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Impaired executive cases 
are often the most complex 
and highly visible cases 

we work with as EA profes-
sionals. Whitney Stone, LPC, 
and Robert Mines, PhD, an 
EA expert with more than 30 
years’ experience working with 
C-Suite clients, address this 
seldom-reported topic in our 
headline article. Due to the 
complexity of these cases, the 
authors explain that it may be 
necessary for the EAP to form 
a multi-disciplinary team to 
address all of the necessary 
concerns. They also use a case 
study to illustrate the psycho-
logical, legal, HR, and ethical 
intricacies often involved when 
an executive is impaired. 

Highlighting a landmark 
event that took place at EAPA’s 
2015 World EAP Conference in 
San Diego, Jeff Gorter, MSW, 
follows up on the first EAP 
Critical Incident Response (CIR) 
Summit. The goal of the summit 
was to begin a dialogue around 
the question, “What do corpo-
rate customers really want when 
they ask for a CIR?” Through 
keynotes, a customer panel, and 
workgroups, participants exam-
ined CIR from an organizational 
perspective. Several key themes 
emerged that should prove very 
useful as EA professionals seek 

to expand the value of their ser-
vices.

Employee assistance profes-
sionals in Portugal, South Africa, 
and China share important EAP 
findings and trends from their 
respective countries that shed 
important insights about EAP 
challenges and evolution around 
the globe. Liliana Dias, Lourie 
Terblanche, PhD, and Peizhong 
Li, PhD, respond to questions 
such as, “What is the greatest 
challenge you currently face in 
your job?” and, “What is the 
greatest opportunity you see for 
the EAP field in your country?”

Jennifer Sumiec, CEAP, writes 
about workplace culture, pointing 
out that many employer programs 
and benefits, including EAPs, 
are sometimes too focused on the 
individual and fail to consider 
the broader cultural climate of 
an organization. She describes 
how assessing workplace culture 
is crucial to delivering effective 
EAP services.

Bern Beidel, M.Ed., CEAP, 
states that applying a decision-
making model with demon-
strated success in resolving 
ethical dilemmas brings con-
sistency to EAP consultations 
while also being of consider-
able value to corporate clients. 

Bern adds that this model works 
in both organizational and  
individual cases.

Elsewhere, Mark Attridge 
and Marina London offer use-
ful insights and observations in 
their respective columns. Happy 
New Year, and happy reading! v

|By Maria Lund, LEAP, CEAP
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integrationinsights

EAP Integration with  
Worksite Wellness Programs

|By Mark Attridge, PhD

This column addresses the 
integration of EAPs with 
other workplace services. 

This particular issue describes trends 
in workplace wellness services and 
how EAPs can address the growing 
interest in adding behavioral health 
approaches to prevention.  

Trends in Workplace Wellness  
& Prevention 

The core practices of well-
ness programs typically include: 
(1) strategic planning to prevent 
disease, decrease health risks, and 
contain rising health care costs; (2) 
conducting health screenings of 
individuals and risk stratification 
of the entire employee population; 
(3) providing risk-related health 
management interventions (exer-
cise, behavior change programs, 
health coaching, educational 
materials, nurse advice lines, and 
referral to disease management 
specialty programs); and (4) ongo-
ing evaluation and metrics.

A 2015 study by World at Work 
revealed that 74% of employers 
planned to increase their spending 
on employee well-being programs 
and that the “primary champion” 
of such programs is shifting from 
human resources to an organiza-
tion’s CEO or other non-HR senior 
management. This data indicates 
that employers are expanding their 

support – financially and strategi-
cally – for employee wellness pro-
grams. Another study by Humana 
of 225 U.S.-based companies with 
wellness programs showed that 70% 
considered such programs to be 
cost-effective. However, many of 
the same companies struggled with 
how to successfully drive participa-
tion and produce positive outcomes. 

Comparing EAP and Wellness
Given these trends, it makes 

sense for EAPs to try to better 
align themselves with wellness 
and offer ways to make well-
ness more effective. Many EAPs 
are already in the business of 
wellness. A National Behavioral 
Consortium survey of 82 vendors 
of EAP services found that in 
2011, about half (49%) of these 
EAP vendors also offered well-
ness as an additional primary 
service. But there are many varia-
tions of what constitutes a preven-
tive health and wellness program. 
In a 2014 presentation at the 
National Wellness Conference, 
Dr. Joel Bennett and I compared 
and contrasted the roles and skills 
involved with EAP and wellness 
programs. These distinctions are 
summarized in Table 1.

There is a difference in time 
frame, as most EAP cases are for 
acute issues and take only a few 
sessions to successfully resolve 

or refer to more intensive treat-
ment, whereas most wellness cases 
last for 3 to 6 months and focus 
on gradually making lifestyle 
changes. Both programs share an 
interest in individual assessments 
and technological tools for client 
education and self-change.

Opportunities for EAP to Make 
Wellness More Effective

Where EAP can help wellness 
is in avoiding dropout from these 
programs through enhanced risk 
screening and co-management 
and also with the referral of new 
cases. EAP can advise on how 
to conduct more comprehensive 
risk assessments that screen for 
anxiety, depression and addictions 
(i.e., SBIRT model). EAP can then 
co-manage those employees who 
screen positive for mental health 
or addiction risks while they are in 
the wellness program.

Generally speaking, EAP coun-
selors can support participants 
in wellness programs with other 
issues involving family, financial, 
and work stressors that can derail 
wellness activities. An ongoing 
cross-referral of relevant cases 
between wellness programs and 
the EAP is also an easy way to 
bolster the ROI for both pro-
grams through more effective 
case-finding tactics. Participating 
in a better diet and getting more 
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exercise can also make EAP cases 
more likely to experience clinical 
improvement.  

Examples of EAP and Wellness
Some EAPs have a long history 

of collaborating with wellness. 
Since the late 1990s, Optum has 
provided a combined EAP, work-
life, and 24/7 nurse advice program 
that uses telephonic point of entry 
and a shared database for case 
management. In a 2005 book on the 
integration of EAP, work-life, and 
wellness, Michael Mulvihill pro-
filed the cross-referral practices at 
Pfizer in which the EAP counselors 
referred their cases with tobacco 
cessation, weight loss, and stress 

management issues to the wellness 
program. Wellness coaches, in turn, 
referred anxiety and depression 
cases to the EAP. 

Additionally, a 2012 
ComPsych report showed that 
wellness coaches are trained to 
assess program participants for 
possible emotional or behavioral 
issues that may complicate the 
adoption of healthier habits. 
They referred between 7% and 
10% of their cases to the EAP 
or work-life programs. These 
are but some of the examples in 
how EAPs are adapting to make 
wellness programs more success-
ful and employees healthier and 
more productive at work.

NOTE: In future articles, I 
would like to profile EAP pro-
grams or vendors that partner with 
client organizations and other pro-
grams in innovative ways. Contact 
me with your suggestions for a 
case study. v

Dr. Mark Attridge is an independent 
research scholar as President of Attridge 
Consulting, Inc., based in Minneapolis. He 
has created over 200 papers and confer-
ence presentations on various topics in 
workplace mental health, EAP, psychology, 
and communication. He delivered a key-
note presentation on ROI and the business 
value of EAP at EAPA’s 2013 World EAP 
Conference and is past Chair of the EAPA 
Research Committee. He can be reached at 
mark@attridgeconsulting.com.

Employee Assistance Programs Workplace Wellness Programs

ROLES ROLES

• Provide access to assessment, mental health 
counseling, and referral

• Counselors have mental health or social work 
training

• Certification in EAP optional
• License required
• Clinical supervision required
• Can refer to outpatient care
• Co-morbidity awareness, assessment, and 

management
• Protect confidentiality of client

• Provide access to diet, nutrition, and physical activity 
programs

• Coaches have health education training
• Certification in wellness/coaching optional
• License optional
• Supervision optional
• Can refer to physician/medical care
• Focus tends to be on cardiovascular health and 

lifestyle/diet change 
• Often sharing of program participation status at 

workplace (team-based competitions on weight loss, etc.)

SKILLS SKILLS

• Talk therapy (short-term, cognitive-behavioral therapy)
• Knowledge of addiction, trauma, crisis
• Interpersonal competencies for conflict resolution, 

marital/family relationships
• Problem solving for issues facing supervisors and 

managers (e.g., bullying, harassment, conflict)
• No use of incentives or data-driven outreach to 

potential at-risk cases

• Coaching and support role using motivational 
interviewing

• Knowledge of kinesiology, physical function, 
nutrition

• Interpretation of HRA/biometric data 
• Limited managerial support focus
• System competencies for recruitment, incentives, and 

program management

Table 1: Comparing EAP and Wellness Programs – Differences in Roles & Skills
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newsbriefs

EAPA Celebrates  
Banner Year

EAPA ended its most recent 
fiscal year with a positive net mar-
gin of $57,000, bringing its total 
reserves (net assets) up to over 
$950,000, EAPA CEO Dr. John 
Maynard told attendees at EAPA’s 
2015 World EAP Conference in 
San Diego. This is EAPA’s stron-
gest financial picture in 15 years.

According to Maynard, “We’ve 
been able to achieve these results 
while, at the same time, improv-
ing our infrastructure and our 
member services, including 
launching a totally new website 
that’s more intuitive and easier to 
navigate than our former one, and 
is also fully integrated with a new, 
state-of-the-art database system 
so members can make real-time 
changes to their own membership 
profile and manage other interac-
tions with EAPA, including certifi-
cation and continuing education.”

The full independent auditor’s 
report detailing EAPA’s current 
financial status is available  
to EAPA members on EAPA’s 
website.

EAPA Names  
DeLapp New CEO

Gregory DeLapp has been 
selected by the EAPA Board of 
Directors to become EAPA’s next 
CEO, effective Jan. 1, 2016. An EA 
professional for more than 30 years, 
Greg has a long history of service to 
EAPA, including serving as EAPA’s 
president from 1998-2000.

“I am honored and humbled by 
the opportunity to help steer the 
EA profession into the future,” he 
noted. “I look forward to exploring 
every avenue possible to further 
position educational and devel-
opmental opportunities for EAPA 
members to be prepared and com-
petitive in the marketplace.”

Greg’s selection as CEO was rec-
ommended unanimously by EAPA’s 
Search Committee, composed of 
six representatives from the Board, 
three EAPA staff and one EAPA 
member at large, after a thorough 
global search process. His appoint-
ment was approved by the full 
EAPA Board at its October meeting.

