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New Strategies for
Older Workers
by n~~~ x~~~ey, LEan
aise your hand if you are what
is now called a "mature worker," which, according to some
articles I've read, means an employee
over 45. If you raised your hand, you're
in good company.
The Bureau of Labor Statistics estimates there were 61 million Americans
aged 45 to 64 in 2000. By 2010 there
will be 79 million, an increase of 30 percent, though the number of Americans
over 16 is projected to grow just 11 percent. Roughly one in three working-age
Americans will soon be "mature."
Many of these aging employees will
want to remain in the workforce, for a
variety of reasons—to keep earning
money, to interact socially with co-workers, or to maintain their self-esteem,
which may be tied to having a job and
career. Whatever the reason, the challenge they face is to maintain their level
of performance and remain competitive
in a work environment that often favors
younger employees with new and different skill sets.
Exacerbating this challenge are misconceptions that many supervisors harbor about older workers. Managers often
view aging employees as inflexible,
averse to using technology and unable
or unwilling to work alongside younger
colleagues. They may also believe training is wasted on older workers and
squanders resources that would be better spent nurturing younger employees.
True, older workers do have some
disadvantages relative to younger workers. They typically cost more in salaries
and benefits, are not as strong physically,
tire more easily, and are more likely to
suffer from vision or hearing loss or
other conditions related to aging. They
also may,lack the easy familiarity with
technology that younger workers take
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for granted.
On the other hand, older workers
also offer employers some distinct
advantages over their younger colleagues. They provide businesses with an
institutional memory,something many
companies (especially those that shed
middle managers during the recessions
of the past two decades) lack. They are
repositories of experience and knowledge, assets that are acquired only with
age. And they are loyal—much more so,
studies show, than their younger counterparts.
Employers would do well to ponder
how to capitalize on the potential these
older workers represent, since demographic trends suggest younger workers
will be in short supply in coming years,
especially if the economy heats up. To
date, however, few companies have
developed strategies for attracting and
retaining older workers. These strategies
must take into account the special needs
and wants of older workers and the
resources necessary to help them continue performing at high levels.
If it is our mission as employee
assistance professionals to promote
workplace effectiveness and productivity,
then partnering with our customers to
develop strategies for maximizing the
contributions of older workers is a value
proposition we can and must deliver. We
cannot afford to let more and more able
workers leave the workforce and not
expect to see a negative impact on overall workplace effectiveness.
This issue of the Journal contains
four articles that will help employee
assistance professionals understand how
their employer clients can best harness
the many talents that older workers
offer. I hope you find these articles helpful in your day-to-day practice.

Finally, I want to share with you the
themes for the remaining editions of the
Journal in 2005. These themes were
selected by the Communications
Advisory Subcommittee at the EAPA
Annual Conference in San Francisco.
• In the second quarter we will cover
disaster preparedness for EAPs,
including a look at EAPAs
Preparedness Committee and HIPAA.
• In the third quarter we will look at
EAP roles and boundaries with
respect to substance abuse, both in
the United States and abroad.
• In the last quarter we will delve into
health and productivity to look at
the interface between traditional
EAP services, medical offerings,
and wellness.
I encourage you to contact me or
another member of the subcommittee if
you want to contribute an article that
relates to one of the themes. ■
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Making Employee Communication Work
Recognizing employees as a core constituency within work organizations is
central to creating and maintaining open communication and helping regain
the trust and credibility of line employees and supervisors.

e all know the parlor game
where one person whispers
a message into the ear of a
second person, who then whispers what
he or she heard into the ear of a third
person. The game continues in this
manner until the last person speaks the
message aloud to all the players, who
generally howl with laughter because
the final message is so totally different
from the one that was first conveyed.
The same sort of thing is happening
every day at organizations throughout
the United States, only it is not a game
and it is not funny.
Lack of communication and ineffective communication are contributing to
problems in the workplace, where Carl
Kaysen(1996)found "sullen, uncooperative workforces," Lester Thurow (1996)
said "growing cynicism, mistrust and
arixiety [exist] even among those entering the workforce with MBAs," and
Roger D'Aprix (1996) painted a picture
of employees who have "little or no loyalty to employers." Harris Interactive,
part of the Harris Poll, found that only a
third of workers have "a clear understanding" of what their organization is
trying to accomplish, only 20 percent
have a clear "line of sight" between their
John Guiniven is associate professor of corporate
communicatlonatElon
~
University and a consultant in employee communication. He formerly was
on the faculties of the
University of Nebraska
~,
`~° and Syracuse University's
Newhouse School. He spent 25 years as a public
relations executive with International Paper and
Chrysler before entering the field of teaching. He
can be reached atjgiunivenCJelon.edu.
,,,~~€,
Y«~=~
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tasks and their organization's strategic
goals, and just 17 percent feel their
organization "fosters open communication"(Covey 2004).
There is a disconnect between those
at the top and those at the bottom, leading to disengaged workers who cost U.S.
businesses between $290 and $350 billion annually. Perhaps more disturbing,
the disconnect also exists between those
at the top and those in the middle,
between the policy-setters and the
supervisors and middle managers
charged with turning policy into reality.
These supervisors and middle managers
are the frontline communicators—nearly
a third of workers' decisions are based
on communications from their supervisors, compared to just S percent on
directives from the CEO or other top
management. Supervisors and middle
managers also feel abandoned, to the
point where, increasingly, they are identifying with workers and their complaints rather than with executives and
organizational goals (Lukaszewski 2004).
The system is broken, and the purpose here is to explain how it got that
way and offer suggestions to fix it. A
central point is that human resources
professionals need to get involved, '
strategically and managerially, in
employee communications.
THE BREAKDOWN
Martin Gannon (1999)and his team
identified three eras of human resources
management; in earlier research, C.J.
Dover(1964)identified a like number of
eras in employee communications. They
paralleled each other for a while, and
then a break occurred that has caused
human resources management and

employee communication to be out of
sync for the past several years.
In 1911, Frederick Taylor wrote The
Principles of Scientific Management and
ushered in the man-as-ox era, where the
prevailing thought was that inherently
lazy workers had to be coerced into
doing an honest day's work. That
approach lasted into the 1950s, the postwar boom period in which workers had
leverage and it was hard to intimidate
men who had just come back from war.
Employers adopted a behavioral
approach, and a kinder, gentler workplace existed into the 1970s.
Then, human resources management became economic-based. Pension
plans started exercising their considerable muscle, individuals began entering
the stock market in droves .(largely
through 401(k) and other retirement
programs), and executive compensation
became tied to the performance of the
company's stock. These developments
forced businesses to put shareholders
first. In addition, global competition
began to take root, which meant companies also had to be keenly aware of the
need to cut costs to keep prices low and
satisfy customers. Employees thus
became seen as a cost. Downsizings, outsourcings, part-time workforces—all are
manifestations of the economic approach
to human resources management.
The first internal communications
programs, meanwhile, were launched in
the 1940s, which Dover called the entertainment era. Basically, company
newsletters published the "three B's"—
bowling, birthdays, and babies—in an
attempt to help human resources policies move away from the man-as-ox era.
In the 1950s, the entertainment era
1st Quarter 2005 •Journal of Employee Assistance • 7

gave way to the information era, in
which companies began to recognize
employees as intelligent beings and generally sought and welcomed their input.
Employers wend a step further in the
1960s, enlisting their employees to help
respond to consumer protests and
increasing government regulations.
The break occurred during the next
decade„ the 1970s. Human resources
management became economics-based;
internal communications, on the other
hand, stayed mired in an era that no
longer existed. In the face of massive layoffs, internal communications stayed
with a behavioral approach, continuing
to describe a family atmosphere in the
workplace. Supervisors and middle managers who avoided the budget-cutters'
axe saw their spans of control doubling
and tripling because so many of their
colleagues did not survive. Their frustration with top management grew to
where it matched that of the overall
workforce, and their effectiveness as
prime communicators was lost.
Thus evolved the situation
described by Kaysen, Thurow, and
D'Aprix and detailed by the Harris Poll.
I found the same thing in 18 focus
groups I conducted with 287 supervisors
and managers at nine disparate companies over the past five years.
Vince, for example, is a 53-year-old
supervisor at an automotive parts manufacturer. When I asked him to describe
communications at his company, he
slapped his palms down on the table in
front of him and said, "I don't believe
half what they tell me,and the other
half's irrelevant." Then, almost to himself, he added,"I just wish they'd tell me
the things my team needs to know"
SUGGESTIONS FOR A FIX
Most top managers want effective communication; in fact, most probably think
they have effective systems in place.
They don't, so here are some steps worth
considering:
1. Take internal communications out
of the hands of public relations, if
that's where it resides, and put the
responsibility in human resources.
Since the 1970s, shareholders and
customers have become higher-prioriA •Journal of Employee Assistance • 1st Quarter 2005

ty publics for many organizations
than their own employees. Most PR
departments are focused on those
groups, which means announcements
are written to address their concerns
first and employees' concerns second,
if at all.
For instance, I studied internal
announcements from 22 firms that
downsized. Each one linked its personnel cuts to the need to improve
productivity, meet global competition,
or keep costs and prices down~co-

Only professionals who
recognize employees as
a core constituency can
ensure that communication
between all layers of an
organization goes back
and forth ungarbled.

nomic reasons, perfect for communicating with shareholders and customers. But for employees, downsizing is not economic; it's highly personal, akin to a death in the family. To
ignore that is to invite further erosion
of trust and commitment and lose
many employees you want to keep.
(EA professionals will be interested to
know that a1122 companies provided
counseling for employees being laid
off, but none provided it for those left
behind, who needed it to deal with
the guilt and grief that accompanied
their survival.)
2. Make sure every communication
program is two-way. Companies put
up suggestion boxes and schedule
town hall meetings and think they've
covered the bases, but participants at
my focus groups considered suggestion boxes a joke. Most suggestions
were never acknowledged, they said,

and those that were often were
answered with form letters. Town hall
meetings, on the other hand, frequently became major productions at
which attendance was "expected"
(which means required) and where
executives sat on a stage and, after
delivering speeches, took a handful of
questions from employees.
Recognize at the outset that these
programs take time, people, and
money to operate. In the absence of a
total commitment from top management, it is better not to start them—
or, if they are limping along halfheartedly, to throw them out.
Instead, consider instituting dropby meetings, where a top executive is
simply available in a common room
far removed from the executive suite
and where the atmosphere is conducive to give-and-take. Little time is
required, since the assignment rotates
among top executives. Employees will
know which executives are there out
of obligation and which are enthusiastic about talking to employees.
Attendance will reflect the difference,
and everyone in the organization will
know it. (Ideally, top executives
should eat in the same cafeterias as
the workers, but I have made that
suggestion at American-owned companies and never been invited back.
Instead, push for the best possible
alternative.)
3. Communicate what employees
want to hear in a way they want to
hear it. Studies show that video and
corporate TV, both labor-intensive
media, are ineffective tools, especially
when the message is about mission
statements, long-term plans, complicated financial information, and the
like. These are one-way communication tools and are useful only if trust
and credibility already exist; if not,
two-way methods are needed to
establish them.
If you have to communicate using
print and video tools, make it interesting. Years ago, one company produced achildren's coloring book
based on its annual report and business plan, then offered it to employ-

www.eap-association,org

ees to take home to their young children. The purpose, of course, was to
reach the employees themselves, who
were reluctant to admit (as most of us
are) that they didn't fully understand
the annual report.
Employees are most interested in
issues such as health care and
prospects for their continued employment. They care about the organization's survival, to be sure, but their
care is centered in self-interest—the
same motivation present in top executives. These topics can be used as
hooks or segues into other subjects at
meetings or other discussion groups.
Whenever possible, allow supervisors to play starring roles in these
forums. There is a need to re-establish their credibility with workers and
with the supervisors themselves.
4. Don't shy away from negative news.
For instance, if your organization is
being criticized, share that criticism
in your internal communications.
Employees have several information
sources, and ignoring negative news
in official channels merely hurts an
organization's credibility. Plus, nothing rallies internal forces or reengages disengaged colleagues faster
than attacks from the outside. Just
ask former President Clinton, who
during the Monica Lewinsky scandal
received much-needed support from
Democrats only after Republicans
attacked him.
On the corporate side, Mobil
delighted in telling its employees
about the external forces trying to
bring down the oil giant in the 1970s
and 1980s. DuPont even gave supercritic Ralph Nader a page in its
employee magazine to criticize the
company. There's a likelihood that
hearing more criticisms from outside
could decrease the discordant notes
from inside.
Finally, a reiteration: None of these
changes can be made, or be successful,
without people trained in human
resources disciplines being intimately
involved. Only professionals who recognize employees as a core constituency
can ensure that communication between

www,eap-association.org
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all layers of an organization goes back
and forth ungarbled. ■
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To Party or Not to Party
Holiday parties and other social activities can contribute to building community
in the workplace, but only if they reflect the values the company espouses during
the week and its leaders model through their behavior.

