and 
in the general context of global 
businesses. 

U-Curve Theory
Trying to understand similar 

scenarios and processes has led to 
important concepts that date back 
to the 1950s. Based on the empir-
ical work started by Lysgaard 
(1955), the U-curve model was 
created, which has become the 
most cited in cross-cultural 

|By Jenny Espinoza

U-Curve Theory of Cross-Cultural Adjustment

Source: EAP LatinA. Design by: Contacto Producciones 
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adjustment research. Later on, the 
work of Black and Mendenhall 
(1991) and Black, Mendenhall, & 
Oddou (1991) suggested revising 
and delving deeply in the theo-
retical framework as a guide for 
future research. 

The U-curve theory is focused 
on different adjustment stages. 
It first describes the change that 
goes from the expatriate’s ini-
tial emotion and expectation at 
the prospect of the new culture 
(Honeymoon). As time goes by 
the enthusiasm fades, and the per-
son feels stressed and has physi-
cal and psychological symptoms 
(Culture Shock). The adaptation 
to the new culture then emerges 
(Recovery). Finally, new strate-
gies to deal with the new envi-
ronment are learned, which is 
what allows expatriates to work 
efficiently in the new culture 
(Adjustment).

The different stages suggest 
different transitions and progress 
in understanding the local culture 
and the perceived quality of life. 
As Black et al. (1991) suggest, the 
greater the differences between 
the host culture and the culture of 
origin, the lesser the individual 
motivation to adapt during the 
adjustment stage. This process can 
be even more complex in areas 
perceived as hostile due to the 
socio-political environment. 

Which is the Missing Piece?

Some authors assert that the 
previously mentioned stages do 
not apply to all expatriates – nor 
does the length of each stage or 

the intensity with which they are 
felt – since they vary from person 
to person (Black et al., 1991.) 
Along these lines, beyond indi-
vidual differences, what happens 
in other contexts?

• What additional variables 
intervene in other relocation 
destinations?

• How can the EAP assist expa-
triates and their families who 
are trying to adapt to a coun-
try from which many people 
want to leave?

• How should assignees be pre-
pared to relocate to Venezuela, 
a country experiencing an 
emigration trend known as 
“brain drain.” (Brain drain is 
the large-scale emigration of 
a large group of people with 
technical skills or knowledge.)

Today, the integrative models 
of cross-cultural adjustment seek 
to integrate several theoretical per-
spectives in order to compile the 
different components of the adjust-
ment process. On the one hand 
are the variables connected to the 
stage before leaving the country 
of origin (selection process, train-
ing before departure, and previous 
experiences abroad). Conversely, 
there are issues connected with the 
stage after the arrival to the inter-
national assignment, where factors 
related to the context and to the 
new job intervene. 

In the latter areas in particu-
lar, that is, work-related aspects, 
authors such as Aycan (1991, 
2008) have stressed how the 
process may depend on not only 
the employee´s skills but also on 

the organizational support he/
she receives before, during and 
after the relocation. From this per-
spective, there are organizational 
variables (clear role, available sup-
port for the expatriate and his/her 
family, assistance with logistics) 
and individual variables (social 
skills, coping strategies and self-
efficiency among others). 

Last but not least are the non-
work-related factors (novelty of 
culture and family’s adjustment 
process). Since these factors are 
not directly connected to the work 
context, many of them have been 
delayed or minimized when deal-
ing with relocations. 

The degree of adjustment does 
not imply conformity with the host 
culture. Rather, it is due to the 
comfort and level of satisfaction 
toward the new environment, the 
results of experiences with local 
residents, or the difficulties with 
other aspects of the new environ-
ment (Black & Mendenhall, 1991). 

In this sense, there are 
socio-cultural aspects of life in 
Latin America, particularly in 
Venezuela, which expatriates 
relocated there must face. These 
factors are not within the immedi-
ate scope of the employer or the 
assignee – even though adjusting 
to different life standards can  
be challenging.

When considering the reluc-
tance/resistance of a prospective 
expatriate to be sent to a particular 
destination, one of the key con-
cerns revolves around the quality 
of life that he/she will be exposed 
to once the relocation takes place. 
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featurearticle

Few expatriates wish to venture 
to an area that many of the locals 
want to leave. Obviously, this fac-
tor should be added to the many 
concerns related to the demands of 
the new position and the adapta-
tion process of both the expatriate 
and his/her family.

What Makes a Destination/
Region Culturally Tough?

In this sense, current literature 
describes concepts such as cultural 
toughness, in other words, cross-
cultural adjustment that is not 
directly connected to the job. 
Cultural toughness refers to the 
life standards in the host coun-
try, which may interfere in the 
adjustment process as follows: 
the greater the discrepancies 
between the country of origin 
and the host country, the greater 
the difficulties to adjust.

     
Many organizations seek 

guidance from their employee 
assistance provider to plan expa-
triations and to start a preparation 
process that will continue once in 
the new destination. From this per-
spective, as employee assistance 
professionals:

• Are we paying enough atten-
tion to these variables?

• Do we incorporate them into 
the training program?

• Do we have sufficient cul-
tural understanding about the 
regions where expatriates are 
being relocated?

Including expatriates in foreign 
branches may improve connec-
tions among nations, but, in some 

regions, particularly in Latin 
America, the political environ-
ment interferes with or makes 
potential connections more  
difficult and in fact has a negative 
impact on the relations among 
the host country, the local busi-
ness, and other groups of interest 
(Boyacigiller, 1991).

 
Similarly, situations such 

as political discrimination and 
expropriations may interfere 
with foreign investment, limit-
ing operations and making the 
destination where they are based 
a hostile location tarnished with 
uncertainty. 

The economic and political 
crisis in Venezuela has played 
a major role in the change of 
emigration patterns. The main 
reasons for the aforementioned 
“brain drain” include poverty, 
political instability, unemploy-
ment, insecurity, violence and 
the search for a higher qual-
ity of life (Migration in the 
Americas. O’Neil, Hamilton and 
Papademetriou, 2005).  

 
As if these factors aren’t 

enough, the deficiencies of the 
health system presents yet another 
challenge. Expatriates and locals 
must look for alternatives due to 
the scarcity of special resources, 
which are limited due to eco-
nomic pressures. In Venezuela, 
many people cannot afford private 
mental health services, and the 
service provided through tax-
based funding resources usually 
implies untimely answers that 
worsen the situation or lead to 
abandoning treatment.

In this sense, it is necessary 
to handle the expectations that 
are generated about the EAP’s 
willingness to fill in these blanks. 
Consequently, when referring 
someone to external sources in 
cases of lengthy treatments, the 
EAP provides support and moni-
tors customers by phone until 
they reach the intended resource. 
Helping them reach their goal is 
crucial. Otherwise, this “journey” 
may lead to their getting lost in the 
system or to compromising their 
staying in treatment. 