EAPA Presents  
Annual Awards

EAPA celebrated its best and 
brightest during the annual awards 
luncheon at EAPA’s 2015 World 
EAP Conference in San Diego, 
Calif., Sept. 29-Oct. 2, 2015. 
Recipients included:

Lifetime Achievement – John 
Maynard; EAPA Member of the 
Year – Liz McBride Chambers; 
Outstanding Chapter – St. Louis 
Chapter; Outstanding Branch – 
UK EAPA; EAP Quality Award – 
St. Joseph Hospital.

Major White Paper 
Discussed at Conference

EAPA’s Research Panel has 
released a major public policy 
“white paper” calling for a 
new framework to support the 
development and evaluation of 
evidence-based EAP innovations. 
Titled “Bridging Public Health 
with Workplace Behavioral 
Health Services,” the white paper 
is a call to action, encouraging 
collaboration among five stake-
holder groups: work organizations, 
EA professionals, researchers, 
educators of EA professionals, 
and funding agencies.

The white paper, jointly spon-
sored by EAPA, EASNA, and the 
EA Research Foundation, was dis-
cussed at EAPA’s Research Panel 
meeting at EAPA’s 2015 World 
EAP Conference in San Diego. 
Authors are Joel Bennett, Jeremy 
Bray, Daniel Hughes, Joan Hunter, 
Jodi Jacobson Frey, Paul Roman, 
and David Sharar. For more infor-
mation, visit http://www.eapassn.
org/Portals/11/Docs/Newsbrief/
PBRNwhitepaper.pdf.

Why so Few  
Mental Health Apps?

According to the director of 
the National Institute of Mental 
Health (NIMH) the mental health 
world is “seeing an explosion of 
interest” in mental health apps, 
adding that “many technology 
companies think mental health is 
the next frontier.”

The right mobile tool could help 
patients better manage chronic 
conditions like depression, bipolar 

Your Opinion Matters!
We want to know what readers 
think of various articles in the  
journal in the new year. Each  
quarter we will use the EAPA 
LinkedIn group to refer EAPA  
members to an article in the  
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disorder, or schizophrenia, reduc-
ing hospitalizations, lowering 
costs, and improving overall 
quality of life. 

“This is a very big, unmeasured 
gap to fill,” says Deborah Estrin, 
a computer science professor at 
Cornell University and one of the 
founders of Open mHealth, a non-
profit start-up focused on bringing 
clinical meaning to mobile health 
data. “Really effective applications 
are not trivial to design — they 
take time to explore and to vali-
date,” she told Fortune magazine, 
adding that the NIMH is focused 
on basic research, not apps, and 
big healthcare companies aren’t 
developing them either.

Moreover, “with FDA regula-
tions and approval, there are a lot 
of security and other concerns, 

and those can be obvious liabili-
ties,” states Venkat Rajan, medical 
device industry manager for Frost 
& Sullivan. 

However, Rajan adds that it’s 
only a matter of time before men-
tal health apps become more com-
mon. “It’s just going to take the 
right innovators to come along and 
show us the way.”

(Editor’s note: See the 2nd 
quarter 2015 JEA feature, “What 
are the Leading Behavioral Health 
Apps?”)

EAPA Endorses WOS as 
EAP Best Practice

EAPA has announced its offi-
cial support and endorsement of 

the Workplace Outcome Suite 
(WOS) as an EAP best practice 
for measuring and evaluating 
work-related outcomes of EA 
services. The WOS is a free, 
psychometrically valid and reli-
able, and easy to administer tool 
developed by Chestnut Global 
Partners (CGP) Division of 
Commercial Science.

Under the terms of an agree-
ment between EAPA and CGP, an 
annual industry-wide aggregate 
report, including pre and post 
WOS data across EAP settings, 
will be available as a member ben-
efit exclusively to all EAPA mem-
bers, beginning in January 2016. 
For more information, visit: http://
www.eapassn.org/WOS.

Continued on page 17
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The unique relation-
ship between employee 
assistance professionals 

and the so-called C-Suite has 
complexities beyond the stan-
dard protocols most EAPs have 
in place for assisting impaired 
employees. In large corpora-
tions an impaired executive may 
never come to the attention of 
the EAP as they have resources 
and access to care that other 
employees may not. However, 
the EAP may be utilized to assist 
in impaired executive situations.

While elements of this article 
have been discussed previously 
(Mines, Kimlinger, Moore, Hiester, 
Kent & Hull, 2013; Stone & 
Mines, 2015), this particular article 
expands on the organizational psy-
chology aspects, human resources 
implications, and other risk factors 
related to this population. The case 
study is a composite that protects 
the identity of the individuals and 
organizations discussed.

What is Impairment?
What is impairment? 

Impairment is defined as any 
inability to perform one’s job 
duties due to cognitive, emotional 
or physical problems such as 
addictions, medical conditions, or 
psychological problems (Jacobson 
& Kominoth, 2009). Impairment 

of an executive affects the individ-
ual executive and the organization, 
as well as having implications for 
the EAP and others acting in the 
roles of counselor, case manager, 
and consultant.  

Organizational Impact
The CEO and other C-level 

executives have the most influ-
ence on organizational well-
being in core business areas such 
as finance, structure, culture, 
operations, and strategic direc-
tion (Hiester & Kimlinger, 2015). 
Regardless of the organization’s 
size, the impact of an impaired 
C-level employee can be far 
reaching (although the smaller 
the organization, the more pro-
nounced its relative impact). 
Reasons an organization should 
be concerned about an impaired 
executive include

• Legal liability in business  
contracts or in human 
resources;

• Mismanagement of financial 
and other resources due to 
poor operational planning;

• Lost business due to lack of 
attention to contracts or busi-
ness development;

• Flawed decision-making 
regarding strategy and alloca-
tion of resources;

• Public relations problems; and
• Lost intellectual capital due 

to executive impairment or 
resulting employee attrition.  

Individual Impact
The consequences of impair-

ment to the individual (executive) 
can also be significant. The finan-
cial impact of losing one’s salary 
and compensation at this level of 
employment is higher than the 
average employee and harder to 
replace. The psychological impact 
on self-esteem, confidence, and 
self-efficacy may negatively affect 
how the executive leads while still 
employed or how he/she inter-
views if let go. The social impact 
can lead to damaged personal and 
professional reputation, which puts 
a further burden on the executive 
and his/her family.

EAP and Staff Impact
As noted, impaired executive 

cases are more complex than the 
usual mandatory referral or vol-
untary self-referral of a typical 
employee. For instance, the senior 
executive is often an important 
decision-maker with a direct bear-
ing on the EAP’s contract. Also, 
when working with the “average 
employee,” the EAP operates 
more behind the scenes, but with 
a high-ranking officer the EAP 

coverstory

|By Robert A. Mines, PhD, and  
Whitney Stone, LPC

Working with  
Impaired Executives
What EA Professionals Need to Know
“Because cases like these are more intricate, it may be necessary  

to form a team to address all of the necessary concerns.”
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is highly visible in the organiza-
tion, such as with the C-Suite and 
Human Resources (HR). All told, 
this may add considerable stress 
to the EA professional managing 
the case.

Because cases like these are 
more intricate, it may be necessary 
to form a team to address all of the 
necessary concerns. A team might 
include the individual EA coun-
selor, HR, the Board of Directors 
(board), and professionals special-
izing in treatment, organizational 
psychology, and law.

Along with increased complex-
ity comes the potential for not 
only dual, but multiple role rela-
tionships and corresponding ethi-
cal implications (Mines, Anderson 
& Von Stroh, 1991). The EAP also 
faces potential legal entanglements 
in the form of testimony, either in 
individual or class action suits.

Case Study
The following case study illus-

trates the organizational psychol-
ogy, legal, HR, and ethical com-
plexities involved when an execu-
tive is impaired. 

The CEO of a mid-sized manu-
facturing organization (125-250 
employees) had increased revenue 
by 300% over seven years and 
had personal friendships with 
some of the board members. 
However, she had not provided 
financials to the board for seven 
quarters. (Board members later 
admitted they had not intervened 
earlier out of a sense of obligation 
to the CEO.)

Other employees suspected 
she may be drinking on the job. 
There were reports of company/
client dinners at which the CEO 

appeared intoxicated, after which 
male staff reported to HR that they 
had received unwelcome com-
ments from the CEO. The HR 
manager had been marginalized 
years before by the CEO and had 
no influence in the organization or 
with the board.

The board president contacted 
the EAP for consultation. The 
CEO was mandated to report to 
the EAP for an evaluation. Initial 
reports found that the CEO was 
moderately depressed, struggling 
with marital problems, and was 
abusing alcohol at both work 
and home. The CEO admitted to 
drinking most days as soon as 
she arrived at the office and was 
increasingly absent and unavail-
able at work. The EAP recom-
mended that the CEO receive 
substance abuse treatment. She 
resisted treatment until the board 
directed her to follow the EAP’s 
recommendations.

However, the CEO failed 
at each step of care, including 
outpatient, intensive outpatient 
program (IOP), and eventually 
inpatient. A number of complica-
tions arose (including the CEO’s 
strong sense of entitlement, 
wherein she balked at having 
to be treated at competent local 
facilities with “those kind of 
people”), making management of 
the case increasingly complex.

Against the EAP’s counsel, the 
board agreed, as a “last chance,” 
to send her to an out-of-state treat-
ment facility, at a cost of over 
$100,000 for one month paid 
by the company. Upon complet-
ing treatment, the CEO resumed 
drinking immediately on the plane 
ride home.
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During the CEO’s absence, 
problems within the organiza-
tion became apparent. The EAP 
recommended that organizational 
psychologists conduct an evalu-
ation at the systems level, which 
the board approved and funded. 
The extent of the CEO’s financial 
mismanagement was discovered 
at this point. Staff reported that 
workplace culture had turned into 
a “reign of terror” prior to the 
intervention and during the func-
tional absence of the CEO, which 
was perpetuated by the market-
ing director, a friend of the CEO.  
The organizational psychology 
team recommended that the board 
fire the marketing director on the 
grounds he had sabotaged and 
threatened the organization. The 
interim CEO did not act on this 
recommendation.

Six weeks later the impaired  
CEO was terminated for violat-
ing the last chance agreement. 
Upon learning this, the market-
ing director claimed that he was 
being forced into a constructive 
discharge situation and was work-
ing in a hostile environment. An 
employment attorney was con-
sulted, and advised that terminat-
ing the marketing director at this 
point could be interpreted  
as retaliation.