s I write this article, the Christmas/Hannukah/Kwanzaa/
New Year's, holidays are fast
approaching. Many workplaces will celebrate these holidays with social activities, typically luncheons or after-hours
parties. Attendance at these parties often
is mandatory—either spoken or unspoken—and may also involve the giving of
gifts (again, mandatory) to co-workers.
There's nothing wrong with work
organizations conducting holiday parties
and luncheons. Done right, they can
play a strong role in building community in the workplace. By "done right," I
mean the organization has to stay true to
the values it espouses and works by all
week long. Whether it's respect for the
individual or respecting differences, the
value system that drives the work needs
to drive the social activities as well.
Let's say an organization holds a
company picnic each spring. If the company's values are respect for every person and social tolerance, it has to live
those values at the picnic. It has to be
okay if the Smiths don't attend or if Bob
in the Accounting Department comes
alone, without his wife and children. If
it's the other way around—if people talk
about the Smiths or wonder why Bob's
alone—the company's values are missing
from this social activity, and maybe the
picnic shouldn't be held.

George Manning is a professor of psychology and
business at Northern Kentucky University, a consultant to business and government agencies,
and the author of 11 books, including The Art of
Leadership and Building Community: The Human
Side of Work. He can be reached by calling 859572-5443 or by sending an e-mail to manninggQnku,edu.
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IMPETUS FROM THE TOP

While holiday parties and other formal
social events can contribute to building
workplace community, an organization
that doesn't hold them can be equally
strong and healthy. Employees may participate in spontaneous socializing,
whereby two or three colleagues will go
to lunch together or several people will
go out together after work. Friendships
that develop day to day and week to
week can do as much to contribute to
team building and a sense of community
as holiday parties and company picnics.
Building community means creating
a sense of shared goals and values.
Ultimately, the impetus has to come
from the top. Leaders role model everything—they role model commitment,
they role model humility, they role
model fairness. By "leaders," I don't
mean just the very top person, I mean
the entire leadership pyramid. Leaders at
all levels are critical to developing a
healthy workplace community.
Building community pays off in
many ways, not least in terms of bottomline performance results. In a free society
and afree-enterprise economy, where
people can work wherever they want to
work, organizations with a sense of community are the ones that attract and
retain the best people. When good people work well together, they can accomplish great things.
So, how does a work organization
build a healthy community, and how
does it know if it has one? A good way is
to use the Gallup Organization's Q12
scale, so called because it consists of 12
questions designed to measure employee
engagement and loyalty. If employees
answer "yes" to all or most of the ques-

tions, they will stay at their jobs, not just
physically but mentally. If they answer
no to most of them, they'll leave—physically if they can, mentally if they can't.
Note that none of the questions pertain to money; for the most part, they
address how people feel they're being
treated. One question in particular, #10,
relates to community building and social
activities. It asks if you have a good
friend at work—in other words, someone who shares your interests, like flyfishing or cooking or bowling.
That particular Question is extremely important for young people. If an
organization wants to attract workers of
all ages, including young people, it has
to pay attention to question #10. Young
people want to have some fun in what
they do, and what's fun to them is
friends. Whether they work at Starbucks
or a car dealership, they have to connect
with some friends there, or that workplace won't be a magnet for them.
FLAVORFUL PERSONALITIES

Even in a healthy workplace, some
workers will have a greater need for
community than others. There are different styles of interpersonal relations:
some people are traditional, some are
participative, and some are individualistic. In the American workplace, roughly
60 percent of people are participative
and care greatly about being involved in
community processes and activities,
including social events. The other 40
percent might not be inclined to participate personally, but they may still appreciate the need to build, sustain, and
nourish community in the workplace.
Just as individuals are traditional,
participative, and individualistic, entire

www.eap-associatio n.org

societies are as well. Old World cultures—Germany, Spain, England, and
so on—tend to be more traditional.
"Melting pot" societies like the United
States tend to be participative, and some
societies celebrate the individual first,
foremost, and always, like Greece.
When I conduct seminars and presentations for business groups, I talk
about flavorful personalities—chocolate,

The Gallup Q12 Survey
Do I know what is expected of me at
work?
Do I have the materials and equipment
need to do my best work right?
At work, do I have the opportunity to
do what I do best every day?
In the last seven days, have I received
recognition or praise for doing good
work?
Does my supervisor, or someone at
work, seem to care about me as a
person?
Is there someone at work who
encourages my development?
At work, do my opinions seem to
count?
Does the mission of my organization
make me feel like my work is important?
Are my co-workers committed to
doing quality work?
Do I have a good friend at work?
In the last six months, have I talked
with someone about my progress?
At work, have I had opportunities to
learn and grow?

They see themselves as separate from
others and march to the beat of their
own drummer.
The chocolates are traditionalists.
They prefer structure and authority and
are most comfortable working within
well-established social parameters. They
believe that each person has a role within the workplace and that the organization will grow and prosper if each person follows the established order.
Despite their differences, each personality "flavor" can make a positive
contribution to organizational success. A
hallmark of a healthy community is that
individual needs and individual situations are respected. You have to instill an
attitude of tolerance toward individuals
who prefer to work independently as
well as toward individuals who are more
comfortable following the details of a
policy manual than interacting with coworkers at the holiday party.
HUMAN SIDE OF WORK

Some people may feel the need to participate in workplace social events out of

concern they'll miss out on "office talk."
What's important is that these people not
feel they have to attend such events. In a
healthy family, a healthy workplace, a
healthy tribe, a healthy nation—you
name it—there's room for people who
respond to different motivations.
Organizations whose value orientations are social but are tolerant of others
will become known as workplaces of
choice. Their reputations get around;
they become known for having a true
sense of community in the workplace.
They recognize that just holding a social
activity doesn't do it.
This is the bottom-line message that
employee assistance professionals need
to impart to their organizational clients.
They have to emphasize to employers
that nurturing shared values and goals is
essential to building community and
critical to paving the way for successful
social activities. Otherwise, the annual
holiday part will be a waste of time for
those who organize it and downright
painful for those who attend. ■

SOURCE: The Gallup Organization, 2004.

vanilla, and strawberry. The vanillas are
participative. They believe in sharing
their opinions with others and reaching
a consensus that serves the interests of
the group. Annual social events like the
company picnic and the holiday party
appeal primarily to the vanillas.
The people who generally value
these events the least are the individualists, who I call strawberries. They may
appreciate the fact that the organization
conducts these events and they may support them because others enjoy them,
but they derive personal and professional satisfaction primarily from within.
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Promoting Healthy Weight
Developing messages that encourage maintaining a healthy weight and using
motivational interviewing to help Workers commit to changing their behavior are
essential to successful interventions with overweight and obese workers.

This is the second of two articles on promoting healthy lifestyles in the worhplace. The
previous article discussed how EAPs can
help worhers maintain a healthy weight
and assist employers in beeping their
healthcare costs under control.
early 65 percent of the U.S.
adult population, or two out
of three adults, is overweight
or obese.' Obesity leads to at least
300,000 deaths annuallyZ and places
individuals at greater risk for diabetes,
heart disease, hypertension, musculoskeletal conditions, stroke, some cancers, and depression. The effects of obesity and being overweight affect health
care e~enditures and productivity more
Kathy Greco is director of
quality and outcomes for
the Health and
Performance Solutions
<: .r
Department in
ValueOptions' Employer
..
Solutions Division. She is
responsible for quality
and outcomes initiatives
supporting workplace-based services and products. She can be reached at(518)271-2981 or
at kathleen.greco@valueoptions.com.
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Brent Pawlecki is associate medical director at
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than smoking and alcohol use.'
Overweight and obese employees
can have a dramatic impact on a work
organization's bottom line. The total cost
of obesity to U.S. companies is estimated
at $13 billion per year, as follows: $8 billion in healthcare costs, $2.4 billion in
paid sick leave, $1.8 billion in life insurance, and $1 billion in disability insurance.4 Obesity is associated with 30 million lost workdays, 239 million restricted activity days, 90 million bed days,
and 63 million physician visits annually.5
The human and financial toll of
obesity on workplaces is the basis on
which EAPs should position themselves
to address this issue. The FA field's focus
on prevention, education, and referral to
appropriate resources offers natural synergies to meet employers' needs to minimize risks associated with obesity.
AN EAP RESPONSE
To address the workplace performance
issues related to overweight and obese
employees, UalueOptions, a national
provider of behavioral health and EAP
services, created a Healthy Weight Task
Force as part of its EAP. The task force,
which comprised EA professionals, representatives of organizational clients,
medical personnel, and human resources
staff, identified several key focal points,
including the behavioral health considerations that negatively affect weight(such
as stress) and those thaC encourage
healthy weight maintenance (e.g., stress
management skills).
The task force then framed positive
messages around the concept of healthy
weight rather than negatively focusing
on weight and obesity. The key message
was,"A balanced diet, regular physical

activity and stress relief can,help you
stay healthy for life." The task force
developed strategies to convey this message to three audiences: the work organization, the individual employee, and the
EA professional community.
To support the work organization,
the EAP held an employer summit to
review the scope and impact of obesity
on such factors as job attendance and
productivity and corporate healthcare
e~enditures. In addition, the task force
distributed a CD-ROM to each employer
customer describing the costs, causes,
and consequences of weight gain and
obesity. The CD-ROM included a
detailed communication strategy as well
as an implementation plan of low-cost
and no-cost activities that worksites can
use to support individuals in reaching,
and/or maintaining a healthy weight.
The materials included a timeline to help
walk organizations through a series of
events and activities that can be used to
promote a healthy workplace.
To support the needs of the EA
community, ValueOptions sponsored
trainings for intake staff and EA professionals. These trainings highlighted the
behavioral link between weight and psychological health using the
Transtheorectical Model of Change
developed by Prochaska and
DiClemente.b•'~e The training facilitators
explained that the most successful intervention strategies are those that focus on
the behavioral issues associated with
making a lifestyle change and include
action activities as well as constant
reminders and reinforcements. This
strategy is based on the theory that individuals learn 10 percent of what they
read, 20 percent of what they hear, 30
www.eap-association.org

percent of what they see, 50 percent of
what they see and hear, 70 percent of
what they discuss with others, and 80
percent of what they use and do in dayto-day life.9
The facilitators devoted particular
attention to the cultural, ethnic, gender,
age- and income-related issues associated
with weight gain and obesity. They provided participants with a series of interview questions and interventions
matched to the appropriate stage of
behavior change. They also provided
information on the physical health issues
associated with being overweight and
obese.
SUPPORTING INDIVIDUALS