Learned Lessons in Latin America
 The Expatriate Employee 

Assistance Program (EEAP)  
prevents employees from quitting 
or returning home prematurely, 
thus diminishing the cost  
connected to relocations.

 Part of the costs connected 
to cases of early-return risk are 
based on the expatriate’s deciding 
to stay but “running at half steam” 
despite being in an ideal condition 
to occupy the position for which 
he/she has been assigned. 

 Promotional materials  
about the EAP and the catalogue 
of complementary services 
(talks, workshops, lunch & learn) 
must incorporate activities that 
address the needs of expatriates. 
For instance, safety is a frequent 
topic and has been added to these 
resources through e-flyer cam-
paigns with tips on: “What to do 
in case of a kidnapping”  
or general prevention measures, 
in addition to talks such as: 
“How to handle the psychologi-
cal impact of violence and  
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insecurity in the streets” and 
“Safety measures for women.”

 Concerns about insecurity 
must be addressed before they 
lead expatriates to profound 
isolation, which will limit their 
capacity to interact with and to 
integrate themselves into the new 
environment.

 It is crucial to facilitate 
expatriates attaining community 
resources and accessing legal 
and financial assistance, which 
are very limited due to economic 
pressure. 

Summary
Particularly in culturally tough 

contexts, employee assistance is 
very well received. Integrating 
diversity to the employee assis-
tance program will reveal the 
necessary know-how on cultural 
understanding. 

EAP core technology pres-
ents several practices that define 
the distinctive characteristics of 
providing employee assistance. 
These components include help-
ing employees cope with per-
sonal issues that may interfere 
with job performance – as well 
as providing expert consulta-
tion to supervisors and manag-
ers on using EAP procedures 
for both employee problems and 
management issues (Jacobson & 
Attridge, 2010).

In the region discussed, 
besides offering support to  
expatriates, and their fami-
lies and managers, the EAP is 
expected to support the organiza-
tion as a diverse collective,  
helping them create a work  

environment suitable for receiv-
ing and incorporating expatriates.

Finally, any training before a 
relocation should not be considered 
complete unless cultural toughness 
is considered as a variable in the 
cross-cultural adjustment. 

The EAP’s role is central in 
including the factors that are not 
work-related – as well as in promot-
ing cultural understanding as the 
means to reduce the impact of expa-
triation and in facilitating adjustment 
in international assignments. v

Jenny Espinoza is Regional Account 
Manager at EAP LatinA Corporation. 
Jenny’s professional background is  
clinical psychology, with a master’s degree 
in health psychology. She channels efforts 
to ensure client satisfaction of regional 
services, bridging operations with global 
partners when delivering EA to multina-
tional companies.   
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EAP in Vietnam 
All About Geysers and Banana Trees

“Employees do not take advantage of counseling services, but they will  
attend trainings – and even then, only if they do not conflict with the amount  

of work they are expected to complete.”

featurearticle

In many countries, there are 
a number of cultural and 
other barriers that need to 

be addressed if the potential of 
EAPs is to be fully realized – 
and Vietnam is no different.

Traditionally, psychotherapy, or 
counseling, in Vietnam has been 
looked upon as something for a 
“crazy” person; someone who is 
unbalanced and cannot take care 
of him/herself. Counseling for 
employees in the workplace is 
unthinkable. It would be shame-
ful to seek help; a loss of face. 
Vietnam’s urban growth has been 
phenomenal. The Vietnamese peo-
ple are becoming more and more 
influenced by Western technol-
ogy, ideas, and culture, including 
television, the Internet, and social 
media. Urban Vietnamese, partic-
ularly those in Ho Chi Minh City, 
Hanoi, and Da Nang, are online, 
mobile, and highly connected to 
the modern world. In addition, 
the more sought-after jobs are 
those with global organizations or 
sophisticated Vietnamese entre-
preneurial companies.

Limited Support for EAP
There is only limited sup-

port for the belief that EAP, in 
taking care of the employee, 
will benefit the company finan-
cially. Reduced medical costs, 

lower absenteeism, and higher 
employee productivity are not 
attributed to EAP intervention – 
rather, the Vietnamese see work-
force improvements as more a 
matter of better pay, competition, 
and style of management.

EAP is viewed as a Western 
curiosity that Vietnamese employ-
ees find interesting, and a service 
that brings status since it indicates 
that the company is “modern.”

Employees do not take advan-
tage of counseling services, but 
they will attend trainings – and 
even then, only if they do not 
conflict with the amount of work 
they are expected to complete. 
Self-care is not considered the 
responsibility of the employer. 
Rather, it is thought of as some-
thing private; something that is 
dealt with by the family and cer-
tainly outside of work.

To take “work” time for train-
ing, such as for managing stress or 
balancing work and life responsi-
bilities, is considered imprudent if 
work is pending. Previously, com-
pany time for training was only 
allocated to topics that would ben-
efit management, such as leader-
ship or management training – or 
something that would benefit the 
entire workforce, such as customer 
service. Even then, these types of 
trainings were considered a luxury.

Vietnamese Culture
It is important to keep in 

mind that in a highly contextual 
culture such as Vietnam, dem-
onstrating and receiving respect 
from one’s peers, supervisors, 
and friends is critical to being 
viewed as a member of good 
standing in the community. An 
EAP must add credibility in order 
for the employee to increase his/
her value to the community.

However, with the amount 
of changes occurring in the 
Vietnamese workplace, there are 
some stressful emerging concerns 
that are impacting the well-being 
and performance of employees. In 
the past, loyalty to one’s company 
was valued, but this has been 
replaced by market changes in 
which short-term employment and 
job-hopping are seen as the norm 
in order to secure better pay and 
greater benefits.

I was recently training a group 
of Vietnamese middle managers, 
and the recurring theme I heard 
was they all felt they were at 
the very edge of their skills and 
abilities – and if the work they 
did wasn’t perfect – they would 
be “exposed.”

Geysers
This workplace stress can be 

compared to a geyser. Let me 

|By Bente Sternberg, MSW
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illustrate. Geysers randomly 
shoot expulsions into the sky 
that are predicted only by the 
accumulated pressure that sends 
the boiling, sulfur-filled water 
rising upward. Such “geysers” 
impact Vietnamese employees, 
who suddenly find themselves 
raising their voices, exploding, 
and saying things they regret. 
Individuals standing near the 
“geysers” also feel their effects. 
This not only acknowledges 
uncertainty in the workplace,  
but it also finds these workers  
unpredictably “exploding”  
the work pressure building 
inside them.