Eventually, the marketing direc-
tor and CEO each received negoti-
ated severance pay that cost the 
organization significantly, not to 
mention the attorney and organiza-
tional psychology fees. The CEO 
was terminated, the marketing 
director resigned, and both were 
replaced. Ongoing organizational 
psychology was initiated with the 
remaining managers and directors. 
Reporting mechanisms were put in 

place for the board, and the board 
hired outside counsel to assist 
them with bylaw changes that 
were needed to give them more 
latitude in the future if they had 
similar problems in their C-Suite.

Additionally, the market-
ing director threatened litigation 
against the EAP for breach of con-
fidentiality. However, the EAP’s 
thorough documentation verified 
that the marketing director had 
self-disclosed the information in 
question. The EAP continued its 
contract with the organization, and 
board members were appreciative 
of the EAP’s work during this dif-
ficult time. 

Considerations 
This case had a number of 

important considerations and 
potential pitfalls. In addition to the 
significant financial impact to the 
organization, costs included

• Substantial amount of hours 
spent by the board in dealing 
with the situation;

• The costs of recruiting and 
on-boarding new leadership;

• The loss of intellectual capital 
in the terminated employees; 
and 

• The loss of productivity, 
morale, and industry reputation. 

There was also great personal 
cost to numerous managers and 
employees affected by the circum-
stances over the nine months this 
EAP intervention took place, as 
many employees accessed the EAP 
to cope with the resulting stress.  

This case required a sizable 
team of EA professionals and 
many hours of consultation and 
behind-the-scenes work. The team 

included the evaluating clinician, 
a behavioral health case manager, 
two organizational psychologists, 
the EAP’s clinical director, an 
external employment law attorney, 
and EAP clinicians who worked 
with affected employees. 

The EAP evaluator had the 
support of the board to assess the 
CEO and make recommenda-
tions. However, the CEO’s lack of 
adherence to treatment recommen-
dations made the process difficult. 
Moreover, the board ignored the 
recommendations, which cost the 
organization additional money. 
Due to the complexity of the 
CEO’s treatment, a case manager 
was assigned to support the EAP 
counselor and the organizational 
psychologists.

Numerous HR considerations 
further complicated this case. 
The CEO was eligible for accom-
modation under the Americans 
with Disabilities Act (ADA), 
even though she did not request 
it. The organization made numer-
ous accommodations for her in 
order for her to get treatment. 
The Family and Medical Leave 
Act (FMLA) could also have 
been a factor; however, it was not 
requested, as the board allowed 
whatever leave the CEO needed.

There could also have been 
Equal Employment Opportunity 
Commission (EEOC) issues at 
numerous levels in the organiza-
tion, such as age and gender (the 
CEO was over 40 and female), 
harassment (CEO comments to 
male staff when she was allegedly 
intoxicated), hostile work environ-
ment complaints by staff (although 
there is mixed legal opinion on 
this), setting precedence in sever-
ance considerations for future 
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employees, and the role of HR in 
the organization’s future. 

Ethical and legal considerations 
for the EAP were related to con-
fidentiality and releases from the 
CEO to the board, the marketing 
director’s alleged breach of con-
fidentiality, and ethical consider-
ations related to the CEO’s auton-
omy and whether she could make 
informed decisions regarding her 
care. The EAP also considered the 
business risk when asked for its 
recommendations regarding treat-
ment and employment.  

Conclusions
When working with an impaired 

executive, the EAP should con-
sider the following points: 

 Know the environment. What 
type and size of organization is 
the EAP supporting? Has the EAP 
taken into account general orga-
nizational psychology consider-
ations such as the organization’s 
finances, structure, and culture; the 
developmental life span position 
of the organization; work process 
constraints; and strategic plan-
ning considerations (Hiester & 
Kimlinger, 2015)?
 Know your client. Who are 

the stakeholders in the outcome of 
the intervention?
 Be efficient. What (if any) 

additional resources does the 
executive and/or organization have 
access to, and how can these exist-
ing resources be of assistance? 
 Know your role(s). How 

many “hats” (roles) is the EAP 
wearing?
 Be organized and accommodat-

ing (as appropriate). Who is the EAP 
reporting to? Who is the EAP’s contact 
for the organization/executive?  

Availability/accessibility of the 
EAP may need to be greater for 
impaired executive cases than  
is typical.
 Be thorough. What docu-

mentation and releases does the 
EAP need? Are there additional 
considerations beyond the usual 
releases? Pay special attention to 
transparency and informed consent 
related to any information that will 
be shared with the board or other 
executives.  
 Be resourceful. When should 

the EAP expand its team to bring 
in additional resources such as 
organizational psychology consul-
tants, legal, HR or financial?
 Know the obligations and 

risks. What state/federal laws 
may be relevant? By what profes-
sional and ethical codes is the EAP 
bound?
 Be crystal clear. The foun-

dational relationship elements of 
trust and rapport can be enhanced 
in impaired executive cases by 
making clear the roles and expec-
tations of the EAP. Clarification 
of boundaries with the executive 
related to the EAP relationship is 
necessary and may need to be re-
established from time to time over 
the course of care. v

Robert Mines is the CEO of Mines and 
Associates in Littleton, Colorado. He pre-
viously served on the International EAPA 
Board of Directors. He has been profes-
sionally involved with C-Suite clients 
for over 30 years. Whitney Stone is the 
president of the Colorado EAPA Chapter 
and is employed with Anthem BlueCross 
BlueShield.
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The Journal of Employee 
Assistance had the opportu-
nity to interview EA profes-

sionals in several countries about 
the state of EAP in their respective 
nations. The following is an edited 
summary of their responses.

Liliana Dias, Outcome – Clinica 
Organizacional, Lda., Portugal

Q: What are the major changes 
in the EAP field that you have seen 
in the past three years?

A: There has been an increasing 
demand for EAP services, as man-
agers are becoming more aware of 
psychosocial risks and its impact on 
performance, well-being, and orga-
nizational resiliency. The European 
Safety and Health at Work Agency 
(EU-OSHA) and Portuguese gov-
ernment organized strong sensitiza-
tion programs to improve working 
conditions and mental health.

On the negative side, the debit 
crisis limited organizations’ bud-
get for training, development, 
and health promotion programs. 
In most companies mental health 
issues became evident, but the 
autonomy to intervene and search 
for support solutions reduced. The 
crisis was real, and it has impacted 
all organizational levels: social, 
economic, and psychological.

Another visible trend has been 
the growing mobility of human 
resources and the emergent need for 
EAP to respond to the expatriation 
process and increase its success 
rate. The business growth occurred 
outside of Portugal, and many com-
panies had to expatriate up to 20% 
of their workforce to work on con-
tracts in Africa and South America.

Q: What is the greatest challenge 
you currently face in your job?

A: Our greatest challenge is to 
gain new business and attain more 
growth in and outside Portugal. The 
last 11 years we have been work-
ing hard to establish our business 
as a local EAP provider for the 
Portuguese market. We have major 
Portuguese companies as clients, but 
there is still work to do in order to 
get added value recognition from top 
management teams and to increase 
the level of knowledge about our 
expertise as EAP consultants.

Considering the global trends in 
EAP business, one of our biggest  

challenges is to continuously dif-
ferentiate ourselves from global 
providers and to offer specific and 
customized service-designed solu-
tions – solutions that can’t be easily 
substituted by technology or other 
global provider affiliates.

Q: What is the number-one 
issue for which people seek help 
from your EAP?

A: People tend to seek help from 
our EAP due to traumatic incidents, 
stress, alcohol and drug abuse, but 
also performance and management 
issues. Clients have also contacted 
us in recent years requesting human 
resource management (HRM) 
advice, soft skills training, health 
promotion solutions, and psychoso-
cial risk assessments.

Q: What is the greatest oppor-
tunity you see for the EAP field in 
your country?

A: One of our biggest oppor-
tunities is to grow within the 
Portuguese-speaking economy. We 
have been working for interna-
tionalization with large Portuguese 
client companies to implement 
and share EAP practices and ser-
vices in countries such as Brazil, 
Angola, Mozambique, Macau, and 
Hong Kong.

There is an urgent need for EAP 
services and expertise in Europe, 
but also in growing economies. 

EAPs Around the Globe
“In the future it will be vital to focus more on prevention, consultation,  

training and advisement than the traditional tertiary counseling and referral approach.  
EAPs will have to innovate and customize services...”

featurearticle
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EAP will definitely grow outside 
the traditional US/UK market, but 
EAP needs to be adapted to each 
country’s economy, culture, and 
organization.

In the future it will be vital  
to focus more on prevention, 
consultation, training, and 
advisement than the traditional 
tertiary counseling and refer-
ral approach. EAPs will have to 
innovate and customize services 
and work closely with top man-
agement, thus becoming a strate-
gic health and resilience partner 
for organizations.

(Sandra Monteiro, MBA, CEO, 
Outcome, also contributed to these 
responses.)

Lourie Terblanche, PhD, 
University of Pretoria, South Africa

Q: What are the major changes 
in the EAP field that you have seen 
in the past three years?

A: First, I’d like to point out that 
the EAP industry in South Africa 
has grown tremendously over the 
last 30 years, as evidenced by a 
number of EAP service provid-
ers who have rendered services to 
corporate clients and government 

departments. Together this means 
that EAP has been offered to both 
public servants and private compa-
nies, some of which are initiating 
their own tailor-made EAPs.

More recently a number of 
government departments changed 
from the typical in-house model to 
an external/contractual model or a 
hybrid model. Some new service 
providers have entered the market, 
but the market is still dominated 
by a few large service providers. 
Corporate companies shop around 
after contracts expire, mainly 
because they are not happy with 
the services rendered.

There has been a strong devel-
opment toward proactive services. 
Growing integration of EAP and 
wellness services is resulting in 
a blend of services, which have 
become increasingly difficult to 
administer due to the inability 
of professionals to comply with 
increasing demands. Also, shrink-
ing funds for services has resulted 
in some EAPs not being main-
tained or services scaled back.

Q: What is the greatest chal-
lenge you currently face in your 
job?

A: The corporate world is becom-
ing more demanding with regard 
to proof of return on investment; 
tender and contracting processes; 
and sophisticated contracts, which 
are requiring very specific skills 
to comply with; and demand for 
training is growing, while little 
development among tertiary insti-
tutions is providing such training.

Q: What is the number-one 
issue for which people seek help 
from your EAP?