To support the individual employee,
three worksite trainings were created to
assist efforts toward maintaining a
healthy weight and encourage employees
to contact the EAP for assistance with
making a healthy lifestyle change. "Stress
Management and Healthy Well-Being"
and "Healthy Eating and Stress
Management" focused on the connection
between managing stress and living a
healthy lifestyle and helped raise
employee awareness of the impact that
unmanaged stress and behavioral issues
have on physical health and, in particular, weight. "Advances in Our Understanding about Obesity and Overeating"
was designed to offer participants a better appreciation of risk factors, medical,
social and psychological consequences,
and treatment and prevention strategies.
In addition to creating the trainings,
the EAP distributed communication
materials to workplaces, targeting managers and supervisors as well as the general workforce. These materials included
tip sheets, posters, newsletters, e-mails,
and educational seminars that built upon
positive key messages, including the following:
• Making even moderate changes in
eating and physical activity can significantly improve your health and wellbeing;
• Expect setbacks and forgive yourself,
as making a change is a process, not
an event; and
• A balanced diet, regular physical
activity, and stress relief can help you
www.eap-association.org
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The Transtheoretical
(Stages of Change)
Model is aptly suited
to healthy weight
service delivery.

stay healthy for life.
Advancing these messages, the EflP
began working with individual employees to overcome the behavioral barriers
to making healthy lifestyle changes. The
EAP set the following intervention goals:
• Enable participants who are at risk of
health problems due to being overweight or obese to contact the EAP
for assessment, referral, follow-up,
and ongoing support;
• Minimize risk factors for weight gain
and obesity; and
• Reinforce the concepts of stress man-

agement, healthy eating, and regular
physical activity, thereby reducing the
health risks associated with weight
gain and obesity.
FLEXIBLE FRAMEWORK

To meet these goals, the EAP adopted
the Transtheoretical (Stages of Change)
Model, which is aptly suited to healthy
weight service delivery. The Transtheoretical Model is ideal for EAP use,
as it is flexible enough to meet the needs
of all participants and has multiple
measures built into its processes to
evaluate outcomes.
The Transtheoretical Model offers a
flexible framework of five stages through
which the participant passes in making
changes. Change is viewed as a process
in which a participant enters and emits a
stage at any point. In this model, relapse
is defined as a return to a previous stage.
The five stages are as follows:
• Precontemplation. The client does
not acknowledge the problem or see
a need to change his/her behavior.
Employees in this stage need to be
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made aware of the consequences of
the issue or problem and offered the
opportunity to express their feelings
about the consequences.
Contemplation. The client is thinking about changing his/her behavior
within s~ months. EA professionals
should help clients assess the pros
and cons of their behavior, address
their ambivalence, and encourage
them to identify the benefits of the
change.

the left. We know, however, that jerking
the wheel in the opposite direction of a
slide only increases sliding and makes it
much more difficult to regain control of
the vehicle. Similarly, pushing clients to
follow our recommendations to ease
their distress may well have the same
effect—they will move further and further away from easing their distress or
solving their problems.
Motivational interviewing allows the
EA professional to determine, with the

Confrontation is to be avoided at the risk of
encouraging entrenchment in problem behaviors.

• Preparation. The client is creating a
plan to make a change and/or solve a
problem within one month. The EA
professional should verify the client's
commitment and assess the plan.
• Action. The client is implementing a
plan to change a behavior and/or
solve a problem. The EA professional
should offer positive feedback and
encourage the use of self-rewards.
• Maintenance. The client is continuing to change his or her behavior
and/or solve the problem. The EA
professional should monitor the
client's progress and continue to offer
positive feedback.
The use of motivational interviewing is helpful in moving clients from one
stage to another. Empathy and reflection
are key skills. Confrontation is to be
avoided at the risk of encouraging
entrenchment in problem behaviors. In
motivational interviewing, the goal is not
to get the client to do what appears to
the counselor as the right or logical
course of action, but rather to determine
what the client is motivated to do.
Miller and Rollnick10 compare the
counselor's role in facilitating change to a
driver's role in managing an icy roadway.
While veering right on an icy road, our
instinct is to jerk the steering wheel to
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client, what the client wants to change
and what s/he is willing to do to make
that change. The interview leads the
client to describe the change that is necessary to ease distress.
Ideally, the EAP intervention supports the client's concern about weight
issues, offers information that increases
awareness, and directs the client to the
next step in exploring the problem. A
successful intervention with an individual does the following:
Considers the impact of concerns
about weight on the individual's
physical and social environment;
Acknowledges the psychological
aspects of being overweight or obese,
including rejecting peers, being the
target of possible job discrimination,
and e~eriencing feelings of failure,
low self-esteem, and depression due
to difficulty finding clothing, shoes,
and furniture;
Focuses on the client's perception of
self, with and without problems with
weight;
Establishes individual belief in oneself
based on previous life accomplishments and successes; and
Plans for the environmental and psychological barriers to a successful
lifestyle change

MULTIFACETED APPROACH

Because the issues associated with being
overweight and obese are complex, tackling this problem requires a multifaceted
approach, including the use of behavioral health techniques. Employers will
experience greater success when they
focus on the behavioral issues associated
with making a lifestyle change and
deploy the EAP to be an additional
resource that can be used to support and
promote a healthy workplace.
EAPs have demonstrated that they
are well positioned to be responsive
to organizational needs. With their
strong focus on prevention, education,
assessment, referral, and follow-up,
they can effectively address one of
our nation's fastest-growing public
health concerns. ■
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Internet Addiction Prevention and Education
Preventive education training can reduce problematic Internet use in the
workplace and help employers create a work environment that encourages
identification and treatment of addictive online behaviors.

This is the second of two articles exploring
Internet addicrion and the worhplace; the
first discussed how employee assistance professionals can help workers understand the
factors underlying their online habits and
reintegrateformer activities into their lives.
ver the past decade, employee
Internet abuse has become a
growing business problem.
Employees who play online games, chat
with online friends, or look at online
pornography during work hours not
only cut into corporate productivity but
also diminish profits.
Most alarming for employers is the
growing legitimacy of Internet addiction
as a clinical disorder, thereby investing
firms with significant liability under the
Americans with Disabilities Act. Under
the ADA,fired workers have sued thier
former employers for wrongful termination, claiming that they suffer from a
mental disorder and holding the company responsible for providing access to
the "digital drug." While such claims
seems frivolous and even ludicrous to
employers, more cases are being seen in
court each year.
While managers may recognize and
acknowledge the costs associated with

Kimberly Young is executive director of the Center
for Online Addiction
(www.netaddiction.corn),
a recovery service and
consultation firm specializing in Internet-related
conditions, and an associate professor of business at St Bonaventure University. She has written numerous articles on Internet addiction as
well as two books, Caught in the Net and Tangled
in the Web.
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employees who misuse and abuse the
Internet during work hours, many do
not yet realize how problematic online
use can easily turn into a psychological
addiction. EA professionals can use their
clinical knowledge to help educate business leaders to effectively address
Internet addiction in the workplace.
STAYING CURRENT

Companies have long relied upon written policies to convey the importance of
appropriate Internet use within the
workplace, but studies reveal that
employee Internet abuse is on the rise
despite the development and implementation of such policies. Companies are
also having difficulty updating policies
to stay current with new technologies.
Assume, for example, that a firm
moves from Intranet-based e-mail access
to a wireless system and supplies its
employees with Blackberry devices that
can access online accounts. The firm
must then modify its Internet use policy
to incorporate these new applications.
Unfortunately, companies often upgrade
workplace technologies without updating the accompanying use policies, leaving themselves at legal risk if an employee abuses the new technologies and no
specific policies are in place to warn
against it.
Corporate training that targets
employee Internet use and its potential
for addiction is an effective way to communicate Internet use polices and aid in
preventing suspected cases of online
abuse. In most cases, however, employers limit Internet training to teaching
workers how to use the Internet. If
addiction problems emerge, employees
are unaware of how to cope and often

are reluctant to seek help.
EA professionals can utilize educational programming to present key job
training issues that teach employees how
to effectively integrate computer technology into organizational settings. Research
has found that educational training programs on Internet addiction have proven
effective in preventing new cases and
improving employee satisfaction and
cohesion with new technologies.
Studies also have shown the benefits of prevention and education programs in helping employees better
understand written Internet use policies
and reinforcing their message. Employee
education helps improve compliance
with written policies that mandate
employee accountability and ethical
integrity when online. In addition, education enhances employees' responsibility when using workplace technologies,
improving overall organizational efficiency and performance.
EA professionals can playa significant role as change agents by being at
the forefront of implementing educational programs. Like sensitivity training for
seal harassment or cultural diversity
issues, prevention and education programs on Internet addiction can reduce
the occurrence of future incidents and
decrease corporate liability and risk.
Such training should address key issues
such as early detection, online time
management, risk factors for abuse, coworker involvement, and creating a corporate culture that supports treatment
and recovery.
PROMOTING EARLY DETECTION

In the past, supervisors worried if sudden changes in personnel performance
1st Quarter 2005 •Journal of Employee Assistance • I5

signaled alcoholism or drug dependence.
Today, poor performance may mean an
employee is addicted to the Internet.
Internet abuse, however, is often disguised as necessary online use for work.
Outside the workplace, an employee
may be addicted to online use through
his or her home computer, creating a
productivity drain through frequent tardiness and increased absenteeism.
Similar to substance abuse prevention programs aimed at creating drugfree workplaces, specialized training can
educate employees about the warning
signs of online addiction to assist in early
detection. Research has documented
serious consequences of using the
Internet in an addictive manner—social
isolation, depression, marital discord,
divorce,job loss, and financial debt as a
result of obsessive online gambling,
shopping, or gaming.
In an age where computers are an
essential part of our work and even
home lives, raising awareness of the
warning signs of addictive online behavior is essential to reducing the potential
risks of abuse. Warning signs include the
following:
• Staying online longer than intended;
• Feeling preoccupied with online use,
often to the point of daydreaming
and anticipating the next online session;
• Inability to control online use;
• Feeling restless, moody, depressed, or
irritable when attempting to restrict
or stop Internet use;
• Jeopardizing relationships or career
endeavors because of excessive
Internet use;
• Lying to family members or friends to
conceal the extent of involvement
with the Internet; and
• Using the Internet as a way of escaping from problems.
ONLINE TIME MANAGEMENT
Employee education should also address
what constitutes appropriate use of the
Internet. It is commonly understood that
downloading online pornography, engaging in instant messaging with friends, or
gambling online are inappropriate
behaviors in the workplace, but these
activities also serve as gateways for more
I~ •Journal of Employee Assistance • 1st Quarter 2005

use. Ask employees to keep time logs of
their computer use to improve their
accountability when online. Encourage
them to get up, walk around the office,
stretch, do breathing exercises, meditate—anything to take a short "vision
break" from their computers. A quick
time out not only helps disrupt
unhealthy patterns of online use, but can
help employees feel more refreshed and
better able to tackle their next job task.

lines and social isolation in his or her
life. EA professionals can.encourage
workers to seek treatment when problems emerge and help them identify
ways they may be using the Internet to
escape underlying issues in their lives.
According to addiction theorists,
addictions accomplish something for the
person, however illusory or momentary
the benefits. Because of the mental pleasure people receive from their addictions,
they begin to behave more intensely
about them. Feelings of excitement,
euphoria, and exhilaration accompany
online behavior, which in turn reinforces
compulsivity. Thus, the driving force for
many online addicts is the relief gained
by engaging in the Internet. And because
addictions serve a useful purpose to the
addict, the attachment or sensation may
grow to such proportions that it damages aperson's life.
Educating employees about the
dynamics of addiction can help them
understand how they may be using the
Internet as a tonic to cope with missing
or unfulfilled needs that arise from
unpleasant feelings or situations in their
lives. Used in this manner, the Internet
serves to block out sensations of pain,
uncertainty, or discomfort that distract
from a person's focus and absorb his or
her attention. It is this perceived benefit
that explains why someone will keep
repeating the addictive behavior.
Training can offer employees a nonthreatening way to learn how to break
unhealthy patterns of online behavior
and come to terms with how they may
be using the Internet as a means to
escape or run away from underlying
problems in their lives.