To use another metaphor, the 
“ground” (e.g. the work environ-
ment) near a geyser would feel 
like it was moving, but there was 
no stability of how or where to 
take the next steps.

Such pressures are not 
surprising, given the uncer-
tain work environments and 
the volume of changes that 
Vietnamese employees are 
expected to learn. These 
changes, piled onto regular 
duties, and with a lack of  
clarity in communication  
and direction, have been  
overwhelming.

In addition, work changes 
are also accompanied by time 
demands that create new pres-
sures within families. Less time 
with children, parents, and in-
laws produces still further chal-
lenges and anxiety – especially 
since family is the mainstay of 
Vietnamese society. Pressure 
from work being brought into 
the family was unheard of just a 
few years ago.

Banana Trees
Many banana trees are planted 

around rice paddies in Vietnam. 
Vietnamese love this tree 
because they can eat the fruit, the 
tree secures the land that con-
tains the water in the rice paddy, 
and its leaves can be woven 
into many items. The banana 
tree can grow anywhere and it 
doesn’t require much care. It is 
strong, it provides shelter, and 
the trunk can be dug into a canoe 
and taken with you out onto the 
water. In many ways the resil-
ience of the Vietnamese people is 
like a banana tree.

Summary
Any introduction of EAP in 

Vietnam needs substantial teach-
ing and education – as well as 
the counseling and coaching 
skills required for the modern 
world that Vietnam is becom-
ing. Employees need coaching 
to gain the knowledge, practice, 
and experience to be resilient 
under these new working con-
ditions. Respect for resilience 
needs to be the cornerstone for 
any EAP approach.

Counseling and coaching need 
to be presented as a process 
that increases the value of the 
employee to his/her community, 
helps them find inner strength, 
and adds “melody to the har-
mony of the community.” v

Bente Sternberg and her husband, Carl 
Sternberg, PhD, are Americans who 
have lived and worked in Vietnam for 
nearly 10 years. 
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EAP Purchasing Preferences
Study Reveals Key Findings & Trends 

“The two analyses discussed in this article identified purchaser preferences  
and the relationship between workplace factors and EAP utilization.”

featurearticle

Employee assistance profes-
sionals are understandably 
interested in learning more 

about the factors that go into 
employers’ purchasing decisions. 
This article strives to shed addi-
tional light on this complex and 
important topic.

Employer approaches to manag-
ing employee health care benefits 
are strongly influenced by its 
mission, culture, business strate-
gies, workplace rules, and human 
resource practices (Fronstin & 
Werntz, 2004; Roman & Blum, 
2002). These and other organiza-
tional factors may also be associ-
ated with EAP utilization.

There are many options for 
purchasers of EAP services, 
including the number of sessions 
offered, service delivery types, 
non-clinical worksite services, 
and program promotions, all of 
which may impact access to and 
utilization of services. Multi-
employer research efforts are 
important to help understand 
the current EAP marketplace 
(Merrick, Volpe-Vartanian, 
Horgan, & McCann, 2007). 

This article highlights pub-
lished findings from a five-year 
research project, Employee 
Pathways to Substance Abuse 
Treatment, a component of the 
Brandeis/Harvard Research 

Center to Improve the Quality of 
Drug Abuse Treatment, funded 
by the National Institute on Drug 
Abuse. The overall focus of the 
project was to investigate access 
to substance abuse treatment 
in employer-sponsored health 
plans, including the role of EAPs. 
The two analyses discussed in 
this article identified purchaser 
preferences and the relationship 
between workplace factors and 
EAP utilization.

We analyzed data from a large 
national managed behavioral 
healthcare organization (MBHO) 
that provides EAP services. 
Our study data included service 
claims, worksite activity records, 
and information from a survey 
of the MBHO’s EAP account 
representatives about employer 
characteristics and EAP benefits. 
Employers in this sample con-
sisted of 103 large (workforces 
over 1,000) purchasers of EAP 
services – with an estimated 2.5 
million covered individuals. 

Our results about the EAP  
coverage purchased by employers 
present a picture of contemporary 
EAPs provided by a large MBHO 
(McCann et al., 2010). Key  
findings include:

 All employers recognized 
the importance of covering each 

family member by providing 
EAP services to both employees 
and dependents. 

 The number of EAP sessions 
reflected national trends toward 
more generous levels of “free” 
sessions as an approach to manag-
ing mental health care costs (Wall 
Street Journal, 2009). Two-thirds 
of employers offered five or more 
sessions, and nearly three-fourths 
provided sessions on a per-issue 
basis (rather than a fixed annual 
number), thus allowing users to 
access the EAP repeatedly for 
multiple concerns. 

 Perhaps reflecting contempo-
rary consumer preferences, nearly 
all employers offered the flexibility 
of providing services by either in-
office appointment or by telephone.

We discovered some differences 
between employers by size, as 
those with 1,000-5,000 employees 
were more likely to offer five to 
seven sessions, and those with 
5,000+ employers more likely to 
cover only three to four EAP ses-
sions. Another interesting finding 
was that employers in the mining, 
manufacturing, transportation, and 
utility industries were associated 
with a more generous EAP benefit, 
which we believe may be due to 

|By Bernie McCann, Ph.D., CEAP, Deirdre Hiatt, Ph.D.,  
Vanessa Azzone, Ph.D., and Elizabeth Merrick, Ph.D., MSW
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higher concerns by these organiza-
tions regarding workplace safety.

Providing individuals with 
access to counseling for personal 
concerns is certainly a key EAP 
benefit. However, other elements 
of EAP core technology include 
consulting and assisting leaders in 
the work organization and educat-
ing and promoting EAP services 
to employees and their family 
members (Roman & Blum, 1988). 
Examining the use of worksite 
activities among these employers, 
our findings (McCann et al., 2010) 
indicate that:
 Roughly half of employers 

relied on the EAP to provide sub-
stance abuse prevention, mental 
health, or wellness presentations, at 
an average of 7-8 hours per year. 

 Non-profit employers,  
particularly those in health care, 
social services, education and 
government had the highest use of 
educational sessions, which may 
reflect the greater emphasis on 
public trust and welfare in these 
workplaces, compared to those 
with the lowest use: employers in 
the hospitality, retail/wholesale 
sales or service sectors. 

 Just over one-third of 
employers accessed EAP manage-
ment and supervisory consulta-
tion and/or training, with larger 
employers (5,000+ employees) 
twice as likely to receive these ser-
vices. This indicates both greater 
demand and possibly a greater 
level of leadership sophistication 
in these workforces.