A: Chemical dependency and a 
lack of skills in managing personal 
finances.

Q: What is the greatest oppor-
tunity you see for the EAP field in 
your country?

A: There is a growing need for 
expertise in monitoring and evalu-
ation. However, there is a gap in 
the market for an impartial body to 
provide monitoring and evaluation 
services to corporate companies, 
regardless of whether it’s utilizing 
internal or external EAPs.

Peizhong Li, PhD, Chestnut 
Global Partners, Beijing, China

Q: What are the major changes 
in the EAP field that you have seen 
in the past three years?

A: The most significant 
change I’ve seen in the EAP field 
in the past three years has been 
on the client side. In addition to 
multinational companies, Chinese 
state-owned enterprises are start-
ing to adopt EAPs. In fact, they 
have become the main driver for 
the expansion of the EAP market 
in China, especially in terms of 
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large contracts, thanks to their 
deep pockets. Management has 
become increasingly aware of the 
importance of employee wellness 
in developing and maintaining a 
healthy workplace and produc-
tive organization. As a result, the 
major state-owned telecom, oil 
and gas, power generation,  
automobile, and steel-making 
companies are providing EAPs 
for their employees.

The type of services and method 
of delivery the state-owned com-
panies want are different from the 
multinationals. Besides the core 
technology EA services such as 
hotlines and counseling, state-
owned firms are keenly aware of 
incorporating psychological and 
mental health knowledge and skills 
internally. They accomplish this by 
having EAPs provide training and 
guidance for their internal staff to 
function as mental health and EAP 
advocates. State-owned companies 
are also ardent about having EAPs 
train their supervisors in psycholog-
ical and mental health as a method 
of improving management.

Finally, state-owned firms 
are also interested in developing 
employees’ skills. As such, EAPs 
are requested to develop programs 
for employees in service industries 
(such as bank tellers) to improve 
their skills in communicating 
with clients. In summary, state-
owned companies are interested in 
improving management with EAPs 
in addition to solving employees’ 
personal and clinical issues.

Q: What is the greatest challenge 
you currently face in your job?

A: That would be finding and 
retaining qualified staff, as qualified 
account managers and counseling 

and training professionals are 
in short supply in China. Most 
practicing counselors have not 
received master’s level training 
in psychology. One only needs 
to pass a written exam adminis-
tered by the Ministry of Labor 
and Social Securities to become 
licensed in counseling.

Most of them take part in train-
ing programs of various lengths 
and levels in specific counseling 
methods after becoming licensed. 
Psychoanalysis is the most popu-
lar counseling method in China. 
The concept of empirical-based 
counseling methods is largely 
unknown among Chinese pro-
fessionals. Also, professional 
organizations for regulating and 
supervising counselors are non-
existent, as is insurance for mal-
practice. This situation makes it 
difficult for EAPs to find affili-
ates as business increases.

EAPs need account managers 
who can communicate with and 
win the trust of contacts in client 
organizations. At present, these 
managers typically do not have the 
competency and soft skills to work 
with high-caliber clients.

In addition, EAPs usually do not 
offer the same salaries and benefits 
as multinational and state-owned 
companies. This is another factor 
that makes it difficult to attract and 
retain account managers.

Q: What is the number-one 
issue for which people seek help 
from your EAP?

A: Marriage and family prob-
lems, especially intimate relations 
and parenting. In Chinese society 
family relations are very important 
for personal happiness and men-
tal health. However, rapid social 

and economic changes in China 
have created a lot of stress, which 
manifests itself in all aspects of 
people’s lives, although it is felt 
most acutely in conflicts between 
spouses, romantic partners, and 
between parents and children.

The high cost of living in major 
cities makes it difficult for young 
people to find partners for mar-
riage. Scarce resources for high 
quality higher education and 
a very competitive job market 
make parents put an unreason-
able amount of academic pressure 
on their children at an early age. 
These factors all make family life 
and relationships more difficult 
than usual.

Q: What is the greatest oppor-
tunity you see for the EAP field in 
your country?

A: EAPs have great opportu-
nities for expanding into health 
management. The vast majority 
of employers already pay for 
their employees’ annual checkups 
and offer health-enhancement 
programs. However, there is a 
need to make these programs 
more systematic and effective, 
such as smoking cessation, 
health risk assessment, and 
health coaching.

The Chinese are also resis-
tant to disclosing psychological 
and mental health problems to 
strangers, including profession-
als. Presenting EAP as a holistic 
wellness program that covers 
both physical and mental health 
may ease some of the effects 
of the stigma associated with 
mental problems. This approach 
is also a better fit with clients’ 
health and benefits systems. v
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Yoga can Help  
Drug Addicts

Finding in yoga an aid against 
drug addiction, a new study says 
that the traditional discipline can 
“significantly” improve the quality 
of life of drug users and also reduce 
the frequency of their drug usage, 
reports The Economic Times.

The study, authorized by AYUSH 
Ministry and funded under its Extra 
Mural Research (EMR) scheme, 
used Sudarshan Kriya Yoga (SKY) 
and meditation as an adjunct to 
regular treatment among a group of 
drug addicts, especially heroin users. 
Eighty-four heroin users undergo-
ing treatment at a community-based 
clinic of National Drug Dependence 
Treatment Centre (NDDTC) in east 
Delhi participated in the study. 

The study, which was random-
ized with control groups, showed 
that yoga intervention produced a 
significant change in the physical, 
social relationship and environ-
mental domains of quality of life. 

It also reduced the frequency of 
drug use as evidenced by the urine 
screening results compared to the 
control group that was on treat-
ment as usual. However, research-
ers noted that more studies need to 
be carried out, in different settings 
with a larger sample size, to see if 
the findings can be replicated.

China’s Deadly  
Smoking Habit

When a ban on smoking in 
public spaces came into force in 
Beijing this year, 42-year-old com-
munications manager Yucen Zheng 
gave his boss some advice. 

“I suggested the workplace be 
divided into two parts – like a 
restaurant. One smoking area, one 
non-smoking. But he didn’t agree, 
so I started smoking 10 cigarettes 
before I got to work to get me 
through the morning,” Yucen told 
Al Jazeera.

China is the world’s largest 
consumer of tobacco; one-in-
three of the planet’s cigarettes 
are smoked there, according to 
Al Jazeera. Research released 
recently suggests that unless 
smoking rates drop, roughly 2 
million Chinese people — mostly 
men — will die every year start-
ing in 2030, and one-in-three 
young Chinese men will eventu-
ally die from the habit. 

But despite such alarming sta-
tistics, efforts to curb and banish 
smoking from public places have 
been weakly enforced – until 
now. A Beijing law makes all 
indoor and many outdoor public 
places 100-percent smoke-free, 
with no loopholes and no excep-
tions, which sets a powerful prec-
edent for other cities to follow. It 
also paves the way for a strong 
national law.

“It’s still [in the] early days, but 
the signs are very encouraging,” 
said Dr Angela Pratt, technical 
officer for the Tobacco Control 
Initiative at the World Health 
Organization’s office in China.

Menial Jobs are  
the Most Stressful

Menial jobs like waitressing 
are far more stressful than profes-
sions like medicine and architec-
ture, scientists say, as they warn 
of stroke risk.

Chinese scientists have 
found that low-paying jobs 
with a high workload, such as 
waitressing, leave employees 
at far greater risk from heart 
problems and 58% more likely 
to suffer a stroke, reports The 
Telegraph. In contrast scien-
tists and architects seem to be 
the least stressed professionals, 
and therefore at no extra risk of 
heart problems. 

The analysis looked at the 
available research on job strain 
and stroke risk. The studies 
involved a total of 138,782 par-
ticipants who were followed for 
three to 17 years. 

The researchers believe that 
people who experience high 
levels of stress at work are less 
likely to look after themselves 
and often resort to drinking and 
smoking. Many are also forced 
to work disruptive shift patterns 
that have been linked to cancer 
and poor health. 

Scientists say stress in a job 
is largely dependent on feeling 
in control and respected. While 
doctors, teachers and other pro-
fessionals may have mentally 
taxing jobs, they feel empow-
ered and so do not become as 
stressed. In contrast, jobs in 
the service industry are often 
vulnerable to the whims of cus-
tomers and management. This 
includes long hours other than 
9-5 schedules.

Based on this study, it is rea-
sonable to consider testing inter-
ventions aimed at increasing job 
control, such as decentralization 
of decision-making, and flex-
ibility in job structure, such as 
telecommuting. v
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CIR Summit Explores  
Expanded Value

“There was broad agreement that CIR terminology should be reevaluated and  
redefined for an EAP context. For instance, the term ‘critical incident’ is itself potentially  
confusing or misleading given that most EAP requests for service are related to events  

that are disruptive but not necessarily traumatic (i.e. normal grief).”

featurearticle

Questions around critical 
incident response have long 
challenged the EAP industry. 

While it is reported to be one of the 
most requested and valued services 
to corporate customers, EAPs have 
struggled to reach a consensus on 
what CIR is, how it should be deliv-
ered, and perhaps most importantly, 
why critical incident response is 
offered. It was in the hope of answer-
ing these questions that the first EAP 
Critical Incident Response Summit 
was held in conjunction with EAPA’s 
2015 World EAP Conference in San 
Diego, Calif. Hosted by Crisis Care 
Network, the summit included 57 
attendees, representing:

• Executive leaders at 26 sepa-
rate EAP organizations;

• Industry-related professional 
groups, including EAPA, 
EASNA, National Behavioral 
Consortium (NBC), the 
Employee Assistance 
Roundtable (EAR), the Asia 
Pacific Employee Assistance 
Roundtable (APEAR), and 
the European Employee 
Assistance Forum (EAEF);

• Published researchers in the 
fields of trauma and EAP; and

• Other affiliated stakeholders.

The goal was to begin a dialogue 
around the question “What does the 

corporate customer really want when 
they ask for CIR?” Through a number 
of keynote presentations, customer 
panels, and roundtable discussions, 
participants explored CIR delivery 
from this organization-centric per-
spective, seeking consistent themes 
and emerging consensus points.

Opening Keynote
The first keynote, “Out of the 

Ashes: Implications of Individual 
and Organizational Resilience” 
was presented by Les Kertay, PhD, 
Chief Medical Officer of Crisis 
Care Network (CCN). Building on 
both internal CCN data and external 
academic research, Dr. Kertay high-
lighted that most CIR events in an 
EAP setting are not likely to induce 
PTSD, and in fact, resilience among 
employees is by far the dominant 
trajectory. The majority of EAP 
events, while undoubtedly distress-
ing, are not traumatizing in a clinical 
sense. They are, however, emotion-
ally disruptive and have potential to 
have a negative impact from a busi-
ness continuity perspective.