RISK FACTORS FOR ABUSE
In more serious cases, risk factors such
as loneliness, stress, depression, arixiety,
and prior substance abuse may trigger
an addiction to the Internet. For
instance, an employee who has shown
exemplary performance in the past but is
dealing with a new problem—a recent
divorce, a death of a loved one, or problems at home—may turn to the Internet
as an escape. This employee may
become overly involved in online relationships to avoid dealing with the lone-

INVOLVING CO-WORKERS
Most employees care about co-workers
or family members who may be struggling with addiction, but have no idea
how to help. EA professionals can
explain how employees can safely intervene if they believe a co-worker has a
problem with addiction.
For example, describe some typical
scenarios and possible steps that a concerned co-worker could safely take.
Given the relative newness of online
addiction, each employer may have a

serious problems.
Certain online applications are more
likely to trigger compulsions, such as
viewing or downloading pornography,
participating in sex chat rooms, and
gambling, shopping, or gaming. Even
addictions to online auction services
such as eBay have been documented.
Internet training should address ways to
help employees self-monitor their online
use without abusing it.
EA professionals can help employees establish clear time management
practices surrounding their computer

EA professionals can
explain how employees
can safely intervene
if they believe a co-worker
has a problem with
addiction.
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preferred method of addressing online
addiction in the workplace. It is important for EA professionals to tailor their
training to the policies of the employer,
especially in regard to reporting incidents and following the procedures for
doing so.

EAP~i IS ON THE MOVE!
EAPA is proud to announce a valuable new service
for its members and the profession:

CREATING A SUPPORTIVE CULTURE
In general, training can help erase the
stigma of addiction in the workplace.
The training should urge employees who
are abusing the Internet to seek help at
the earliest possible stage and persuade
employers to create a safe environment
Now employers looking to fill EA positions and EA professionals looking
that encourages workers to intervene
for career advancement have a powerful, targeted, efficient new way to
with their co-workers rather than ignore
find each other—anywhere in the world!
the signs of addiction. Training also
should provide support for workgroups—supervisors, co-workers,
• No more will EA professionals or EA employers have to rely on
employees, and support staff—who may
"asking around."
be dealing with an employee's addiction,
• No more will EA employers have to rely on inefficient general
reassuring them that they did the right
advertising.
thing to get involved and help facilitate
•
Now there's a new way!
an intervention.
Addicted employees often are afraid
to take advantage of treatment resources,
Starting December 1 on the EAPA website, EAP Career
so consider giving employees access to
Central will offer real time job and resume posting.
an anonymous, independently run
helpline through your EAP. For employAt EAP Career Central, EA professionals can:
ees in need of treatment, a growing
•
Post resumes (anonymously if desired)
number of employers have started to ini• Set up automated "job search agents"
tiate referrals co EAPs to help addicted
•
Search and review job postings
employees, further reducing the need to
take drastic actions such as termination.
• Apply online for positions of interest
By exploring new approaches to handling employee online abuse, employers
At EAP Career Central, employers of EA professionals can:
open the door to using the Internet to
• Post job announcements in real time from the desk top
increase performance without risking
• Conduct target confidential searches of the resume database
productivity losses under the guise of
• Track activity online to measure and report recruitment advertising
necessary Internet use.
results
Ultimately, workplace training offers
a proactive response to Internet addiction and aids in teaching employees how
to use technology responsibly. In the
near future, prevention programs for
online abuse may be encouraged and
even initiated by human resources managers to keep costs down as the incidence of employee Internet abuse and
addiction rises. EA professionals can play
a key role in developing and implementFor more information, please contact Katie Borkowski at
ing employee training and prevention
ppsmgr@eap-association.org or (703) 387-1000, x315
programs to address problem use of the
Internet in the workplace. ■
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complete spectrum of highquality, cost-effective treatment
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of patients with the most appropriate level of care.
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The Aging Worl~fi

Benefits Strategies for Aging Workers
by Cathy Leibow,l3.S., M.B.A.
Older workers will become more valuable to employers in coming ;
and EAPs that offer services to meet aging employees' special needs
be better positioned to help firms attract and retain these workers.

Aging Workers, Changing Value
by Bczrbc~rctJaworski, B.Sc., M.B.A.
Employers that want to benefit from aging workers' changing value
will need to show they are committed to their ongoing development
and respectful of their unique needs.

A Preventive Approach to Retirement

24

by Andrea Lardani and Raul Covn^ecz
To help head off the psychological, social, and family issues that arise
during retirement, an employer teamed with its EAP provider to develop
a preventive plan of action.

Helping Older Workers Remain Productive

26

by Madelyn Bryant McIntire
Using a simple survey, EAPs can develop a thumbnail sketch of the
psychosocial environment of the workplace and identify problems that may
require further analysis and possibly intervention.
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Benefits Strategies for Aging Worl~ers
Older workers will become more valuable to employers in coming years, and
EAPs that offer services to meet aging employees'special needs will be better
positioned to helpfirms attract and retain these workers.
by Cathy Leibow, B.S., M.B.A.
ill you still need
me, will you
still feed me,
when I'm 64?"
These lyrics from Paul McCartney
and John Lennon were very meaningful
when they were written back in 1967.
Today, we would need to change the age
from 64 to 94 for the question to be relevant. Americans today are living longer
than ever and staying in the workforce
longer as well. What does that mean for
our society and the workplace?
Currently, 14 percent of the workforce is 55 and older; by 2012, that
share will rise to 19 percent. Because
there are not enough younger workers
to replace these "mature" employees as
they begin to retire, a labor shortage is
sure to occur. For the first time in U.S.
history, the number of younger workers
entering the labor market will not
replace those leaving. It is predicted that
within the next five years, employers
will have difficulty finding qualified
workers as the first of the baby boomers
start to retire.
Where will employers find replacement workers? Many firms may well
seek to recruit aging workers and try to
retain those they already have; older
women will be a particularly attractive
Cathy Leibow is founder
and president of
,~~
FamilyCare, which provides worWlife, wellness,
and concierge solutions
`' f ~
for employers and EAPs.
FamilyCare also offers
customized consulting
and training on aging
workforce issues. She can be reached by calling
1-800-777-3319 or sending an e-mail to
Cathy@famcare.com.
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labor pool. To be successful in this effort,
however, U.S. employers will need to
adjust their hiring, training, and benefits
programs to appeal to older employees.
What re-training will older workers
need to perform their jobs effectively?
How will older workers fit into new
workplace cultures? Will their managers
know how to effectively motivate and
supervise them? Will employers' benefits
programs meet their needs?
Following are a few examples of
benefits programs that are especially
appealing to older workers:
Flexible work arrangements.
Flextime, part-time work, and job sharing are desirable benefits for an aging
workforce. These arrangements allow
mature workers to choose flexible hours
and delay their retirement. Employers
need to look at their current work
arrangement policies and see if they can
make adjustments to suit older workers.
Obviously, not all jobs can be made
"flexible," but it's surprisingly easy to
accommodate flextime requests.
Employers also need to train their managers to be proactive in dealing with
individual needs.
Employee assistance and work
life programs. To be fully productive,
older workers need access to services
that can assist them with personal and
work-related issues. EAP and work-life
services, especially eldercare resource
and referral, are critical to this segment
of the workforce. Employees can use
these services for themselves or any
family member, saving them considerable time and greatly reducing their
stress levels.
Geriatric care management. This
service is a relatively new program and

can be offered to employees as a voluntary paid benefit. It provides access to a
network of geriatric care managers who
visit an elderly person's home and conduct in-depth assessments of the individual's activities of daily living(ADIs)
and related social, safety, health, and
financial issues. The manager develops
a care plan that outlines all the issues
facing the individual and proposes possible solutions, including a list of local
resources. The care manager can coordinate services and conduct ongoing
monitoring, if desired.
Providing eldercare assessment servenables
older workers to better
ices
focus on their jobs. As workers age, their
loved ones do so as well. Eldercare services provide peace of mind and reduce
employee stress levels, especially in longdistance caregiving situations.
Long-term care insurance. Many
employers offer group long-term care
insurance (LTC) to their employees.
These programs provide coverage for
elderly people who need to be admitted
to a nursing home or assisted living facility. Buying into these plans earlier in life
is more cost-effective than buying into
them later, so many employees are considering them for both themselves and
their parents. The employee pays the
cost of the insurance, but access to a
group plan can save both time and
money. The Families and Work Institute
reported in 2001 that 9 percent of U.S.
employers with more than 100 employees offered LTC insurance, and this percentage will certainly increase as the
population ages.
Retirement and financial planning. With an older workforce, financial
and retirement issues are critical. Benewww.eap-association.org
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fits could include phased retirement
policies, access to financial planners,
onsite workshops, and career counseling/development opportunities.
Training and Internet resources.
Providing continuous training targeted
toward older workers will keep them
motivated and make them more valuable
to the company. Employees can access
these programs by attending onsite training programs or enrolling in workshops
offered by outside vendors. Employers
can also expand their intranets with
information specifically geared to older
workers.
Extended leaves of absence. Older
workers are more likely to need to take a
leave of absence than their younger colleagues due to caregiving responsibilities
or a death in the family. Accommodating
these requests will help solidify the relationship between employer and employee and makes good business sense—the
cost of keeping a current employee far
outweighs the cost of hiring and training
a new one (it is estimated to cost 1.5
times an individual's salary to replace
him/her). The use of Family and
Maternity Leave Act(FMLA) provisions
would need to be considered as well,
based on the circumstances.
Onsite services. Seminars on eldercare topics or retirement planning, eldercare fairs, and support groups are all
low-cost alternatives that can help support older employees. Providing videotapes, audiotapes, books, and other
materials on aging workforce issues also
educates employees and helps them
become better able to make effective
decisions. Another option is to provide
onsite eldercare consultants and coaches
who can assist employees with their personal and professional issues.
HOW CAN EAPS HELP?
Employee assistance professionals can
help their employer clients better understand and respond to the concerns of
aging workers by raising awareness of
their special needs. Some industries,
such as health care, are already being
affected by a shortage of qualified workers—in this case, nurses—and are
responding accordingly. Other employers
have a general awareness of the topic but
www,eap-associatlon.org

may not know how to effectively address
the issues.
EAPs can provide employers with
plenty of information to support initiatives for aging workers. EA professionals
should engage employers in conversations about which initiatives would best
serve their needs and help them identify
appropriate resources.
If your EAP currently offers programs that address older workers'
needs, be sure to promote them to your
employer clients. You can also repackage
them to further emphasize this segment
of the workforce. If your EAP does not
offer such programs, identify which services you will need to add to appeal to
employers, then determine whether you
can provide these new programs internally or whether you'll need to find a
vendor with which to partner. Specific
areas you'll want to address include the
following:
• Do you currently offer eldercare
resource and referral and/or geriatric
care management? If so, are the programs adequate to meet your clients'
needs (i.e., national in scope)? The
need for these services will continue
to grow, so it's in your best interest to
offer a comprehensive program.
• Enhance your management training
programs to focus on helping supervisors effectively lead older workers.
In addition, provide seminars and
workshops geared to the unique
needs of this population (for example, aseries on retirement and financial plannin~.
• Provide information and resources
that your employer clients can disseminate or post on their intranets.
These could include timely articles,
helpful tips, and links to useful Web
sites. Keep in mind that May is Older
Americans Month and October is
National Caregivers' Month. Consider
tying information to these and other
local events (for instance, the city of
Phoenix, Arizona, sponsored an
"Older Worker Awareness Day" in
May 2004).
• Make eldercare consultants available
onsite and host elder support groups
and elder resource fairs.