Prior studies have documented 
degree of substance abuse test-
ing in industries with higher 

occupational safety concerns 
and regulations, such as mining, 
manufacturing, transportation, 
and utilities (Bennett, Blum, & 
Roman, 1994; Jacobson, 2003; 
Lu & Kleiner, 2004). Our results 
(Azzone et al., 2009) add to 
these findings as follows:

 Employers in these higher 
safety risk industries were more 
likely to provide enrollees with a 
more generous EAP benefit.

 Employers with more gener-
ous opportunities for rehabilitation 
after substance abuse policy viola-
tions (more than half the sample) 
were twice as likely to offer work-
site mental health and wellness 

presentations. This suggests that 
these organizations recognize the 
potential risk-reduction benefit of 
an EAP in preventing and reducing 
workplace accidents.

Positive perceptions about 
EAP access, efficacy, confiden-
tiality, and greater program pro-
motion have consistently been 
associated with higher utiliza-
tion and willingness to use EAP 
services (Reynolds & Lehman, 
2003; Zarkin, Bray, Karuntzos 
& Demiralp, 2001). In a smaller 
subsample from the same EAP/
MBHO provider – this time with 
26 large employers (workforces 
over 1,000) with a sample popula-
tion of 853,317 enrollees (Azzone 
et al., 2009), we found that:
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 Workplaces where employ-
ers extensively promoted the EAP 
had higher utilization rates of EAP 
counseling from network providers.

 Workplaces where EAP staff 
members provided onsite workplace 
activities (program orientations,  
educational seminars or trainings) 
were also associated with higher 
rates of EAP counseling utilization. 

Summary
Our study has some limita-

tions. We studied only one large 
MBHO, which may restrict 
generalizations. However, this 
MBHO served a wide range of 
employers and workforces, and 
is similar to many other external 
MBHO EAP providers in key 
ways. Also, we cannot ascertain 
causal relationships, as this was 
an observational study. 

These results have useful impli-
cations for stakeholders involved 
in either purchasing or providing 
EAPs in the contemporary market-
place. Employer purchasers have 
an inherent interest in optimizing 
enrollee participation in the EAP – 
in order to meet the objectives of 
improving worker health and pro-
ductivity while receiving the most 
value from behavioral health  
care expenditures.

Benefits administrators and 
consultants, when contemplating 
an EAP for a particular worksite, 
would be wise to consider that 
one size does not fit all, given the 
wide variations in workplace cul-
tures and organizational missions. 
Likewise, EAP providers have 
both a contractual responsibility 
and a business interest in supply-
ing adequate levels of accessible 

and appropriate services to clients 
in need. Moreover, activities that 
promote use of the EAP should be 
considered as potential methods of 
improving access. 
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webwatch

Crisis Management
Help for Disaster Victims
www.appleseeds.org/aid-relief-
agencies.htm
This site serves as a portal for many of 
the international aid organizations that 
help victims of cataclysmic disasters.

Disability Accommodation & 
Compliance
Job Accommodation Network
http://askjan.org/bulletins/adaaa1.htm
As an EA professional, you’re 
probably aware of the Americans 
with Disabilities Act. But did you 
know this landmark legislation was 
amended in 2008? This site will tell 
you everything you need to know.

Elder Care
The AGS Foundation for Health 
in Aging
www.healthinaging.org
This site serves as a “gateway to 
health and aging resources on the 
web.” Created by the American 
Geriatrics Society Foundation for 
Health in Aging (FHA), Aging in the 
Know offers up-to-date information 
for consumers on health and aging.

Elder Care
National Association for Home 
Care & Hospice
www.nahc.org
This site explains the different types of 
care available, and provides an agency 
locator to help find local services.

Employee Assistance
Employers Resource Association
www.hrxperts.org
EA professionals sometimes lament that 
they don’t know more about Human 
Resources (HR) professionals. This 
site offers links including: information 
about the EAR, legal news, and more. 

Mental Health
American Association of Suicidology
www.suicidology.org
This site offers webinars, current 
research, stats and tools, a hotline, 
and more.

Mental Health
Autisable
www.autisable.com
Autism is the fastest growing devel-
opmental disorder in the U.S., and 
as more and more youth enter the 
workforce, it is becoming a crucial 
employment topic. This site can help.

Mental Health
Depression and Bipolar  
Support Alliance
www.ndmda.org
This site contains information about 
the types of depression and other 
mood disorders, hotline, support 
group, psychological tests, and more.

Mental Health
Healthy Place
www.healthyplace.com
Healthy Place is reportedly the largest 
consumer mental health site. Trusted 
information on various disorders and 
medications are provided – from both 
a consumer and expert point of view.

Substance Abuse
Addiction Search
www.addictionsearch.com
This comprehensive site offers a list 
of treatment providers, recovery blog, 
hotlines, FAQs, and more.

Substance Abuse
Substance Abuse and Mental 
Health Services Administration
www.samhsa.org
The Substance Abuse and Mental 
Health Services Administration’s 

(SAMHSA) mission is to reduce the 
impact of substance abuse and mental 
illness on American communities. 
Links include information on related 
policies, and locations of SAMHSA 
centers and offices.

Technology
Online Therapy Institute
www.onlinetherapyinstitute.com
The Online Therapy Institute is 
designed for clinicians and organiza-
tions that wish to enrich their knowl-
edge about online counseling and 
clinical supervision.

Veterans Assistance
All Things Military
www.allthingsmilitary.com
This site offers extensive information 
about helping veterans transition to 
the workplace.
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newsbriefs

Input Sought for EAPA 
Research Summit

The Employee Assistance 
Professionals Association (EAPA) 
is hosting the 2012 Research 
Summit: Building a Practice-
Based Research Network, on 
Wednesday, October 17th from 10 
a.m. – 4 p.m., one day before the 
2012 World EAPA Conference in 
Baltimore. The goal of the Summit 
is to bring together researchers, 
funders and other interested par-
ties for a day of discussion, brain-
storming, and strategizing regard-
ing the future direction of EAP 
research. The Employee Assistance 
Research Foundation (EARF) is 
co-sponsoring the event.

Although attendance will be 
limited, the EAP community is 
invited to participate in this impor-
tant discussion. Send research 
questions, suggestions and inter-
ests to Pat Herlihy: p_herlihy@
brownbear.us by August 15th. 
Input, to be shared with the plan-
ning committee, will help shape 
the nature of this important event.

Currently, the agenda includes 
five identified areas of interest 
including: (1) Veterans Workplace 
Re-Integration (including military 
families); (2) Drug and Alcohol 
Issues; (3) Health & Productivity 
Concerns; (4) General Mental Health 
Issues; and (5) Crisis Response 
Issues. These areas of interest are 
intentionally broad. However, spe-
cific case examples and/or questions 
are welcome to help the group hone 
in on the critical issues, which may 
be ripe for research.