He described the high organi-
zational cost associated with one 
specific productivity metric, work-
place absence, which can clearly 
be driven by an emotional com-
ponent. Internal data from Liberty 
Mutual estimates these costs in 
excess of $59 billion.

Dr. Kertay also connected 
workplace absence (or prolonged 
“worklessness”) to recent studies 
showing the significant negative 
health effects on the individual, 
with medical issues and mortality 
rates similar to chronic tobacco 
use. EAP CIR services that sup-
port a swift return to work and 
minimize absence would have 
great value for both the employer 
and the employee.

Customer Panel
A customer panel presentation 

followed with representatives from 
three organizations. They provided 
insight into their respective indus-
try concerns regarding response to 
disruptive workplace events. The 
panelists were: Michele Neptune of 
Wells Fargo; Nicole Stelter, PhD, 
LMFT of Kaiser Permanente; and 
Jim O’Hair of Northrop Grumman.

I served as moderator, and each 
panelist was asked to operational-
ize resilience, not as an abstract 
psychological concept, but in 
terms of organizational objectives 
and productivity outcomes.

Michele Neptune spoke to the 
needs of the banking and financial 
industry, particularly in response 
to bank robberies and other tar-
geted criminal activity. Michele 
specifically identified the impor-
tance of CIR in public perceptions 

|By Jeff Gorter, MSW
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of strength/security engendered 
by a swift return to operations at a 
banking location.  

Nicole discussed the CIR chal-
lenges her organization faces as 
the largest nonprofit health plan 
in the U.S. (over 180,000 employ-
ees). She explained that in the 
healthcare industry, exposure to 
upsetting or distressing events is 
unavoidable – and most disruptive 
workplace events occur in areas 
specially designed for trauma, 
such as emergency departments or 
the NICU/PICU. Nicole remarked 
on CIR as a way to minimize 
burnout and build team unity in 
high-stress medical settings.

Jim O’Hair described the com-
plexity in delivering service to a 
large, multinational corporation 
involved in a highly diversified busi-
ness and product line (e.g. security, 

manufacturing, and aerospace). For 
Northrup Grumman, minimizing 
lost productivity following disrup-
tive workplace events is a central 
business goal.  Jim emphasized 
that CIR services, as well as other 
essential EAP offerings, are fully 
integrated into the business continu-
ity, risk management and organiza-
tional resilience plans of NG, while 
recognizing that business recovery is 
based on people recovery.

A common theme expressed 
by all panelists was the critical 
importance of employee percep-
tion of leadership following a 
critical incident. Regardless of 
the event, employees will look to 
the response and make judgments 
about leadership commitment, cor-
porate responsibility, and whether 
they as employees are truly valued 
– all of which have implications 

for morale, presenteeism, liability, 
and even shareholder/customer 
reputation in the marketplace.

Second Keynote
The afternoon keynote, pre-

sented by Gary DeFraia, PhD, 
was titled, “EAP-Based CIR: 
Organizational Outcomes 
Following Disruptive Events.” 
Drawing on his decades of expe-
rience with Magellan EAP, Dr. 
DeFraia further reinforced the 
assertion that individuals tend to 
be resilient in response to disrup-
tive or traumatic events – and so, 
he contends, are organizations. 
By integrating business continuity 
planning with human continuity 
planning, an overarching focus on 
Organizational Continuity begins 
to emerge as being very helpful to 
corporate customers.
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Workgroups
The final segment of the  

summit involved breaking into 
workgroups to discuss the  
following four topic areas:

• What is the definition and best 
practice of CIR as offered by 
EAPs?

• What is the value of CIR ser-
vices in an EAP context?

• Do CIR services improve specific 
business/productivity outcomes?

• How can we track data and 
reliably measure outcomes? 

As each group wrestled with 
these questions, certain common 
themes emerged that perhaps 
reflected the beginning of a loose 
industry consensus: 

 Redefine terminology. There 
was broad agreement that CIR 
terminology should be reevaluated 
and redefined for an EAP context. 
For instance, the term “critical 
incident” is itself potentially con-
fusing or misleading given that 
most EAP requests for service are 
related to events that are disruptive 
but not necessarily traumatic (i.e. 
normal grief).

 Recognize overall resilience. 
Strong support was expressed 
for efforts that facilitate both 
individual and organizational 
resilience since they are interre-
lated. Workplace resilience is best 
defined in functional and opera-
tional terms, such as a swift return 
to normal levels of productivity, 
lowering absenteeism, minimizing 
Workers’ Comp claims, etc. These 
business-related metrics mark a 
return of personal self-efficacy, 
reflecting an often expressed and 
understandable desire of impacted 

employees to “just get back to 
normal, and get back to work” fol-
lowing a disruptive event.

 Avoid a pathological 
approach. All EAP CIR assistance 
should avoid pathologizing the 
event or interfering with the natu-
ral course of resilience. Assistance 
need to be cautious, measured, and 
cognizant of both the context of 
the disruptive event and culture of 
the organization.

Real-time Technology
Using real-time polling technol-

ogy throughout the day and in a 
follow up survey, summit attend-
ees were able to directly offer 
insights and experience regarding 
the future of CIR services. This 
representational feedback from 
industry leaders will inform next 
steps in building and research-
ing CIR that is evidence-based, 
oriented to enhance human capac-
ity for resilience, and tailored to 
the organizations and settings 
in which CIR is delivered. The 
authors noted three key themes 
that emerged:

 There is a polarity of views 
as to shaping new developments 
in CIR. At one extreme are those 
who see little need to modify CIR 
as currently delivered, and who 
believe that the clinical value of 
services offers sufficient justifica-
tion for keeping the status quo. 
On the other extreme are those 
who believe that CIR needs to 
be entirely re-conceptualized. In 
between, there is a broader range 
of sentiment that notes the value of 
CIR, but also cites a need to tailor 
interventions to the circumstances 
that matter most to employers who 
ultimately are the consumers.

 There needs to be a 
standardized an approach to 
gathering information on the 
front end. This would enable 
CIR specialists to better under-
stand both the nature of the 
incident, and the characteristics 
of the organization in which 
services are requested. There is 
reasonable consensus that better 
information at intake/case shap-
ing will lead to CIR services 
that are specifically targeted, 
more readily received, and with 
enhanced outcomes.

 A key aspect of CIR ser-
vices in any employer organiza-
tion is to maintain and improve 
the productivity of the impacted 
employees. To better understand 
what this means for employers, 
we need to involve and solicit 
feedback from employers to help 
aid in discussions in order to 
avoid, in the words of one partici-
pant, “our tendency to keep talk-
ing only to ourselves.”

Summary
The summit was well received, 

with great participation and the 
sharing of important insights for 
the continual development of CIR 
services in an EAP context. This 
dialogue points the way for fur-
ther research, highlights the need 
for validated measurement tools 
to define efficacy, encourages the 
ongoing refinement of delivery 
models, and lays out a challenge 
on how to use CIR to deliver even 
greater value to employers and 
their workers. v

Jeff Gorter is the Vice President of EAP 
and Corporate Relations with the Crisis 
Care Network. He may be reached at  
jeff.gorter@crisiscare.com.
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The Persistence  
of Old Technology

|By Marina London, LCSW, CEAP

techtrends

I am always preaching the need 
for EAP preparedness in the face 
of rapidly changing technology.

But then I came across a very 
interesting article by Dylan Tweney 
in Venture Beat entitled: “Sometimes 
40-year-old technology actually is the 
best tool for the job.” In it, Tweney 
states “Technology changes far 
slower than we usually think it does.”

He goes on to observe that a 
pretty good technology that achieves 
widespread acceptance has a way 
of sticking around for years, even 
decades. Just look at how many 
people still listen to AM radio, buy 
CDs at concerts, or drive cars with 
internal combustion engines.

The persistence of old-but-
acceptable technology has some 
big implications for the future of 
the World Wide Web. The Web is 
hardly cutting-edge tech. Its basic 
protocol is over 40 years old.

So if you’re waiting for a 
transformative change in how we 
consume information online, you 
could be waiting a long time.

Think about what air travel looked 
like in 1965. Humans had only been 
flying airplanes for about 60 years, 
and the U.S. and Soviet Union were 
rapidly expanding their space travel 
capabilities. In the near future, we 

might have expected huge, comfort-
able supersonic jets. And maybe after 
that, we’d be riding on incredibly fast 
rockets, and perhaps enjoying inter-
stellar travel by the early 2000s.

But it didn’t turn out that way. 
Ordinary jets like the Boeing 747 
turned out to be good enough, and 
economical enough. The models 
created in the 1970s form the 
backbone of the company’s lines 
today. In fact, some of today’s 
planes are actually slower than 
their 1970s predecessors: The 
Boeing 787 is slower than the 707.

What does this mean for EA practice?
It means that while we work to 

add video counseling and making 
counseling appointments via text, we 
need to think about what EA services 
and components will transcend tech-
nological and sociological change. 
Twenty years from now, will human 
talk therapy be obsolete? Most major 
mental illnesses will be biologically 
treatable. And our clients may be 
talking to highly skilled and respon-
sive artificial intelligence entities 
who will be available to them 24/7.

Even the popular media are begin-
ning to talk about the impending 
developments in artificial intelligence 
and other scientific areas. An article in 
the New York Times asked: “Who is 
making sure that all of this innovation 
does not go drastically wrong?”

Well the Future of Life Institute 
for one, an organization that seeks 
to “mitigate existential risks facing 
humanity” from “human-level artifi-
cial intelligence.”  And there are oth-
ers. The Lifeboat Foundation is a non-
profit that tries to help humanity com-
bat the “existential risks” of genetic 
engineering, nanotechnology and the 
so-called singularity, which refers to 
the hypothetical moment when artifi-
cial intelligence surpasses the human 
intellect. Philosophers and scientists 
at Cambridge University formed the 
Center for Study of Existential Risk, 
with the goal to ensure “that our own 
species has a long-term future.” 