Eldercare will be one of the most
critical workplace issues in the 21st century. EAPs that are responsive to Chese
and other needs of aging workers will
remain competitive and be well positioned to provide a full suite of services
to their employer clients. Showing that
you are knowledgeable about these
issues will help solidify your relationship
with employers and give you a competitive edge. ■

THE AGING WORKFORCE:

What Some EmpOoyers
Are Doing
Fannie Mae
Onsite care manager
Eldercare resource and referral
Seminars antl toolkits
AT~T
Eldercare resource and referral
Employee support groups
Eldercare fairs
"Thriving After 55"
Accreditation for adult day care centers
FamilyCare fund
National scholarship program
JP Morgan
Eldercare facility assessments
Home visit assessments
Awareness campaigns
Baptist Health South Florida
Flextime
Job sharing
Telecommuting
Compressed work schedules
Mentoring program
Deloitte & Touche
Phased retirement plan
Senior Partner Legacy program
IBM
Eldercare resource and referral
Eldercare support groups and seminars
Meals on Wheels
Elder transportation assistance
Senior Net Centers
Intergenerational centers
Eldercare "Webinars" and on-line chats
Eldercare management module
On-line resources for retirees
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Agin~ Worl~ers~ Changing Value
Employers that want to benefitfrom aging workers' changing value
will need to show they are committed to their ongoing development
and respectful of their unique needs.
by Barbaraja~vorski, B.Sc., M.B.A.
he shrinking of the developed world's workforce is a
frightening concept—and
one that is quickly becoming areality. As millions of aging baby
boomers approach retirement and birth
rates in North America, Europe, and
other parts of the developed world
decrease, the implications for work
organizations in countries around the
world are grim.
In the United States, for example,
estimates indicate labor shortfalls of
5-10 million workers in the next ten
years.' To the north, a shortage of nearly
one million workers in Canada is predicted over the next 20 years.z In the
European Union, populations are
decreasing in one of every four countries; in fact, it would take an influx of
1 million immigrants a year into EU
countries to make up the shortfall.' In
Asia, meanwhile,Japan's birth rate continues to fall, and researchers estimate
that by 2020 there will only be two
workers for each retiree.*
As a result of these looming demographic changes, global competition for
skilled workers is increasing, and many
countries are beginning to recognize the
changing value of their aging workers.
In the United Kingdom, the British government is looking at abolishing mandatory retirement ages, while in Asia the
government of Singapore is considering
extending the retirement age. Some
Japanese employers are offering shortterm contracts to former employees,
Barbara Jaworski is director of Work-Life
Solutions and Welf-Being for FGI, a leading
provider of employer and employee assistance
solutions worldwide. She can be reached at
bja worskiQfgiworld.com.
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enabling them to meet specific needs
without assuming the burden of a long_
term commitment to new employees.
Regulations proposed by the Treasury
Department and the Internal Revenue
Service in the United States would allow
for voluntary phased retirements, if
approved.
SENSE OF SELF WORTH
Clearly, the perception of older workers
is changing, and fast. Keeping older
workers on the job longer is increasingly
being viewed as beneficial to business
productivity, employee retention, and
corporate citizenship. Just as clearly,
many of today's older workers want an
opportunity to continue in their current
careers or commit to another one.
According to a 2003 studys by the
American Association of Retired Persons,
the majority of workers between the ages
of SO and 70 say they intend to work
during their "retirement" years or never
retire at all. Highly educated workers,
the study found, are far more likely than
those with less schooling to want to
remain in or return to the workplace.
One reason many "mature" employees want to continue working is that
their sense of self worth is linked strongly to having a career. Many workers
approaching retirement feel they still
have much to offer and may be considering launching second careers, starting
small businesses, or turning hobbies into
contract jobs. They may feel they want
to work on their own terms, or just slow
down a bit.
Financial worries also area consideration for many mature workers. Some
aging workers still have dependents to
support, and increasingly they are likely

to be caregivers for elderly parents.
According to a recent survey, 20 percent
of recently retired workers are struggling
financially, while 41 percent are very
concerned they'll outlive their assets.
But simply because many aging
employees are motivated to remain in
the workplace does not mean that
employers can take their skills,judgment, and institutional memory—not to
mention loyalty—for granted. The value
of the older worker goes beyond maturiey and experience and includes the
following:
• Experience and knowledge of an
organization;
• Less need for supervision;
• A high level of commitment, dedication and energy, all of which make a
huge impact on productivity;
• Organizational savvy and an understanding of workplace culture;
• The ability to mentor junior employees, which often results in higher
retention and job satisfaction for all
concerned; and
• Increased flexibility to meet business
needs, including part-time and contract work.
Companies with a strategic plan for
continued growth will create workplaces
that integrate and nurture this key
demographic. Critical to such a plan are
training, flexibility, and accommodation.
Older workers need to perceive that
their employer is committed to their
ongoing professional development. As
long as their job continues to be interesting and they feel they are making a valued contribution, mature employees will
be likely to stay in the workplace.
To effectively manage the demographic changes to come and capitalize
www.eap-association.org
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on the potential of an aging workforce,
employers need to provide a work environment that recognizes and accommodates the unique needs of mature
employees. Following are some practical
recommendations for achieving these
objectives:
• Provide flexible work arrangements
or telework opportunities to assist
those with caregiving responsibilities
and those who need to arrange postretirement responsibilities.
• Create career development and training opportunities for mature workers.
• Provide opportunities for mature
workers to become mentors in the
workplace to facilitate the transfer
of knowledge and skills.
• Offer work-life services that help
older workers proactively manage
concerns via one-stop access to
information and consultation.
• Develop a retiree relations program
to create a pool of trained and
motivated workers.
• Encourage a corporate culture that
demonstrably values older workers.
This could include offering training
on older-worker issues for younger
supervisors and managers.
INVESTING A LRTLE EXTRA
Companies that follow these and similar
recommendations have been more successful in creating opportunities for
aging workers and retirees. For example,
Monsanto Co., a multinational chemical
company based in St. Louis, Missouri,
brings back retirees as temporary workers or part-timers to fill gaps and reduce
costs. Monsanto's Retiree Resource Corps
has more than 800 participating retirees
who can work up to 999 hours per
year—less than half-time. Monsanto
estimates that it saves 12-15 percent
by using retirees instead of traditional
temps. The program also helps
Monsanto transfer both corporate
culture and technical knowledge to
younger employees.'
Home Depot, the hardware store
chain, hires many employees over the
age of SO because of their skills, workethic, motivation, and maturity. This
strategy has proven tremendously successful. Home Depot is very pleased
www.eap-association.org
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with the benefits that older workers
bring to the workplace and continues eo
proactively recruit older employees.
In Canada, the "Best Employers for
50-Plus Canadians" award recognizes
employers that value their mature workers. The common denominator among
the winners is that Chey genuinely value
older workers for their workplace attitudes, experience, and skills. They are
creative and flexible in the way they

Finding and beeping
"mature" talent should
be a simple matter
offollowing some
golden rules.
deal with older workers and are willing
to invest a little extra in their mature
employees, knowing they stand to reap
huge dividends. The winning companies
all describe it as a win-win situation—
their mature workers bring qualities to
their work that both they and their
customers value.e
One award winner, Avis Rent-a-Car,
noticed that its retired part-time car
shuttlers received fewer tickets for traffic
violations and were much less likely to
scrape, scratch, or bang up its rental
cars. Avis began actively recruiting
retired people by using some rather
unorthodox and imaginative techniques,
including handing out information about
employment opportunities in the early
mornings at shopping malls. The result
was an increase in the number of older
employees hired and a corresponding
decrease in expenses, as traffic violations
and accident rates tumbled.
Another award winner, the customer service center of a major national
bank, keeps track of employees who are
about to retire from other parts of the
organization and then proactively
recruits them, offering part-time, flexible
hours. The bank benefits by "hiring" a
knowledgeable employee who is already
familiar with the corporate culture and
by cutting down on recruiting costs. The
employee, meanwhile, benefits from

being able to work hours that suit
his/her lifestyle. The proof of the pudding is in the taste—in this case, an
independent survey that showed the
bank's customers appreciate the quality
of service and information they get from
the service center.
FOLLOWING GOLDEN RULES
One of the coininon characCeristics
of the winning companies in the Best
Employers for 50-Plus Canadians competition is buy-in and support from
senior management. Savvy corporate
leaders recognize the potential advantages offered by mature workers and
adjust their policies and procedures
accordingly.
In the near future, many of their
competitors will need to follow suit. A
growing number of companies will face
a shortage of skilled workers that will
put their business operations at risk.
Organizations should be asking older
workers today what it will take to keep
them in the workplace tomorrow and
what will motivate them.
Ensuring an organizational understanding of the benefits and needs of
older workers will lead to business
success. Finding and keeping,"mature"
talent should be a simple matter of
following some golden rules: focus on
ability rather than age, offer phased or
flexible retirement options where possible, invest in skills training, downsize
responsibilities, and above all—be
creative. ■
References
1 Bureau of Labor Statistics. 2001. U.S.
Department of Labor, Washington, D.C.
2 Conference Board of Canada. 2001.
Performance and Potential, 2000-2001.
3 Organization for Economic and
Commercial Development. 2001. Aging
Populations: Economic Issues and Policy
Challenges.
4 Pacific Bridge. 2001. `Japan's Labor
Market: An Overview."
5 AARP
6 BenefitNews.com. 2004. Putnam
Investments Survey.
7 Workforce Management. 2004. "The
Aging Workforce." Boston College:
Center for Work ~ Family.
8 Jaworski, Barbara. 200.4. "Capitalizing on
Your Aging Workforce." Conference
Board of Canada.