The intent is to build a network 
and action plan to help support 

future practice-based EAP research. 
Summit documentation will be 
available on the EAPA website. 

JEA Goes Online

Retroactive to the first quarter of 
2012, an electronic version of the 
Journal of Employee Assistance is 
now available on the EAPA website 
to EAPA members only. The intent 
is to make the Journal available 
more quickly to members who may 
not receive the JEA in a timely 
manner via snail mail. (Members 
will still continue to receive their 
print copy.)

The new feature allows EAPA 
members to view a complete copy 
of the magazine online. Individual 
articles had already been avail-
able in the JEA archive going 
back to 2005. This will continue 
into the future, as it enables read-
ers to search content. To access 
both the electronic issue and the 
archive, visit the EAPA website, 
www.eapassn.org.

Are Financial Fairs a 
Growing Trend?

Most of the financial informa-
tion that employees are provided 
focuses on retirement planning. 
While retirement is an impor-
tant topic, many employees are 
stressed about finances that affect 
them today – things like mortgages 
and other bills. Moreover, finances 
are often the number-one cause of 
marital problems in couples.

Financial issues are of even 
greater concern when layoffs 
occur, as has been the case in the 
University of California system 

due to the state’s budget crisis.
In response to these worries, 

Wendy Nishikawa, work-life pro-
gram manager at UC Berkeley, 
formed a financial resources 
workgroup consisting of represen-
tatives from Human Resources, 
University Health Services’ 
Faculty/Staff programs (EAP, 
work/life and health), and the 
Retirement Center.

Earlier this year, University 
Health Services and Human 
Resources co-sponsored the first-
ever UC Berkeley Financial Fair 
as part of ongoing efforts to help 
employees make the most of the 
university’s benefits package, and 
to showcase the myriad of work-
life programs tailored to the cam-
pus community.

Sixteen campus programs and 
affiliated vendors fielded questions 
on a variety of work-life topics, 
from saving, investing and retire-
ment planning, to flexible spend-
ing plans and kids’ college funds.

In planning such events, it is 
particularly important to assess 
and address the financial needs of 
the various generations in the spe-
cific workplace. It would not be 
a good idea, for instance, to gear 
discussions solely about retirement 
if the majority of employees are in 
their 20s or 30s.

Could such events be a grow-
ing trend in today’s uncertain 
economic climate? “We recom-
mend it [a financial fair] as a way 
to highlight resources and benefits 
that you offer, that your employees 
may not be aware of,” Nishikawa 
said. “The feedback we received 
indicated that it [the fair] was 
viewed as very useful.”
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Social Media  
Addiction Growing

Are any of your clients social 
media addicts? Is inclusion in the 
DSM-IV next?

Social media now seems to be 
part of everyday life. But how 
much is too much? Social media 
addiction is a problem not often 
tweeted about.

“We’ve seen that people will 
actually have increased heart rates 
and they’ll have pleasure response 
from checking their accounts and 
seeing that they have a new mes-
sage,” explained Brad Bordini, 
a psychotherapist with Bellin 
Behavioral Health in Green Bay, 
Wisconsin.

Bordini has treated patients for 
addiction to social media and said 
the ripple effect could be devastat-
ing. “People are starting to lose 
the ability to interact at times on 
a human basis,” he explained. 
“We’re seeing a significant rise 
in social anxiety with people. 
They’re becoming more shut in.”

According to a recent study from 
the University of Chicago, texting 
and checking Facebook and twitter 
ranks just behind sex and sleep on a 
list of urges that are almost impos-
sible to resist, even more addictive 
than alcohol and tobacco.

“They become almost upset 
when they don’t receive immediate 
feedback when they post some-
thing new,” added Bordini.

Many people log on to connect 
with friends, play games, or just 
to kill time. But when it starts to 
get in the way of your daily rou-
tine, Bordini said it may be time 
to unplug.

“We need to focus on what is 
appropriate, what’s not appropri-
ate and setting boundaries for the 
self,” he said, “as far as how we’re 
going to let ourselves indulge in 
these different forms of media.”

Social media sites are now more 
accessible than ever, with smart 
phone and tablet apps, which doc-
tors think could be contributing to 
some addictions.

Companies to Increase 
Value of Wellness 

Incentives

Most companies plan to 
increase the dollar value of the 
incentives they offer employees to 
participate in health improvement 
programs this year, according to 
an employer survey conducted 
by Fidelity Investments and the 
National Business Group on 
Health (NBGH).

The survey found that almost 
three out of four (73%) companies 
used financial incentives in 2011 
to engage employees in health 
improvement programs. The  
average incentive value was $460, 
a figure that has increased steadily 
in recent years.

The survey also found that 
a small but growing number of 
companies are requiring employ-
ees to participate in health 
improvement programs in order 
to be eligible for medical ben-
efits. For instance, last year 5% of 
companies required their workers 
to complete cholesterol screening 
or be excluded from coverage. 
That number is expected to nearly 
double this year to 9%.
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effectivemanagementconsulting

Engagement Success
Polling Manager Satisfaction of  

Your Consulting Services

|By Jeffrey Harris, MFT, CEAP

The social media site Facebook 
allows users to self-publish 
an ongoing autobiography 

through the posting of photos, short 
musings about their daily life, and 
group conversations. One feature of 
this online service allows friends to 
signal their approval or appreciation 
of these elements by clicking on a 
“Like” button. “Liking” a group or 
social cause on Facebook has also 
become a way to express a belief, 
and a way for businesses and politi-
cal candidates to build a following.

Seeking Feedback Beyond 
Satisfaction Levels

Surveying managers about their 
satisfaction with a management con-
sultation can function as a “Like” 
button, but it may not inform the 
EAP consultant on how to become 
more effective in his/her consult-
ing. Most tools I’ve seen have been 
slightly reworked versions of classic 
client satisfaction surveys, but don’t 
give much more information than 
that of a Facebook “Like.” 

I sought a tool that could offer 
more depth and quality of feed-
back. A literature review revealed 
some possible sources for survey 
design, my favorite being an article 
titled “A Multidimensional Model 
of Client Success When Engaging 
External Consultants,” by Guy G. 
Gable (Management Science, Vol. 
42, No. 8; 1996). 

Gable’s model focuses upon three 
areas of assessment… the consultant’s 
performance, the consultant’s recom-
mendations, and the manager’s learn-
ing. A satisfaction measure is applied 
to each of the three areas. More impor-
tantly, the model also expands on each 
area with a separate measure intended 
to measure the manager’s engagement 
of the consultant’s recommendations.