It concerns me that the experts 
who are putting together these think 
tanks are not mental health, let alone 
EA, professionals. I think we need 
to put our unique heads together 
and ponder the future of the field. 
We do not want to be overtaken by 
progress. And we want to preserve 
the techniques and interventions that 
have stood the test of time. v

For a list of references used in this 
article, contact m.london@eapassn.org  

 
Marina London is Manager of Web Services 
for EAPA and author of iWebU, http://iwebu.
info, a weekly blog about the Internet and 
social media for mental health and EA profes-
sionals who are challenged by new commu-
nication 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. 
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EAPA’s Conference on Demand
Missed EAPA’s 2015 World EAP Conference? 

Fifty-three sessions from that event have been added 
to EAPA’s Conference on Demand website. You can 
buy the 2015 Unlimited Access Pack and earn PDH 
credit for viewing sessions from both the 2015 and 
2014 conferences through October 31, 2016. If you 
prefer, you can purchase individual sessions as well.

All EAPA members have non-credit access to ses-
sions from the 2007 – 2013 World EAP Conferences. 
For detailed login and pricing information please visit: 
http://www.eapassn.org/OnDemand/Info.

The table below lists the sessions presented 
at EAPA’s 2015 World EAP Conference in San 
Diego, Calif.

2015 Conference on Demand Speakers Domain PDHs

EAP in the 21st Century: IBM Takes EAP to the Next Level Ashish Parikh, M.D. F.A.C.P; 
Amber Alam, M.A.

I, II 1

Using Technology to Engage Millennial EAP Clients Marina London, LCSW, CEAP; 
Lisa Fedak, MSW

I 1.25

Managing High-Conflict Workplace Situations William Eddy, LCSW, J.D.;   
L. Georgi DiStefano, LCSW

II, III 1.25

Thinking for a Change Lisa Hardy, B.A. I 1.25

Gender Identity in the Workplace Kristie Overstreet, M.A., LMHC III 1.25

A Case for the Coach: Life Coaching Soars High in EAP Jennifer M. Sewell, LMHC, CEAP; 
Patti Yarranton, LMHC, CEAP

I, III 1.25

Knocking down the Screening and Brief Intervention Barrier from 
Within

Misty Aaberg, M.S., CPS II; 
Christopher Knoepke, LCSW, CEAP

II 1.25

Research Findings Demonstrating the Impact of EAP Services 
on Workplace Outcomes

Melissa Richmond, Ph.D.; Randi 
Wood, LCSW, CEAP; Bernie 
McCann, Ph.D.

I 1.25

Ethics Questions and Answers! Susan Meyrle, Ph.D., LIMHP I, III 1.25

Navigating Clients Through Cancer-related Workplace Issues Rebecca Nellis, MPP;   
Monica Bryant, J.D.

III 1.25

Neuro-Silence: Worker Wellness and the Meditative Arts Mike Verano, LPC, LMFT III 1.25

Emotional Connectivity: The Art of Laughter RaShonda Labrador, M.S., CEAP; 
Rhonda Kaalund, M.A., LPC

II, III 1.25

Over The Rainbow: How “Virtual EA Visits” Are Transforming EA 
Services

Kenneth Scroggs, LCSW, CEAP I, III 1.25

EAP Response to Workplace Bullying: Coaching Abrasive 
Managers

Laura Crawshaw, Ph.D., BCC II 1.25

The OWIE: A Brand New Approach To Organizational Wellbeing Patrick Hiester, M.A., LPC; Dani 
Kimlinger, Ph.D., SHRM-SCP 

II 1.25

Well-Being Measurement + EAP = Productivity Ron Hesslein, LPC, CEAP; 
Jeremy Watson, M.A.

II, III 1.25
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2015 Conference on Demand Speakers Domain PDHs

Three Key Managerial Processes: How Coaching Facilitates 
Management Referrals

Susan Curtin, M.A., CEAP I, II 1.25

Sustaining and Retaining the Home Care Workforce: An 
Innovative EAP Model

Michelle Zadrozny, LMSW II, III 1.25

Digital Trends in EAP: Who’s Using What? Barb Veder, MSW, RSW I, II 1.25

Building Evidence Supported, Workplace Specific Response 
Programs

Richard Gist, Ph.D.; Tonya 
Slawinski, Ph.D., BCD

II, III 1.25

EAP & Work-Life Integration: Research Update and Case Study 
of Tutoring

Mark Attridge, Ph.D., M.A. II 1.25

EAP Taking the Lead in Financial Wellness Reeta Wolfsohn, CMSW III 1.25

The Impact of Abuse Trauma on One’s Career and Hopeful 
Strategies For Success

Jude Miller Burke, Ph.D. III 1.25

EAP Outcomes Evaluation:  Survey Development, Outcomes 
Analysis and Return on Value

Kyle Fraser, M.A.; Tom Sawyer, 
Ph.D.; Michael Raciti, Ph.D.

I 1.25

The Clear View From Here: Scenes of EAPs, Past, Present and 
Future

Jeffrey Mangrum, M.A. I 1

In the Eye of the Storm: Using Mediation Skills to Manage 
Volatile People

David Doto, J.D., LL.M;  
Jeff Husserl, MDR, MBA

II, III 1.25

The Workplace Outcome Suite: Results from an EAP Research 
Network

Richard Lennox, Ph.D.; Matthew 
Mollenhauer, M.S., LCPC

I, II 1.25

Connecting in Today’s Fast Paced Environment: Video Based 
EAP Sessions

Elly Engel, LCSW, Ed.D.; Terri 
Lee, LCSW, CEAP; Patrick 
Williams, LMFT, CEAP

I, III 1.25

Weight in the Workplace: Why Wellness at Work Programs 
Aren’t Working

Julie Friedman, Ph.D. II, III 1.25

Implementing the Federal Railroad Administration Critical 
Incident Rule

Richard Gist, Ph.D.; Chian Gavin, 
LICSW; Patricia Watson, Ph.D.

II 1.25

Wavelength: The Science of Gender Dynamics in the Workplace Alison Parodi-Bieling, MSW, 
CEAP

I, II 1.25

Forecasting Global EAP Trends Tom Shiervan, CEBS; Konstantin 
von Vietinghoff, M.A.; MSc, Stan 
Granberry, Ph.D.

I 1.25

Enhancing Partnership: EAP Integration and Leadership 
Engagement

Andrea Stidsen, LICSW, CEAP; 
Sandra Turner, Ph.D.; CEAP, 
Dave Sharar, Ph.D.; Kathie 
Burridge Barnard, LICSW, CEAP

I, II 1.25

Reinvent Addiction and Mental Health Services with Innovative 
Apps

Rigo Brueck, Ph.D., PSY I, III 1.25
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2015 Conference on Demand Speakers Domain PDHs

Integrated Behavioral Health in Primary Care:  A Triple Win for 
EAPs

Alexander Mackenzie, LMFT II, III 1.25

Blue Sky or Just Blue? What Your Company Pharmacy 
Experience Can Do for You!

Michael Hack, LCSW; Fred 
Newman, B.S.

II, III 1.25

Beyond the Bucks: Showing the Whole Value of Your EA 
Program

Donjanea Williams, Ed.D., LPC I, II 1.25

The Fitness For Duty Evaluation and Its Aftermath: Avoiding the 
Landmines

Katie Connell, Ph.D., ABPP II 1.25

The Reality of Employee Well-Being Without Borders Mary Ellen Gornick, M.A. I, II 1.25

EAP in the C-Suite: Working With Impaired Executives Whitney Stone, LPC; Robert 
Mines, Ph.D.

I, II, III 1.25

Increasing EAP Outreach with Evidence-based Online 
Screenings

Marilyn Hazzard Lineberger, Ph.D. 
Lisc. Psychologist; Molly Foulds, 
MS; Bernie McCann, Ph.D.

I, III 1.25

EAP Critical Incident Response: Operationalizing Resilience Robert Intveld, LCSW, CEAP II 1.25

Sleep Deprivation and the Workplace: An EAP Perspective Christopher Knoepke, LCSW, 
CEAP

II, III 1.25

Evidence Based Assessment in Crisis Response: Issues, 
Approaches, and Instruments

Patricia Watson, Ph.D. II 1

Advocating for Positive Leadership Chester Taranowski, Ph.D., CEAP I, II 1.25

Buyer Beware: The Truth about Wellness Programs Richard Brown, M.D., MPH; Tom 
Shjerven, CEBS; Stan Granberry, 
Ph.D.

I 1.25

When Chronic Stress Turns to Chronic Pain and Addiction Peter Przekop, DO III 1.25

Psychosocial Risks and Impacts in the Workplace Assessment Petros Roussos, Ph.D.;  Anastasia 
Rush, Ph.D.

II 1.25

Games Couples Play: Going Mobile to Improve Communication Amy Birney, MPH, MCHES; 
Mallory Lucier-Greer, Ph.D., LMFT

III 1.25

Emory After Ebola: Lessons Learned by the EAP Marilyn Hazzard Lineberger, 
Ph.D., Lisc. Psychologist; Paula 
Gomes, Ph.D., Lisc. Psychologist

I, III 2

Counseling and Coaching Bullies at the Top of the Organization Jordan Goldrich, LCSW I, III 2

Developments and Lessons from Mainland China, Malaysia, and 
Taiwan

Edward Chan, Ph.D., CSAC, Ken 
Chang, MBA, CSE, Peizhong Li 
Ph.D., Dave Sharar, Ph.D.

II 2

Grief and Loss in the 21st century:  What Really Happens in the 
Workplace

Rachel Kodanz, B.S. II 2



| WWW.EAPASSN .ORG |•• • • • • • • • • • • • • • • • • • • • • • • • • • • | JOURNAL OF EMPLOYEE ASSISTANCE | 1st Quarter 2016 |

25

The following is a “roundup” 
of sessions attended by 
JEA Editor Mike Jacquart 

at EAPA’s 2015 World EAP 
Conference in San Diego, Calif., 
September 29-October 2, 2015. 
More in-depth articles from some 
of these sessions are planned for the 
JEA this year. (One appears as this 
issue’s cover story.)

 Using Technology to Engage 
Millennial EAP Clients was led by 
Marina London and Lisa Fedak. 
Millennials will make up roughly 
50% of your EAP clients in 2020, 
four short years from now. Are you 
ready to meet the challenges in 
engaging younger clients, who often 
have a much different way of doing 
things than older people?

“Millennials are game-changers,” 
said London. “They are less con-
cerned about confidentiality and more 
concerned with convenience. They 
invented social media, so they expect 
to make appointments by smartphone 
and use high-tech delivery systems.” 