1st Quarter 2005 •Journal of Employee Assistance •23

Focus

THE

AGING

W O R K F O R C E

A Preventive Approach to Reti~cement
To help head off the psychological, social, andfamily issues that arise
during retirement, an employer teamed with its EAP provider to develop
a preventive plan of action.
by Andrea Lcz~dani cznd Raul Cos^recz
person who retires from
work experiences a huge
change in his/her life.
Leaving one's job inevitably
implies the modification of actions that
often have been followed for many long
years: awaking at a certain time, leaving
home and traveling to a worksite, performing certain activities, interacting
with co-workers and managers, leaving
the worksite and returning home (perhaps at the same time each day, perhaps
at varying times), and so on. These
actions usually become habits after
being performed for a long time.
The sudden interruption of these
habits is not easy to accommodate. For
some people, it may mean a great loss;
for others, a huge satisfaction. But the
truth is that it always results in the need
to invest effort and energy in adapting
to a new situation.
DEVELOPMENTAL CRISES
Several authors in the field of psychology consider retirement to be one of the
many developmental crises people
undergo in their lives. A crisis, according
to Webster's dictionary, is "a stage at
which a decisive change is imminent,
for better or for worse." The typical
developmental crises in a person's life
include marriage, the birth of children—
followed by their entry into school,
reaching puberty, growing independence, and subsequent departure from
home—gradual aging, and retirement
Andrea Lardani is a clinical psychologist and is
clinical manager for EAP LatinA Corporation, an
EAP provider serving employers and employees
in Central and South America.
Raul Correa is the human resources manager for
S.C. Johnson &Son in Argentina.
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from work.
These development crises are
unavoidable and foreseeable. This means
that at each developmental stage, a person will go through some sort of crisis.
Each crisis will require not only the person but also his/her family to change
and adjust to the new situation. If the
family is flexible and has resources at its
disposal, it will obtain some benefit from
the crisis. But if the person or any member of his/her family tries to resist making changes, problems will appear.

Retirement may

properly be considered
a developmental crisis
for both the retiree
and his/herfamily.
Consider an employee who leaves
work on a given day and becomes a
retiree. What consequences may be in
store for this person and any relatives
living with him/her? Becoming a retiree
usually affects four areas of a person's
life, namely the psychological, social,
family, and financial areas.
Psychological implications. Each
person who retires will be affected differently, depending upon his/her particular
situation. There are, however, certain
common aspects that should be mentioned.
• Retiring from work implies saying

goodbye to a life stage to which the
person probably will not return.
This is a loss that a retiree must
accept and overcome.
• Modifying one's habits, especially
after reaching the age of 65, usually
exacts a high psychological cost.
• Retirement also marks the beginning
of "old age," a life stage that is undervalued by society. This may result in
anguish, sadness, rage, resentment, or
other negative emotions.
• To be an actively working person is
usually regarded as a virtue. To stop
being such a person may have a negative impact on a retiree's emotional
welfare.
Social implications. Retiring from
work almost always causes a separation
from friends and weakens relationships
in the professional sphere. This loss may
result in loneliness and anguish until the
person manages to organize a new peer
group.
Family implications. For persons
who have worked many years outside
their homes, sharing time and space
with family members rather than coworkers for the bulk of the day will
require time and effort, both from the
family and from the retiree. For instance,
if a husband has always worked outside
the home and suddenly finds himself at
home the whole day with his wife, both
will have to make efforts to develop a
new form of cohabitation to which they
are not accustomed.
Financial implications. Retirement
often significantly reduces a person's
income, which affects the retiree's quality
of life and that of his/her family. This
reduction in life quality will negatively

www.eap-association.org

THE

AGING

WORKFORCE

affect the retiree and his/her family.
Given these and other effects of
retirement, this stage of life may properly
be considered a developmental crisis for
both the retiree and his/her family. The
better prepared they are to face this situation and adjust to their new stage of
life, the better the results will be. Our
experiences have shown that advance
psychological preparation, with the guidance of professionals, helps to generate a
proper attitude and action plan so that
both the retiree and his/her family may
begin this new stage positively.
A SENSE OF BELONGING
A year ago, human resources professionals from S.C.Johnson ~ Son (SCJ)in
Argentina met with representatives from
EAP Latina Corporation (EAP de
Argentina) to develop a "Retirement
Psychological Prevention Program" for its
employees. SCJ is well known in
Argentina as an employer willing to
make significant investments in its workers. Following are some considerations
that will help employee assistance professionals understand why it is important
to develop such programs in work
organizations and how to do this.
SCJ's corporate philosophy is essentially based on honoring the value and
respecting the goodwill of people who
are and have been part of the company.
In this vein, SCJ proposed that the bond
between employer and employee be
maintained beyond the labor stage, thus
creating a sense of belonging that is not
lost at retirement. This generates a virtuous circle of respect and pride so as to
create a strong corporate culture usually
called "de la camiseta puesta"("wearing
the company's shirt").
Acknowledging this change of
stages as one of the big "hinges" in the
life of human beings, we began working
to strengthen the bridge from one stage
to the next by providing employees with
professional guidance. Now,each person
who enters the pre-retirement stage is
guided by EA professionals and human
resources professionals and others at SCJ
so they may better understand and value
the new stage they are beginning. They
are also offered the opportunity to con-
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tinue receiving the same health insurance benefits they enjoyed as active
employees.
In addition to offering guidance,
SCJ created "Our Retirees Group," a plan
of work and leisure consisting of several
meetings each year featuring workshops
and lectures on subjects of interest, special celebrations (such as the International Day of the Elderly), community
projects, leisure activities, and ayear-end
barbecue.

The experience
accumulated during
thefirst year of work
with this program
allows us to state that
persons participating in
it say it is extremely
helpful to confront the
changes required by
retirement and that
they are most grateful
to SCJfor tahing care
of this portion of
their lives.
PROGRAM CHARACTERISTICS
The main purpose of the Retirement
Psychological Prevention Program is to
prepare employees and their family
members for the retirement stage. The
program includes the following:
Interviews. The program consists
of seven to ten interviews, depending on
the needs of the participant. Interviews
are conducted by a psychologist or psy-

chiatrist trained in retirement issues.
They are held at the company and are
voluntary. The first five interviews take
place prior to retirement (preparation

stage), while the remainder are held after
the employee has retired (follow-up
stage).
• The first interview is conducted solely
with the individual. The purpose of
this interview is to gather information
about the employee who is about to
retire—for example, the persons)
with whom he/she lives, the employee's occupation, the tasks he/she performed at work and the skills he/she
learned, the person's values and hobbies, and so on.
• Interviews are then arranged with
members of the person's family that
he/she wishes to include. The goal
of these interviews is to learn family
members'expectations and/or fears
with respect to retirement.
• During the preparation interviews, ,
the employee and hislher family
members are guided in the planning
of activities for the retirement stage,
such as independent professional
actions, hobbies, sports, home activities, and social activities.
• Interviews in the preparation stage
also address beliefs regarding, and
attitudes toward, the retirement stage.
Follow-up. In the follow-up stage,
the retiree is interviewed three weeks
after retirement in order to review and
readjust the work done during the
preparation stage. The EA professional
and the retiree agree on suitable times
and ways to continue with follow-up
activities.
The experience accumulated during
the first year of work with this program
allows us to state that persons participating in it say that it is extremely helpful to
confront the changes required by retirement and that they are most grateful to
SCJ for taking care of this portion of
their lives. Their words encourage us to
continue thinking about and designing
new ways to preventively approach this
difficult aspect of employees' work and
personal lives. ■
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Helping Older Worl~ers Remain Productive
Technological devices developedfor people with disabilities can help, aging
workers remain highly productive and enable employers to avoid the pitfalls
of losing experienced workers and suffering a labor shortage.
by Madelyn Bryant McIntire
dramatic transformation is
taking place in the U.S.
labor force: it is turning
gray. By the end of this
decade, more than 51 percent of
American workers will be 40 or older, a
33 percent increase since 1980. By
2020, the number of American workers
aged 55 and older is expected to reach
20 percent, up from 13 percent in 2000.
This demographic shift is being
driven by the aging of the baby boom
generation—the 76 million Americans
born between 1946 and 1964, who now
represent more than a quarter of the
U.S. population. IYs not the first demographic shift to result from baby
boomers moving through different life
stages, and it won't be the last.
Throughout the latter half of the
20th century, the evolving needs of the
baby boom generation caused significant
changes in our society, leading to the
construction of new schools, the birth of
new communities, and the creation of
new industries. As the baby boomers
came of age in the 1960s and 1970s,
colleges expanded and enrollments
soared, creating a highly educated workforce and swelling the consumer population that drove the economic growth of
the 1980s and 1990s.
To date, few employers have fully
Madelyn Bryant McIntire
is director of the Accessible Technology Group
(ATG)at Microsoft. Prior
to joining the ATG in
1999, she worked for
Compaq Corporation in
Cupertino, Calif. She has
held positions as a software developer, development manager, test manager, and director in companies as large as
85,000 workers.
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prepared for the graying of the baby
boomers and the impact of this trend.
Soon, many businesses, government
agencies, and other organizations will
need to make extensive changes in their
workplace policies and operations,
including their use of technology.
NOT IMMUNE TO AGING
As the oldest baby boomers near retirement age and the youngest enter their
40s, their needs are changing. Society—
and this includes the workplace—will
be forced to adapt. Baby boomers are
healthier, and destined to live longer,
than generations before them. Many are
also planning to work longer, either
because they are reluctant co retire and
give up a stimulating career or because
they are unable to afford it.
According to the American
Association of Retired Persons(HARP), a
lobbying organization for senior citizens,
69 percent of employees over the age of
45 plan to continue working past age
65. The economic recession that began
in 2001 reduced the value of many
retirement accounts, prompting workers
and retirees to re-evaluate their options
and either delay retirement or consider
working part-time when they do "retire."
Nearly two-thirds of those surveyed by
AARP also cited health insurance and
prescription drug benefits as key reasons
for remaining employed.
Whatever their motives for staying
on the job, older workers generally will
find that employers are receptive to
keeping them, not only because of their
skills and experience but because there
are not enough younger workers to
replace them if they retire. Declining
birth rates that began in the mid-1960s

are dramatically slowing the growth of
the U.S. labor force, and this trend is
expected to become more acute in the
years ahead. For the economy to prosper, many older workers must be
retained.
Recruiting and retaining older
workers will require employers to revise
their human resources policies and make
some accommodations, because baby
boomers are not immune to the physical
effects of aging. Compared with adults
under age 45, for example, people
between 45 and 64 are more than twice
as likely to be visually impaired to some
extent and nearly five times more likely
to experience some hearing loss.
TECHNOLOGY OFFERS SOLUTIONS
Fortunately, computer technology—
much of it developed to assist people
with disabilities--can help older workers remain productive despite age-related
impairments and disabilities that might
otherwise slow them down and make it
harder for them to perform their job
tasks. Examples of assistive technology
include the following:
• Software that magnifies a computer

screen and makes it easier to see text;
• Large track balls and other pointing
devices that move a cursor without
calling on fine motor skills;
• Voice recognition software that
enables people with arthritis to speak
more and type less; and
• Visual alerts that remind people who
are deaf or hard of hearing of meetings and other appointments and
notify them when e-mail arrives.
Notwithstanding the availability of
such technologies, many older workers
are reluctant to ask for help for fear that

www.eap-association.org

THE

AGING

WORKFORCE

revealing a problem could lead to negative perceptions about their performance, limit their chances for promotion,
or even jeopardize their jobs. Others
may not want to acknowledge they have
a problem (even to themselves) because
they reject the notion that they're getting
older and may need help. In some cases,
impairments may have occurred so gradually that older workers have compensated for them without realizing the
growing effect on everyday activities.
There are also many people who aren't
aware of the benefits that accessible and
assistive technology can provide.