Here are the six assessment 
measures:

1. Manager acceptance of the 
consultant’s recommendations;

2. Manager satisfaction with the 
consultant’s recommendations;

3. Improvement in manager 
understanding;

4. Satisfaction with manager 
understanding;

5. Manager perception of  
reasonability in consultant’s 
performance; and

6. Manager satisfaction with  
consultant performance

Measuring The Process As Well 
As the Outcome

Quoted within the article is Chris 
Argyris, who observes that, “a consul-
tant who is interested in helping the 
organization . . . must be interested 
in the means of development as well 
as the ends.” This suggests that a key 
measure of the consultant’s effective-
ness has to do with the process of get-
ting the manager to the solution, not 
merely the provision of recommenda-

tions, which Gable measured in the 
forms of recommendation acceptance 
and manager improvement.

Yet another quote from the article, 
attributed to D.A. Kolb and A.L. 
Frohman, suggested that, “the consul-
tant’s intervention in the organization 
should be directed not only at solving 
the immediate problem, but also at 
improving the [manager’s] ability to 
anticipate and solve similar problems.” 
Gable’s model accounts for this with a 
measure relating to the improvement 
of manager understanding.

An EAP-Specific Tool
To tailor this concept for con-

sulting work within an EAP, I 
have crafted some questions to 
be included in a Consultation 
Outcomes Survey, using Gable’s six 
measurements.

1. Recommendations Acceptance. 
This measures the degree to which 
the manager uses, accepts, or intends 
on implementing the consultant’s 
recommendations.

Q: Have you applied the consul-
tant’s recommendations, or 
intend to apply them?

2. Recommendations Satisfaction. 
A manager may proceed with the 
consultant’s recommendations or 
feel compelled to activate them, but 
may be dissatisfied with the “fit” of 
the recommended solution. These 
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questions measure the level of cli-
ent satisfaction with the consultant’s 
recommendations.

Q: Were the consultant’s recom-
mendations a fit for your 
requirements?

Q: What level of confidence do 
you have in the consultant’s 
recommendations?

Q: Were you provided multiple 
solutions?

3. Understanding Improvement. 
Improving the manager’s understand-
ing of the recommendations can add 
success to their implementation and 
promotes manager independence.

Q: Do you feel that your under-
standing of your situation 
or concern has increased or 
expanded?

Q: To what degree do you feel bet-
ter equipped to address future 
problems of a similar nature with 
reduced external assistance?

4. Understanding Satisfaction. 
Different than measuring an 
improvement in understanding, this 
item samples the manager’s satisfac-
tion with the level and adequacy of 
their own understanding.

Q: To what degree did the recom-
mended solutions seem logical 
to you?

Q: How satisfied are you with the 
consultant’s attempt to help you 
to understand the recommended 
solutions?

5. Performance Reasonability. 
Since EAPs usually don’t charge fees 
for consulting, the measure for rea-
sonability of the consultant’s perfor-
mance relates to time-based metrics. 

Q: Were you provided with a con-
sultation within a reasonable 
amount of time?

Q: Were you provided with suf-
ficient consultation time to 
address your concern(s)?

6. Performance Satisfaction. 
Satisfaction with the consultant’s 
performance includes demonstrating 
the necessary expertise or experi-
ence, and keeping the manager 
adequately informed.

Q: Did the consultant demon-
strate an understanding of your 
problem(s) or concern(s)?

Q: Did the consultant demonstrate 
the necessary expertise or expe-
rience for your concern?

Q: What is your satisfaction level with 
the consultant’s follow-up efforts?

Q: Were you provided with sup-
porting documentation, read-
ing materials or other didactic 
tools? If yes, how satisfied 
were you with those materials?

Expanding Your Effectiveness
To receive a print-ready Word 

document of the Consultation 
Outcomes Survey I created from 
these principles, which you can brand 
with your company contact informa-
tion, email the column author at jef-
fharris@humanresourcefulness.net.

Do you utilize a manager satis-
faction survey tool? Would you be 
willing to share it with your EAPA 
peers? I’d like to collect and publish 
your tools on the EAP Management 
Consulting Knowledgebase, hosted 
by the Los Angeles Chapter of EAPA 
(www.eapa-la.com/consulting). v

Jeffrey Harris, MFT, CEAP has provided 
management consulting to a wide variety of 
organizations throughout his career in employee 
assistance, including corporate, government and 
union organizations. The author also has exten-
sive experience as a manager, from which he 
draws insight for his consulting. Jeff currently 
serves as Program Manager of EAP & WorkLife 
at the University of Southern California.
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Supervisor and  
Manager Training

Thinking Outside the Box
“…supervisors may have as few as one referral for every six years of supervision.”

featurearticle

Can you think of a field 
in which the training 
has remained essentially 

unchanged for 40 years? For many 
employee assistance programs this 
is what is happening with supervi-
sor and manager training. 

Supervisors are asked to 
observe, document, discuss with the 
employee, set clear expectations and 
consequences, and then follow up. 
But supervisory referral continues to 
be poorly understood and reluctantly 
utilized by supervisors. Although 
supervisory referrals and construc-
tive confrontation are seen as core 
components of employee assistance 
programs, there have been problems 
with implementation and practice 
since the inception of EAPs.

This gap remains a problem 
for current EAPs. Evidence has 
accumulated that supervisors are 
reluctant to use this referral strat-
egy. This leads to underutilized, 
less effective EAPs. Referral rates 
appear to run well below estimates 
of prevalence of problems in the 
workplace. It’s true they are rela-
tively high in newly implemented 
EAPs – but they decline rapidly 
soon thereafter. Research also  
indicates that supervisors may 
have as few as one referral for 
every six years of supervision. In 

some EAPs, even that would be  
an improvement.

Barriers to Manager Referrals
Before we can address this 

issue further, it’s necessary to first 
understand the barriers to supervi-
sor/manager referrals. Some of the 
most common ones are:

 Anger – The manager may 
feel anger because the employee is 
frequently absent, causing continual 
schedule adjustments or because 
the employee breaks promises and 
turns in unsatisfactory work. The 
manager may also feel self-directed 
anger at his/her inability change 
the employee or to even understand 
his/her behavior.

 Guilt – The manager may 
feel guilt because he/she thinks he/
she may have handled the situa-
tion incorrectly or thinks he/she is 
incapable of handling it. The man-
ager may experience guilt because 
he/she has lost his/her temper with 
the employee. Guilt leads to feel-
ings of inadequacy, which may 
cause the manager to avoid deal-
ing with the situation at all.

 Fear – The manager may 
feel fear because he/she considers 
discussions with the employee to 
be highly personal. The manager 

may also fear losing control of his/
her actions if angry. The manager 
may fear criticism in return for 
some real or imagined failings. 
He/she may also fear the effects 
that a referral will have on the 
employee’s job security – or he/
she may fear that confronting the 
employee may cause him/her to 
experience even greater problems. 
Finally, there is always the fear of 
actual or threatened harm or other 
types of reprisals.