As a best practice, it is absolutely 
essential that EAPs have a website, 
according to London. “Hire some-
one if you must, and if you have a 
site and it’s more than 10 years old, 
you need to renovate it.” Online 
video platforms is another service 
that she suggests for this age group. 
“Many [Millennials] only access 
mental health online. But remember 
that online therapy is not face-to-
face done online. There are unique 
encryption and other services [that 
need to be taken into account], and 
you need to become distance coun-
seling certified.”

London also pointed out that 
while Zoom.us is HIPAA compli-
ant, the popular video platform 
Skype is not. Fedak’s part of the 
presentation offered the results from 
research conducted at the University 
of Southern California’s Center for 
Work and Family Life. 

 Navigating Clients through 
Cancer-related Workplace Issues 
was presented by Monica Bryant and 
Rebecca Nellis. There are approxi-
mately 15.5 million cancer survivors 
in the U.S., but only 20% are receiv-
ing help with the practical concerns 
related to continuing to work while 
battling this often-scary disease. If 
this is not an issue your EAP has run 
into as yet, chances are it will be.

Cancer in the workplace is often 
a complex issue that impacts not 
only work schedules and flexibility, 
but also involves legal and other 
aspects related to the Americans 
with Disabilities Act and the Family 
and Medical Leave Act, in addition 
to fair employment laws and a myr-
iad of health insurance issues.

Other key findings from the ses-
sion included:
 Roughly 73% of employees 

with cancer work during treatment 
as it helps them cope with the dis-
ease. However, due to side effects 
such as fatigue, weight loss, “chemo 
brain,” and others, only 2% multi-
task effectively.
 Key questions need to be 

asked when an employee with can-
cer returns to work. They include: 
“Can you still do the work?” and 
“Do you still want to do the work or 
did the time away due to illness lead 
you to want to make a change?” 
 EAP Taking the Lead in 

Financial Wellness was led by Reeta 
Wolfsohn. Did you know that the basis 
of financial problems come not from 
a lack of money, but the individual’s 
relationship WITH money? Many 
Americans struggle with day-to-day 
finances, but talking about it remains 
taboo. An estimated 28% say they 
have no one to talk to about their 
problems, and yet 65% also note 
that keeping “financially fit” is even 
tougher than being physically fit. The 
EAP is in a perfect position to help.

She defined financial wellness  
as “having a comprehensive  

understanding of your current 
financial circumstances.” Wolfsohn 
added, “Financial wellness helps 
employees be more aware of 
their financial behavior. The EAP 
already knows how to address 
thoughts, feelings, and attitudes.”

There is no doubt that financial 
woes spill over into the workplace. 
Employees receive calls at work from 
creditors, and are more prone to steal, 
lie and cheat to deal with their situa-
tion. Seventy-two percent of compa-
nies believe financial literacy will help 
employees, yet only 27% of them 
offer these services through the EAP, 
according to Wolfsohn, as opposed to 
57% that offer them through HR. 

“EAPs understand the dimen-
sions of financial wellness, but they 
need to look at it from a different 
perspective, in terms of emotional 
support and maximizing the per-
son’s effectiveness,” she noted.

 The Workplace Outcome Suite: 
Results from an EAP Research 
Network was presented by Richard 
Lennox and Matt Mollenhauer with 
Chestnut Global Partners. This session 
provided important updates on the use 
and interpretation of the Workplace 
Outcome Suite (WOS).

EAPA’s 2015 World EAP Conference Roundup

Continued on page 30
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Is That an Elephant in the Room?
Assessing Workplace Culture

“Many workplace programs and benefits, including EAPs, are sometimes too focused on the 
individual and fail to consider the broader cultural context within which those individuals exist.”

featurearticle

Have you ever been in a 
workplace where certain 
behaviors are tolerated 

because “that’s just the way things 
are done around here?” EA profes-
sionals often recognize when an 
organization’s dysfunctional “way 
we do things” contributes to an 
individual’s presenting issue.

Assessing workplace culture 
may empower you to have a 
greater impact on larger systemic 
issues. This is an important step 
in delivering a value-packed 
EAP targeted at an organization’s 
unique characteristics. Identifying 
the behavioral strengths and chal-
lenges of employees and leaders 
can help target core issues that 
impede organizational success. 

Culture, the foundation of 
any workplace, is made up of 
individual behaviors. Culture 
evolves over time as people in an 
organization change. Culture sets 
expectations for which behaviors 
are reinforced or extinguished. 
Employee attitudes and beliefs are 
shaped by experiences. For culture 
to change, new, more powerful 
experiences need to occur to shift 
the attitudes and beliefs and drive 
new behaviors. 

Consider the Context
Many workplace programs and 

benefits, including EAPs, are some-
times too focused on the individual 

and fail to consider the broader 
cultural context within which those 
individuals exist. Focusing on indi-
vidual issues like performance and 
behavioral health without consider-
ing the larger cultural forces that 
drive problem behaviors limits an 
organization’s ability to achieve 
desired outcomes. 

Behavior is Central to Culture
Imagine you are called to a con-

sultation with a team of leaders. A 
new manager has expressed con-
cern about the level of toxicity in 
her workplace. She has observed 
a high degree of discontent among 
employees and contractors. As 
soon as someone leaves the room, 
the group starts talking negatively 
about that person. Throughout the 
years a culture of negativity and 
criticism has developed and com-
plaining is the norm.

During your consultation, you 
discover the last two generations 
of leaders not only tolerated this 
behavior but practiced it, even 
serving as role models. The rules 
of engagement were clear — in 
order to fit in, you complain, gos-
sip, and backstab.

Or, you might find the oppo-
site — a workplace where people 
are exceedingly friendly and 
helpful. In these workplaces, you 
consistently observe leaders and 
employees at all levels dropping  

everything to escort a lost visitor to 
their destination or listen to some-
one who is having a difficult day.

These individuals make solid 
eye contact, use open body lan-
guage, and demonstrate active 
listening and empathy. They are 
authentic and value their ability to 
help others. They have high levels 
of morale and productivity, mini-
mal politics and confusion, and 
their employees love coming to 
work and what they do. 

In each of these workplaces, 
the behavior sets the mood. When 
using a cultural perspective to 
assess an organization, ask ques-
tions like: “What is it about our 
work culture that makes this 
employee think he can behave this 
way?” and “What role have I and 
others played in supporting and 
reinforcing these behaviors?”

Micro-Cultures are Key
It is often said that people don’t 

quit their companies, they quit 
their bosses. Generous perks and 
benefits may help attract talent 
and corporate initiatives certainly 
sound good on paper. However, 
these approaches typically do little 
to create or transform culture.

The real work of culture occurs 
at a smaller level. Micro-cultures 
form across organizations based 
on norms established by individu-
als and leaders within a depart-

|By Jennifer Sumiec, CEAP
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ment or team. While some aspects 
of culture may be found through-
out an organization, often there 
are pockets of discontent or high 
engagement and productivity. 

It is important to assess which 
managers are driving positive 
micro-cultures, and how they are 
doing this. Managers who concen-
trate on alignment, positivity, and 
progress develop happier work-
place cultures. They:

• Ensure that the job and the 
individual are in alignment;

• Help employees find meaning 
in the organization’s values;

• Show workers how the  
company fits into the bigger 
picture; and

• Cultivate trust and flexibility 
into policies. 

Managers like these exude a 
positive environment by broadcast-
ing personal and team successes, 
offering fast and positive feedback, 
maintaining open multi-directional 
communication lines, offering 
resources and emotional support, 
and demonstrating gratitude. They 
build progress by setting clear, 
measurable and achievable goals, 
offering training to master skills, 
and respecting individualism.

What Tools can you Use to 
Assess Workplace Culture? 

 Listening and observing. The 
most powerful tool an EA profes-
sional has for assessing workplace 
culture is your ability to listen and 
observe. What beliefs and attitudes 
do employees and leaders convey 
and how do their behaviors align? 
Do their behaviors support their 
values? Ask powerful questions 

such as: “What’s possible here?” 
“What would it take to create 
change?” and “What opportunities 
do you see?” Reflecting on what 
you hear and observe is a power-
ful intervention. This information 
helps stakeholders achieve the cru-
cial first step of gaining insight. 

 Emotional intelligence assess-
ment and coaching. It has been 
estimated that 60% of a leader’s 
effectiveness is based on her or his 
degree of emotional intelligence. The 
leader’s technical and business skills 
are not as important. What opportu-
nities are available for leaders, espe-
cially front-line supervisors and mid-
level managers, to gain emotional 
intelligence? The skills involved 
with identifying and regulating one’s 
own emotions help a leader succeed 
in many aspects of the job.

1) Help leaders identify their 
“hot buttons.” 2) Teach strategies 
to control emotional reactions and 
use rational thinking to avoid get-
ting emotionally “hijacked.” 3) 
Teach them how to demonstrate 
behavioral flexibility when work-
ing with the emotional reactions 
and “hot buttons” of others. 

 Interviews and focus groups. 
When a workgroup struggles and 
stakeholders are having difficulty 
pinpointing the core problems, 
offer to conduct individual inter-
views with all or some members of 
the group.

1) Interview individuals who 
are reliable reporters, who can 
see all sides of an issue, and are 
willing to give candid feedback. 
2) Another option is to facilitate 
focus groups to elicit strategies 
for moving the group toward their 
goals. 3) Keep the group focused 

on identifying the desired behav-
iors and experiences rather than 
negative attitudes and perceptions. 

 Management consultation. 
Be strategic in your consultation 
with organizational leaders. Gain 
an understanding of who has influ-
ence within the organizational 
hierarchy and how you can lever-
age both formal and informal lead-
ers to model the behaviors desired 
in the organization. 

 Reviewing assessment data. 
Ask to review prior assessment data 
that organizations have collected 
from cultural, engagement or health 
assessments. Data can be useful in 
designing EAP interventions and 
custom programs. When possible, 
gear organizations toward using 
tools that are scientifically vali-
dated, behaviorally-focused, and 
produce data that drives action.