According to some
estimates, 68 percent
of U.S: workers now
use some type of
computer or Internet
device in their work.
RE-EXAMINING MISCONCEPTIONS

The benefits of accessible and assistive
technology are not limited to aging
workers and people with severe disabilities. A 2003 research study commissioned by Microsoft and conducted by
Forrester Research found that 60 percent
of working-age adults (ages 18 to 64)
and 57 percent of working-age computer
users could benefit from the use of
accessible technology due to impairments or difficulties that interfere with
their ability to perform routine tasks.
These findings are increasingly
important as America's transition from a
manufacturing economy to one based on
gathering and using information continues to accelerate. According to some estimates, 68 percent of U.S. workers now
use some type of computer or Internet
device in their work. Many of those are
not traditional desktop computers:
Commercial airline pilots today use lapwww.eap-association.org

top computers to download flight manuals and calculate flight plans; nurses use
wireless portable digital assistants (PDAs)
to enter patients' vital signs into a hospital database; and automotive workers
enter and track parts and product data
on the factory floor using a wireless
device connected to the corporate
Intranet and a Web browser.
By making a commitment to accessibility, companies can reap the benefits
of productivity gains and the value of
retaining experienced, knowledgeable
workers. Unfortunately, most employers
are unprepared for the effects of these
shifting demographics. A 2002 poll of
human resources professionals by DBM,
a global human resources consulting
firm, showed that although 61 percent
of firms are aware of the demographic
changes, SS percent are not actively
implementing strategies to either attract
or retain workers over the age of 50.
With the coming shortfall of younger
workers and the emergence of older
workers as a competitive force in
American business, failure to prepare
may prove to be a significant problem
for those companies.
Already, many businesses are feeling
the loss of e~erienced managers. Many
organizational structures were thinned
and flattened over the past decade, creating the conditions for an unmanageable
gap in skill levels as the e~cpertise of
older workers is lost and finding qualified replacements becomes more difficult. Beyond that, the costs of direct and
indirect workforce turnover can be high.
According to the American Management
Association, such costs typically range
from 25 percent to almost 200 percent
of an employee's annual compensation.
Businesses must understand and account
for not only these hard costs but also the
costs of disrupted customer service and
the loss of e~erience, continuity, and
institutional knowledge.
Employers need to realign their
strategies for employee development,
retention, and transition with the goal of
retaining high-contributing employees.
They need to be proactive, because
workers may not self-identify their physical limitations or seek assistance for

or more than 15 years,
Microsoft has been a leader
in developing accessible
technology for people with disabilities. Popular Microsoft products,
such as the Windows operating
systems and Office applications,
include many built-in accessibility
features, from a screen magnifier
and voice recognition to filter keys
that help people with shaky hands
or stiff fingers avoid typing extra
keystrokes unintentionally.
Microsoft also works closely
with technology firms that develop
assistive technology devices for
people with disabilities, These
devices may also help older workers
who begin to experience more serious age-related impairments, such
as macular degeneration, a leading
cause of blindness in older adults,
or severe arthritis.
In 2004, Microsoft developed
a Web site (www.microsoft.com/
enable/aging and launched a campaign to help older workers and
their employers learn more about
technology that can mitigate the
effects of age-related impairments.
Working with Brian Basset, nationally syndicated cartoonist and the
creator of the Adam@Home and
Red &Rover comic strips, Microsoft
developed a series of humorous tips
and instructions about the top
accessibility features in Windows
XP, plus a wealth of other information and resources to inform and
assist aging workers and their
employers.
Employee assistance and
human resources professionals can
download the campaign materials
free of charge (www.microsoft.com/
enable/aging/tips.aspx) and use
them to help engage and educate
employees about the availability and
benefits of accessible technology.
Step-by-step tutorials for using
the accessibility features in other
Microsoft products are available at
www.microsoft .com/enable/training/default.aspx.
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them. They need to recruit talent that
possesses innovation, knowledge, skills,
and leadership, regardless of age.
Employers also need to re-examine
old myths and misconceptions that may
be serving as barriers to active recruitment of older workers. For example,
several recent studies have shown that
both older workers and workers with
disabilities are significantly more loyal
and dependable than their younger colleagues. In addition, according to the
President's Committee on Employment
of People with Disabilities, the majority
of accommodations cost less than $500
and some cost nothing at all, while the
average cost to recruit a new employee
equals more than 13 percent of the
worker's annual salary.
By aligning business policies and
practices with the needs of the changing
workforce, employers will retain valuable
employees while increasing productivity
and competitiveness. Such investments
send the message to all workers that
employability is not a function of age
but rather of each person's ability to

make a meaningful contribution Co the
goals and objectives of the business.

By implementing a
strategy for accessible
technology, employers
will be better equipped
to recruit and retain
productive and
dedicated employees.
DEVELOPING AN ACTION PLAN
In developing solutions and accommodations for the workforce, employers
need to consider a comprehensive strategy that includes training policies, technology procurement policies, accommodations, ergonomics, and healthy computing practices. The U.S. Chamber of
Commerce and some other organizations
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have started to develop resources to help
employers that want to develop strategies to meet the challenge of the aging
workforce and take advantage of the
opportunities it offers.
Microsoft Corp. has developed a
five-step guide to help employers develop and implement their own plans. A
brief version of the guide is available
online from Microsoft at no charge
(www microsoft.com/enable/business/
plan.aspx). It shows employers how to
define an accessible technology strategy;
identify requirements; design, develop,
and purchase technology; implement
and maintain technology; and continue
learning. A more detailed guide is available in a book,"Accessible Technology
in Today's Business," which is available

from Microsoft Press.
By implementing a strategy for
accessible technology, employers will be
better equipped to recruit and retain
productive and dedicated employees,
regardless of age, while empowering all
employees to realize their potential. ■
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Equation
byJohn Maynav~c~, Ph.D., CEAI'
John INaynard, F'h.D., CEAP

e in the employee assistance profession regularly
talk about the impact of
our services on employee-related costs.
We use cost arguments to sell the EAP
concept, and we are always on the lookout for research that demonstrates how
EA services lower the costs of health
care, disability, absenteeism, employee
distraction or disengagement, and other
workplace concerns.
But cost reduction, especially workforce-related cost reduction, is only one
piece of the puzzle in the eyes of organizational decision makers. Their fundamental focus typically is on margin,
profitability, and organizational value. If
we want their attention, our arguments
have to address more than cost reduction alone.
Value and profitability in an organization result from maximizing or leveraging the use of assets as well as from
minimizing liabilities and costs. Historically, the most important assets were
tangible items, such as cash, property,
and equipment. Over the last two
decades, however, the relative contribution to organizational value of tangible
assets has declined, while the contribution of intangible assets—including
product and process designs, patents,
and human capital—has increased
significantly.
Employers around the globe are
learning that, in today's knowledgebased economy, leveraging the value of
their human capital assets holds the
greatest potential for improving organizational value and profitability. With thaC
John Maynard is chief executive officer of
the Employee Assistance Professionals
Association. Contact him by e-mail at
ceoC~?eap-association.org.
www.eap-association.org

understanding, employers are moving
from human resources management to
human capital enhancementfrom a
focus on people as costs to be managed
to a focus on assets to be leveraged and
developed.
What does all this have to do with
the theme of this issue of the Journal?
The aging of the workforce in most of
the developed nations of the world offers
the EA profession an opportunity to
contribute visibly to both sides of the
organizational value equation.

The real future of the
EA profession, I believe,
lies on the "asset" side
of the value equation.
Over the next several years, most
developed countries around the world
will experience an increasing worker
shortage. A key reason for this impending shortage is the aging of the baby
boom generation. If the baby boomers
retire from the workforce at close to the
same age as previous generations, the
much smaller cohort immediately following the boomers will be unable to fill
organizations' needs for skilled workers.
Forward-thinking employers are beginning to look for ways to retain and motivate skilled older workers.
These older workers are less likely
than their younger co-workers to be
motivated by promises of future raises or
promotions. In fact, adult developmental
theory suggests that they will be motivated most by the opportunity to find
personal meaning in their work. EA professionals who are knowledgeable about
adult development and motivation will

find themselves in growing demand to
help employers maintain and enhance
their skilled older human capital assets.
For example, an important way to
help older employees find personal
meaning in their work is to provide
them structure and opportunity to teach
and mentor younger workers. EA programs that can promote and assist with
the development of effective mentoring
programs will be providing a valued and
needed service.
Organizational mentoring programs
also would help address a related workforce trend. As more skilled older workers stay in the workforce, the need will
grow for intergenerational communication training and facilitation. Recent
research suggests that fewer than 20 percent of companies today offer any training on cross-generational communication or understanding. Developing and
delivering this kind of training and
offering consultation services related to
cross-generational issues represent significant growth opportunities for the EA
profession.
There is little question that the
aging of the workforce will increase the
demand for cost-reduction solutions. In
general, older workers generate higher
healthcare costs than younger workers.
In response, EAPs will continue to find
ways to integrate with disability management, disease management, and other
cost-focused programs.
But the real future of the EA profession, Ibelieve, lies on the "asset" side of
the value equation. The more we as EA
professionals focus on identifying ways
that we can contribute to leveraging and
enhancing the value of human capital in
the workplace, the more demand we will
generate for our services. ■
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News Briefs
DISEASE MANAGEMENT MAY
NOT CUT HEALTH COSTS

guidelines; and
• Coordinating care among all providers, including physicians, hospitals, and pharmacies.
The assumption underlying disease
management programs is that identifying
chronic diseases sooner and treating
them more effectively will slow their
development and thereby result in lower
spending. The CBO analysis found little
evidence, however, that this assumption
is correct.
"Improving health outcomes and
mitigating healthcare costs do not necessarily go hand in hand, and disease management programs may be a worthwhile
investment even if they do not reduce
overall healthcare spending," the report
coriclutles. "All in all, the evidence on
cost savings is limited. The few studies
reporting cost savings generally do not
account for X11 healthcare costs, including the cost of the intervention itself.
Furthermore, these savings were
achieved in controlled and limited settings, but if disease management programs were applied to broader populations, such savings might not be attainable and the programs could even raise
costs."
The report,"An Analysis of the
Literature on Disease Management
Programs," is available on the CBO's Web
site, wwwcbo.gov