 Denial – Frequently a man-
ager may deny the employee has 
a job performance problem. This 
denial may be reflected by state-
ments such as, “This is the best 
employee I have, when he or she is 
here,” or a manager may deny the 
employee has a job performance 
problem such as, “Job perfor-
mance is great except when he or 
she gets into moody periods.”

 Ego involvement – Ego 
involvement between the man-
ager and employee occurs when 
the manager feels that he/she has 
molded the employee in his/her 
own image. The manager sees the 
employee’s successes and failures 
as his/her own, and therefore, 
wants to solve the problem alone 
rather than request consultation 
and assistance.

|By Tamara Cagney, Ed.D, M.A., B.S.N.
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All of these feelings are to be 
expected. Most people are reluc-
tant to become involved in what 
they see as difficult and unpleasant 
situations. The manager needs to 
be aware of these feelings because 
they prevent the employee from 
getting assistance. But even by 
better understanding the “whys” 
behind the issue, the fact remains 
that the numbers and percentages 
of supervisory referrals have been 
declining. Moreover, it’s worth 
noting that employees with sub-
stance use disorders arrive at the 
EAP for help in the latter stages 
of their disease rather than being 
identified early through declining 
job performance, which is a tradi-
tional goal of EA programs.

It’s time to consider some 
new, different, and creative 
approaches to supervisor/
manager training. It is well 
established that the majority of 
supervisory referrals are actu-
ally reactive referrals based on a 
triggering event. We need more 
proactive referrals that are based 
on observation and documenta-
tion of declining work perfor-
mance. We need to redesign our 
trainings to match the realities 
of the workplace. We also need 
to make use of the knowledge of 
professionals who train adults. 
Surprisingly few EA profession-
als have had any formal training 
to design or deliver training and 
education for adult learners.

Exploring Two Approaches
It’s often difficult to “think 

outside the box” when we’ve been 
part of the box for 30 or more 
years. However, if we are seri-
ous about having more effective 
supervisor referral strategies, we 
have to try some new approaches. 
Two different approaches that we 
can explore include cognitive map-
ping and attribution theory. The 
following sections describe brief 
overviews of each method. 

 Cognitive mapping – This is 
a technique that was described by 
Joel Bennett and Wayne Lehman. 
They investigated supervisory tol-
erance-responsiveness. Basically, 
this approach referred to the  
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attitudes and behaviors associated 
with managers either taking proac-
tive steps to deal with – or ignore – 
troubled employees. These studies 
suggested that engaging supervi-
sors in discussions about tolerance 
might increase referrals to the EAP.

“Tolerance” is often viewed as 
positive, but in this case it is refer-
ring to dysfunctional tolerance, such 
as enabling and problem minimiza-
tion. Bennett and Lehman utilized 
cognitive mapping in these cases. 
This technique crates a visual map 
of thoughts or ideas and connections 
or links between those thoughts. 
Cognitive mapping helps manag-
ers understand how tolerance can 
become a risk factor. It also helps 
managers see EAP referral as a useful 
tool that enhances safety and well-
being, and it helps managers assess 
their own coping styles. Finally, it 
encourages seeking the appropriate 
form of help. The use of cognitive 
mapping to bring to the surface, and 
address supervisor’s concerns about 
dealing with troubled employees and 
the EAP increases the responsiveness 
and willingness of supervisors to use 
appropriate resources.

 Attribution theory – 
Historically, supervisors are 
trained to focus on documented 
evidence of declining job perfor-
mance rather than focusing on the 
possible causes of the problems, 
or motivations of the employee’s 
behavior. It is important to under-
stand that they are automatically 
engaging in attribution processing.

Supervisors must accurately 
assess why an employee’s substan-
dard performance occurs in order to 

effectively evaluate, discipline, and 
offer feedback to the poor performer. 
Only then can they try to change the 
employee’s behavior. In terms of poor 
performance, attribution theory sug-
gests that supervisors try to determine 
whether poor performance has been 
caused by factors such as the specific 
job task, context, or something “in” 
the individual employee.

When interpreting an employee’s 
poor performance, supervisors are 
likely to ask three critical questions 
that will guide their decision-
making and referral actions:

• Is the cause of the poor per-
formance internal or external?

• Is the causative agent 
likely to continue in the 
near future?

• To what extent does the 
employee have control over 
the causative agent?

Supervisors also ask themselves 
other types of questions that influ-
ence their response:

• Is the employee performing 
poorly on one task or on work 
in general?

More Referral Barriers
Supervisors and managers con-

tinue to be reluctant to utilize refer-
rals to the EAP as a management 
resource. The following variables 
were consistently related to diffi-
culties with supervisor referral:

 Does a supervisor net-
work exist? EAP involvement 
in supervisor/manager mentoring 
groups, and informal network-
ing groups for new managers 
improves supervisors’ willingness 
to refer a situation to the EAP.

 Consider the occupational 
category of the supervised 
employee. Directly address sub-
tleties of measuring performance 
in different areas of employees. 
Referrals are much fewer in 
areas where “poor performance” 
is more difficult to define.

 What is the supervisor’s 
attitude toward the perceived 
cost of referral? Supervisors’ 

concerns about damaging the 
employee’s career, apprehension 
over the time and effort of making 
a referral, and the support they’ll 
receive from HR and manage-
ment, and fear that confrontation 
would cause political repercus-
sions, are all critical areas that 
need to be addressed in trainings.

 What is the supervisor’s 
attitude toward their role in 
referral? Integrating the EAP 
into larger organizational mat-
ters that link EAP services with 
health and productivity manage-
ment, and that support human 
capital needs with bottom-line 
financial success of the company, 
promotes referral. In addition, 
linking to other organizational 
initiatives, such as workplace 
violence programs, provides new 
avenues to approach supervisors.

– Tamara Cagney 



| WWW.EAPASSN .ORG |•• • • • • • • • • • • • • • • • • • • • • • • • • • • | JOURNAL OF EMPLOYEE ASSISTANCE | 3rd Quarter 2012 |

29

• Is the employee’s behavior 
similar to that exhibited in 
other situations?

• Is the employee’s behavior 
unlike that exhibited by his or 
her co-workers?

Training managers to answer 
these questions helps the supervi-
sor determine the- reason(s) for the 
poor performance or other unwanted 
result(s). Together, answers to these 
questions form the pattern of infor-
mation that leads supervisors to attri-
bute employee behavior to different 
causes. It also helps them decide 
whether to discipline the individual, 
and it influences their willingness to 
refer the employee to the EAP. (A 
complete assessment worksheet for 
managers and supervisors appears 
on this page.)