Summary
In addition to addressing indi-

vidual concerns, EA professionals 
are uniquely positioned to help 
organizations explore systemic 
issues. Courageously explore the 
workplace culture of your corporate 
clients. Look at the system, point 
out the elephants, and find your 
place of influence in transforming 
workplaces into thriving, positive 
places with highly engaged and 
deeply satisfied workers. v

Jennifer Sumiec, MA, CEAP, is a 
Corporate Trainer, Management 
Consultant, and Manager of Culture 
1st Services at the Waukesha, WI-based 
Empathia, Inc. She has presented at 
national and international conferences 
and has received awards for her involve-
ment in a joint management-labor-EAP 
program and a journal publication in per-
sonality assessment.
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Ethical Decision Making  
Applied to EAP Consultation 

“I believe our long-standing ethical tradition not only offers a viable foothold for continuing to sustain  
consultation as a critical employee assistance service, but also provides a prospective framework for  
demonstrating the value of those same consultation services to the work organization as a whole.”

featurearticle

In addition to being an essential 
element of EAP Core Technology, 
workplace consultation, and espe-

cially EAP consultation, is a skill that 
is not often taught in the clinically-
based academic programs from 
which many people in our profession 
were trained. For many of us, it is a 
skill that we learned on the job while 
“in the trenches” of employee  
assistance service.

As many EA professionals can 
attest, this ability centers on learn-
ing the nuances of consulting with 
corporate executives on larger 
organizational issues, as opposed 
to the more common instances of 
consulting with a manager who is 
struggling with the deteriorating 
performance of an employee.

The former type of consulting 
involves becoming adept at walking 
a tightrope when we are engaged 
with both a labor relations manager 
and a shop steward in the midst of a 
potential workplace grievance.

As the work organizations we serve 
and the workplaces we navigate have 
become more and more complex, 
often reaching beyond geographic and 
cultural borders, so too has the consul-
tation process become more dynamic 
and challenging. Coupled with the 
escalation of workplace coaching as a 
viable service to executives, managers 
and supervisors, it has become more 
and more difficult to distinguish the 

traditional employee assistance con-
sultation process from other methods 
and methodologies. However, such a 
distinction is essential in continuing 
to foster what is uniquely an employee 
assistance service. 

Long-standing Ethical Tradition
I believe our long-standing ethical 

tradition not only offers a viable foot-
hold for continuing to sustain consulta-
tion as a critical employee assistance 
service, but also provides a prospective 
framework for demonstrating the value 
of those same consultation services to 
the work organization as a whole.

The ethical decision-making 
model initially developed by EAPA’s 
Houston Chapter 20 years ago was 
advanced and advocated by EAPA 
as a viable methodology for resolv-
ing ethical dilemmas in EA practice 
(Rumsey et al, 1996). This model 
provides a process that is easily adapt-
able in working through complex and 
challenging workplace consultations. 

This model was largely born out 
of a focus on the clinical and case 
management issues faced by EA 
professionals throughout our his-
tory. Its compatibility with ethical 
decision-making models taught in 
the business community confirms 
the integrity of this approach and 
its utility to EA professionals as a 
method for offering workplace con-
sultations and as a way of  

maintaining uniformity in how we 
conduct such discussions (Markkula 
Center for Applied Ethics; Ethics & 
Compliance Initiative).

Challenging Consultation 
Opportunities

Similar to the clinical and case 
management aspects of the direct 
services we provide to employees 
and family members, the services 
we provide to work organizations – 
often through the consultation pro-
cess – are ripe with multiple stake-
holders. These parties bring their 
conflicting interests, needs and 
wants to the EAP’s doorstep. The 
EA professional, in turn, is chal-
lenged to help resolve the process 
through his or her consultation.

Each consultation opportunity 
brings a unique set of dynamics, 
issues, concerns, and potential solu-
tions, all necessitating the EA profes-
sional’s ability to probe, assess, strat-
egize, and consult – often on the fly 
and with little or no advance notice. 
Few would probably disagree with 
the notion that this is one of the most 
exciting and dynamic interventions 
and services that we deliver within 
EAP Core Technology.

But at the same time, these are also 
challenging situations that beg for 
a process of getting from the initial 
contact to a workable solution. Over 
the years I have found that the ethical 

| By Bernard E. Beidel, M.Ed., CEAP
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decision-making model is a helpful 
framework for navigating that process. 

EAP Ethical Decision-Making 
Model

Although the model focuses on 
ethics, I have found that its progres-
sive steps still apply to the consulta-
tion process. A brief overview of this 
model will demonstrate its practical 
utility as well as offer suggestions 
on how I have applied it to the con-
sultation process over the years.

1. What are the potential (ethical) 
issues in this situation?

a. What are the competing val-
ues or interests? (x vs. y)

b. What are your personal val-
ues on this issue and which 
ones are in conflict?

c. Are there any ethical guidelines 
(laws, corporate policies, codes 
of ethics, practice standards, 
etc.) that apply to this issue?

2. Who are the stakeholders (any 
individual or group impacted by 
the decision; e.g., the corporation, 
employee, family, public, yourself)?

3. List all possible choices of action:
a. Which choice benefits the 

client?
b. Which choice benefits the 

sponsoring organization?
c. Which choice benefits you?
d. Which choice benefits society?

4. Make your decision.

Application to EAP Consultation 
Process
1. Fact-gathering:

• What are the facts that are 
being presented? 

• How has the person defined their 
problem or need for consultation? 

• What questions can I pose that 
will lead me to a fuller under-
standing of the situation?

• What is the interest of the per-
son that has contacted me?

• What do they expect of me 
through this consultation? A 
sounding board? A solution?

• Do I bring any biases to this 
consultation?

• Are there applicable policies, 
practices, procedures, laws, 
etc. that I need to consider as 
I consult with the person and 
guide them to a solution?

2. Key parties involved in the situation:
• Besides the person I am con-

sulting with, who else will 
be impacted by the course of 
action we devise?

• Does the organization, company or 
union provide a context that I must 
consider in working through the 
consultation with this individual?

• Have any previous EAP con-
sultations set any precedents 
applicable to this situation?

3. Evaluation of possible course of 
action in response to the consultation:

• Have I adequately engaged 
the person in generating 
potential solutions or possible 
courses of action?

• Has my consultation helped 
the person weigh the possible 
consequences or outcomes of 
the action?

• Have I helped equip, prepare 
or coach the person to follow 
through with the solution or 
action we have agreed upon?

4. Final solution or action:
• Is there anything else that I 

should know that might lead 
me to advocate that the person 

consider a different course of 
action or solution?

While the questions I pose in this 
model are not exhaustive, I have 
found them to be a powerful catalyst 
in moving both myself and the person 
I am consulting through a defined and 
deliberate process designed to lead to 
a desirable outcome.

I have also found this process to be 
a valuable way of documenting what 
often appears to be a hazy situation, 
by serving as a helpful framework 
for weighing and assessing the actual 
results of the consultations. It is my 
hope that this process and the questions 
I listed will serve to ignite additional 
queries for your own use in developing 
a consultation methodology.

Continued on page 30
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Continued from page 29featurearticle

Consistency and Value
I believe that applying a decision-

making model with demonstrated 
success in resolving ethical dilem-
mas brings both consistency to 
EAP consultations as well as being 
of considerable value to corporate 
clients. Considering that an over-
whelming number of the EAP con-
sultations we provide are delivered 
to executives, managers, supervi-
sors, union officials, and other 
organizational leaders and change 
agents, adhering to a proven model 
that logically progresses a person 
through their situation also serves to 
“model” an approach for the individ-
uals in organizations who encounter 
their own consultation needs and 
ethical dilemmas.

In other words, this model works 
in both organizational and in indi-
vidual cases. Whether it’s dealing 
with an organizational, operational, 
administrative, technical, or other 
challenge, people often tend to find 
themselves in similar circumstances 

as they seek a solution to their prob-
lem. I am confident that talking a 
person through a consultation pro-
cess subtly teaches that process at 
the same time. To me this gets to the 
heart of the value of consultation. 

Summary
While EAP utilization reports 

are often framed largely within 
the parameters of direct employee 
assistance services to employees 
and family members, the ability 
to define, articulate and follow a 
consistent consultation methodol-
ogy from fact-gathering to solution 
provides structure to a core EAP 
service. However, this process is not 
rigid as it still offers the flexibility 
to follow the consultation “where 
it leads,” and not where one might 
have assumed it would end.

I believe the EAP Ethical 
Decision-Making Model speaks to 
the value that EA professionals bring 
to organizations through workplace 
consultations. It’s true that this value 

is difficult to quantify in a utilization 
report, but it is one that can funda-
mentally change and enhance the 
way executives, managers, supervi-
sors, union officials and other leaders 
grapple through challenges, respon-
sibilities and dilemmas. v

Bernard Beidel is the Director of the Office 
of Employee Assistance at the U.S. House 
of Representatives and former EACC 
Commissioner. He wishes to acknowledge 
his fellow EAPA Ethics Education Panel 
members – Judy Cantwell, Lisa Cooper-
Lucas, Henri Menco, David Nix, Rebecca 
Williams, and Jan Price – for the inspiration 
for this article, which grew out of the panel’s 
“Ethics and EAP Consultation” workshop 
conducted at EAPA’s 2014 World EAP 
Conference in Orlando, Florida.
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Discussion focused on the five-
tier WOS that was used in a world-
wide assessment of DuPont’s EAP 
services in 2014. Key questions 
related to the five WOS constructs 
(absenteeism, presenteeism, engage-
ment, life satisfaction, and work-
place distress) were asked at intake 
and 60- and 90-day post intake 
intervals. Mollenhauer presented 
statistical evidence of improvements 
in each of these five areas in Asia, 
Europe, Latin America, and the 
United States.

The DuPont EAP used the 
“super short” 5-item version that 
focused on workplace factors, 
and was not clinical in nature, 

Mollenhauer stressed. He pointed 
out that the WOS is offered free 
of charge to EAPs with a signed 
licensed agreement. To date, thou-
sands of EAP users have utilized 
the WOS. 

 Led by Tom Shjerven, Stan 
Granberry, and Konstantin von 
Vietinghoff, Forecasting Global 
EAP Trends discussed an inclusive 
view of the current international EAP 
market. Anticipating future global 
market trends was also examined. 
Shjerven pointed out that EA profes-
sionals from over 40 countries were 
attending the World EAP Conference. 
“There is more mobility than ever, 

which is good, but it also leads to 
more stress,” he said. Shjerven cited 
several global EAP trends:

 There is a growing apprecia-
tion of how physical and mental 
health impact productivity and the 
bottom line.
 There is a growing circle of 

impact related to security lapses, 
natural disasters, political unrest, 
suicides and workplace violence.

“All told, when it comes to EAP 
services in other countries, it’s ulti-
mately all about understanding that 
particular culture and EAP using the 
local resources that are available to 
them,” Shjerven stressed. v

EAPA’s 2015 World EAP Conference ... Continued from page 25
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