Summary
Exploring new ways of training 

managers and encouraging super-
visory referral is long overdue. 
EAPs have been doing the same 
thing the same way – for too long. 
As a result, supervisors and  
managers continue to be reluctant 
to utilize EAP referrals as a  
management resource.

Redesigning our approach to 
these trainings may provide us 
with different results and, in turn, 
lead to a more effective and inte-
grated approach to dealing with 
troubled employees. Sharing new 
approaches with EAP colleagues 
can make our field more viable 
as part of an organization’s health 
and productivity management. v

Tamara Cagney works in EAP at Sandia 
National Laboratories in Livermore, CA. 
She may be reached at tcagney@sandia.gov.

1. Is this a single incident or part 
of a pattern?

2. Does this represent a change in 
the employee’s behavior

3. Is the performance problem due to:
a. poor communications by 

management?
b. a change in the work  

environment?
c. a lack of knowledge, training, 

or experience?
d. an obvious physical problem?
e. a conflict with management?
f. unreasonable standards 

expected by the employer?
g. being overqualified?
h. a recent trauma?

4. How serious is the problem behav-
ior and what are the potential  
 

dangers and consequences if this 
problem is not resolved?

5. How is this problem impacting 
the rest of the work group?

6. Could the employee change 
the performance if his/her life 
depended on it?

7. Am I equipped to handle this 
problem myself, and if not,  
who can help me?

8. Am I prepared to take disciplin-
ary action if necessary?

9. Does the employee want to work 
and does he/she want this job?

10. What is a realistic goal for the 
employee?

Management Assessment Worksheet

• Is the employee performing poorly 
 On one task? 
 On work in general?

• Is the employee’s behavior similar
 to that exhibited in other situations?

• Is the employee’s behavior unlike
 that exhibited by his or her coworkers?

YES

YES

YES

YES

NO

NO

Consider intervention focused on task, team, 
organization, procedure or policy

Consider intervention focused 
on individual employee
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On the Internet, Nobody 
Knows You’re a Dog

|By Marina London, LCSW, CEAP

techtrends

Raise your hand if you’ve 
ever heard the saying, 
On the Internet, nobody 

knows you’re a dog.
This adage began as the cap-

tion of a cartoon published by The 
New Yorker in 1993. It features two 
dogs: one sitting on a chair in front 
of a computer, speaking to a second 
dog sitting on the floor. As of 2000, 
the panel was the most reproduced 
cartoon from this magazine.

Now, raise your hand if you knew 
what the Internet was in 1993...

Initially, some argued that the 
cartoon marked a critical moment 
in Internet history, when it moved 
from being the exclusive domain 
of geeks and academics, to being a 
topic of general interest. 

To others, the cartoon symbol-
izes an understanding of Internet 
privacy that stresses the ability of 
users to anonymously send and 
receive messages. 

But what does this concept mean 
for you, as an EA professional?

Simply put, when users visit your 
website, they have no way of know-
ing whether you are running an EAP 
with a staff of 50 employees or you 
are one of two psychologists in pri-
vate practice offering EAP services in 
North Dakota. In addition, your visi-
tors will not necessarily know if you 
earned your Master’s Degree in Social 
Work two years ago or if you are a 
CEAP with 20 years’ experience.

As a result, it is critical to 
explain who you are and provide 
information about your credentials 
on your website. In addition, the 
most professional operation can be 
undermined if your online presen-
tation is unprofessional.

If you have a professional look-
ing website, use Twitter, Facebook 
and other social media appropriately, 
and upload professional photos 
instead of candid snapshots, users 
will make positive assumptions 
about your competence. Rightly or 
wrongly, they will equate a qual-
ity website with expertise, honesty, 
dependability, and other factors.

Here are 10 commandments that 
ensure web quality: 

1. Thou shalt update thy web-
site on a regular basis – don’t 
have one if you can’t maintain it!!!

2. Thou shalt have a manage-
able website – less ambitious 
websites are more manageable.

3. Thou shalt do your home-
work – look at your competition’s 
websites. Make a list of sites you 
like – analyze why you like them. 
Make a list of sites you don’t like – 
analyze why you don’t. This is criti-
cal info to have before you hire a 
web designer or build your own site.

4. Thou shalt only put up 
well-written web content – if you 
are not a good writer have some-
one who is edit your stuff!

5. Thou shalt not make your 
website visitors hunt for your 
contact information – nothing is 
more frustrating.

6. Thou shalt make your text 
BIG enough – many people can-
not read 9 point text.

7. Thou shalt use gender-neutral 
colors – unless you specialize in pro-
viding services to only one gender.

8. Thou shalt not use a web 
design that makes your website 
difficult to use – sure, you could 
add background music, animations 
and more to web pages – but that 
doesn’t mean you should. In addi-
tion, many smartphones and tab-
lets don’t even support flash.

9. Thou shalt think hard before 
sharing personal information of 
the type: “Our cats, Boots and Zoey, 
are a delightful part of our lives.”

10. Thou shalt only use profes-
sional photographs on thy website.

If you are going to put yourself 
out there, whatever you do, it bet-
ter be sharp and classy. Otherwise, 
users will assume you are a dog. v

Marina London is Manager of Web 
Services for EAPA and author of iWebU, 
http://iwebu.blogspot.com, a weekly blog 
about the Internet and social media for 
mental health and EA professionals who 
are challenged by new communications 
technologies. She previously served as an 
executive for several national EAP and 
managed mental health care firms. She 
can be reached at m.london@eapassn.org.



register online at www.eapassn.org

KEyNotE SpEaKERS

Conference Information, Schedules, Maps, and more!

The 2012 Annual World EAP Conference mobile app, sponsored by Brain Resource®, 
is your one-stop source for interactive maps, live schedules, exhibitor listings, the 

attendee directory, Twitter feeds, instant event updates and more. Download the app 
now to make planning, networking, navigating and communicating before, during and 

after the conference easier than ever before.

Download the FREE 
Eapa 2012 annual World Eap Conference Mobile app

Sponsored by:

Scan the QR code above
or browse to

http://crwd.cc/EAPA2012

EAPA’s 2012

Annual World
EAP Conference

oCtoBER 17-20
Baltimore

EAPA’s 2012

Annual World
EAP Conference

oCtoBER 17-20
Baltimore

EAPA’s 2012

Annual World
EAP Conference

oCtoBER 17-20
Baltimore

EAPA’s 2012

Annual World
EAP Conference

oCtoBER 17-20
Baltimore



4350 N. Fairfax Dr., Suite 410
Arlington, VA 22203

PRESORTED 
STD

U.S. POSTAGE
PAID