~uclies of disease management programs fail to provide any conclusive
evidence they cut healthcare costs,
though the programs may be of value
even if they don't, according to the
Congressional Budget Office (CBO).
In response to a request by the
Senate Budget Committee, the CBO
reviewed the literature on disease management to determine whether the programs reduce the overall cost of health
care and if they could be used to lower
spending by Medicare, the federal
healthcare system for seniors. The review
found that most of the literature on disease management focuses on processes
of care, such as patients' adherence to
testing or exam guidelines, or on intermediate measures of health, such as
changes in blood pressure or cholesterol
levels. The few studies that address
healthcare spending generally used controlled settings and failed to account for
the additional costs of the programs'
screening, monitoring, and educational
services.
"The proposition for disease management programs is that better care
translates into improved health and, perhaps, to lower-cost care in the future,"
the CBO report states. "But because the
programs directly influence only processes of care, causal links to health outRISING HEALTH COSTS FORCE
comes or to economic outcomes maybe
WORKERS
TO SKIMP ON SAVING
uncertain or could take several years to
employers
shift healthcare
become evident."
costs to employees through higher
Disease management programs have
co-pays and deductibles, workers are
become popular in recent years among
responding
by contributing less money
health plans and organizations seeking to
to
retirement
plans and savings accounts,
improve the care of patients with chronic
according
to
a
poll by the Employee
diseases (e.g., diabetes and congestive
Benefits
Research
Institute (EBRI), a
heart failure) and curb the growth of
Washington,
think tank.
D.C.,
their healthcare costs. They typically feaHealth
Confidence Survey
The 2004
ture the following elements:
• Educating patients about their disease (HCS), which measures Americans' satisfaction with the healthcare system and
and how they can better manage it,
such as by using medications proper- their confidence in its future, found that
while 20 percent of workers consider
ly and changing certain behaviors;
care to be the most important
health
• Monitoring patients' symptoms and
issue
facing
the country,just 4 percent
treatment plans and ensuring such
say
the
U.S.
healthcare system is excelplans adhere to evidence-based

As.more
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lent and only 10 percent say it is very
good. Three in 10 workers say the quality of the system is poor, twice as many
as in 1998.
American workers also are increasingly upset about the cost of health care,
with 25 percent saying they are not at all
happy with the cost of their health insurance and 28 percent not at all happy
about the costs of services not covered
by their plans. The corresponding
responses in 1998 were 15 percent and
20 percent.
Much of the increase in employee
costs stems from employers shifting
greater responsibility for health care to
employees, a trend many workers are
resisting. Only three in 10 survey
respondents disagreed with the statement,"When you seek medical care, the
medical professional decides on your
care and treatment, and you simply follow his or her advice." In addition, twothirds of workers reported they generally
fill the prescription their doctor has prescribed rather than first finding out
about the different medication options
available.
Faced with higher healthcare costs,
many workers are now visiting physicians only for serious conditions(57
percent) or delaying their visits (48 percent), while three in four say they are
trying to take better care of themselves.
One-quarter of workers are decreasing
their contributions to retirement plans,
nearly half have cut back on allocations
to savings accounts, and 15 percent have
had to borrow money to pay healthcare
expenses.
A copy of the survey, "Public Attitudes on the U.S. Health Care System,"
is available on the Web at wwwebri.org.

ONE IN THREE U.S, WORKERS
DON'T CLEAN 1'NEIR OFFICES
even in 10 U.S. office workers
believe clean workspaces make them
more productive, but fewer than one in
three wipe or scrub their offices with
disinfectants or other germ-killing substances, according to a recent survey
conducted on behalf of ServiceMaster
www.eap-association.org
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Our Costs

Our Experience

Our costs are the most reasonable in
the nation. A 21-day inpatient ADULT
stay is $3675 or $175 per day. A 28day inpatient ADOLESCENT stay is
$5460 or $195 per day. These prices
include psychiatric and medical
consultation, family counseling and
family room and board. Treatment is
covered by most insurances/managed
health care.

Sundown M Ranch has been in
operation since March 1968. Over
70,000 adults and adolescents
afflicted with the disease of
alcoholism and drug addiction have
been led back to sober, productive
lives by our dedicated, well trained
professional staff.

Clean, a provider ofjanitorial services.
on the premises; twice as many offer
discounts or corporate memberships to
Although 85 percent of those surveyed say they wonder at least occasion- health clubs. Three in four workers surally about how dirty their offices are,
veyed say they attend wellness programs
many workers admit to engaging in
their employer provides, but only 35
practices that spread germs and cause
percent of companies offer incentives for
disease. Three in four retrieve garbage
employees to participate.
they accidentally threw away, 31 percent
The survey results are available from
cut their nails at work, and 27 percent
the American Management Association
chew on pens or pencils while working. by visiting amanet.org.
One in ten put their feet on their desks,
though men (17 percent) are much more Wellness Program
likely than women(6 percent) to engage Offerings
in this behavior.
2004 2003
Nearly half of office workers surExercise and Fitness
55% 47%
veyed dust their offices regularly with
Smoking Cessation
49 41
Blood pressure management 49 36
cloths, but this simply spreads bacteria
Weight management
47 34
to other surfaces. A similar percentage
Stress management
46 33
say they often eat at their desks to save
Cholesterol management
43 27
time, and nearly as many say they occaNutrition
39 25
sionally witness co-workers leaving
Source: American Management Association, 2004.
restrooms without washing their hands.
A copy of the survey results can
be downloaded from the Service
WORKPLACE SMOKING NOW
Master Web site at wwwservicemasterTAB00 IN NEW ZEALAND
clean.com/cd/ocmonitor.pdf.
workplace smoking ban took effect
in New Zealand on Dec. 10, 2004,
MORE EMPLOYERS OFFERING
12 months after it was approved by lawWELLNESS PROGRAMS
makers who studied and debated the
survey of 211 U.S. companies
issue for three years.
found that more than half are
New Zealand joins Ireland, Norway,
offering exercise and fitness programs for Sweden, and a handful of other nations
workers and nearly half are sponsoring
in enacting a workplace smoking ban,
smoking cessation and blood pressure
which is supported by more than 90
management activities, according to the
percent of New Zealanders, including 83
American Management Association
percent of smokers. The tourism and
(AMA).
hospitality industries, initially skeptical
Of the seven most common wellof the clean-air mandate, agreed to drop
ness programs offered by employers, all
their opposition after a study found that
are more readily available now than they most visitors to New Zealand come from
were in 2003(see chart). Business leadcountries that already have national or
ers are driving this growth: four in five
local bans in place or discourage workexecutives told the AMA they believe
place smoking.
corporate America has a responsibility to
Under the new law, all "internal
promote wellness, up from 71 percent in workplaces," such as factories, offices,
2003. Approximately one in four CEOs
and warehouses, are to be 100 percent
also said they are providing more wellsmoke-free. Employers must take "all
ness programs for their workers than
reasonably practicable steps" to prevent
they did in 2003.
smoking in internal areas, which include
Twenty-two percent of companies
cafeterias, corridors, elevators, stairwells,
surveyed have exercise facilities available and restrooms. Reasonably practicable
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steps might include the following:
• Displaying "No Smoking" signs in the
workplace;
• Training managers and supervisors
how to respond if someone smokes in
the workplace; and
• Referencing the smoke-free policy in
recruiting materials and employment
manuals.
Health officials expect the smoking
ban will benefit employers and employees by cutting down on sickness and"
absenteeism, lowering insurance costs,
making it easier for casinos and restaurants to recruit and retain workers, and
indirectly encouraging more people to
patronize such establishments.

WORKERS'PRODUCTIVITY LOSES
IN PRESIDENTIAL ELECTION
etween conversing with colleagues
in the days and weeks leading up
to the election, leaving the office early to
vote (or arriving late after voting in the
morning, and checking television and
radio reports during the day, American
workers cost their employers hundreds
of millions of dollars in lost productivity
during the recent presidential election.
While no firm costs are available,
Challenger, Gray and Christmas, a
Chicago-based outplacement firm that
studies productivity issues, estimates the
2004 election had a bigger impact on
employee performance than the Super
Bowl or the NCAA basketball tournament, two popular sporting events. The
company calculates the Super Bowl
resulted in a loss of $821 million in productivity, while the basketball tournament caused a loss of $1.4 billion.
According to Challenger, every 10
minutes of unproductive work time costs
employers an average of $2.59 per worker, based on an average hourly wage of
$15.52. Projected over 130,124;000
workers (the non-farm U.S. workforce as
of Dec. 31, 2003), productivity losses for
every 10 minutes of wasted time amount
to more than $337 million.
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Meeting the Needs of
an Aging Workforce
by BezHard E. Beiclel, M.Ed., CEAI; czncl IC7^istine N. Bv~ennan, CP•Al; LPC
ccording to the Bureau of
Labor Statistics, about 95
percent of Americans over
65 who are willing and able to work are
working, either full-time or part-time.
Employment data reveal a similar pattern in many European nations. In
much of the developed world, in fact,
the workforce is aging.
Many business consultants and
economic futurists are describing this
trend as the demographic "perfect
storm"—the convergence of the
demands and requirements of an aging
workforce. Caught in the middle are
employers, who must balance the need
to accommodate older workers with the
need to prepare for their retirement.
A BLENDING OF SKILLS
The implications for the employee assis-

tance field of assisting the workforce as
it ages and prepares for retirement are
obvious. But the potential social and
economic impacts of the aging workforce demand that EA best practices go
beyond simply assisting employees and
family members as they prepare for their
transition from the workplace to retirement or to an "altered state" of employment. Alook at a few of the major
implications and service delivery opportunities for EAPs demonstrates a true
value-added proposition for both the
aging workforce and employers facing
this demographic reality.
Sustaining skills. As employees
age and technology changes, every
employer faces the challenge of remaining competitive. Effective knowledge
management is critical in this equation.
Bern Beidel and Kris Brennan are co-chairs
of the Standards Subcommittee of the EAPA
Professional Practices Committee.
www,eap-association.org

An EAP looking to provide additional
value to an employer will find avenues
to contribute to the employer's knowledge management strategy.
We suggest EAPs address the ability
of the employer to leverage both the
institutional and work culture knowledge of the older worker and the technological advantages that many younger
employees bring to the workplace—i.e.,
to blend the "generation gap" of skills

The best practice of our
profession necessitates
that we draw upon
our experience and
expertise in bridging
the communication
gap between supervisor
and employee.
that has emerged in today's workplace
and presented considerable challenges
for many employers and labor organizations. The EA professional's role in fostering mentoring and coaching relationships in the workplace can be a critical
part of the employer's strategy to encourage knowledge and skill exchanges up,
down, and across this generation gap.
Enhancing workplace communication. As the workforce ages and the
global employment picture changes, several additional challenges are emerging.
The values and expectations of people
entering the workplace today can be
quite different from those on the cusp of
exiting it. For example, among many

older workers, commitment to work was
often accompanied by a sense of loyalty
to a single employer. Over the past few
decades, however, mergers and acquisitions, bankruptcies, layoffs, and other
business and cultural trends have eroded
that feeling of loyalty, especially among
younger workers. The end result has
been a clash of workplace cultures and
an ensuing communications challenge in
harmonizing two divergent views of
work and the workplace.
The EA professional's role in helping
organizations and workers effectively
communicate across this divide seems to
present a golden opportunity to further
demonstrate our value. The best practice
of our profession necessitates that we
draw upon our experience and expertise
in bridging the communication gap
between supervisor and employee and
translate that competence to the larger
communication challenges facing
employers as they manage this shift in
workplace demographics.
Preparing for the next generation
of EA professionals. We as a field need
to look at the intimate implications of
the aging workforce on our profession
itself. Similar to the workforce at large,
the EA workforce is aging. As EAP
opportunities become more limited for
those wishing to enter our profession,
we must ensure that the knowledge
transfer essential to the continued vitality
and integrity of our field remains intact.
Clearly, the CEAP advisement and
EAPA mentoring processes are steps in
the right direction toward passing on the
legacy of employee assistance to the EA
professionals of tomorrow But those are
largely the more general elements of our
profession. Each EA service must also
look at this issue on an individual basis.
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The first step is the development of a
succession planning process for the EA
service itself, answering the essential
question of how the EA service and its
professionals manage through their own
workforce transition.
No doubt the challenges of today's
aging workforce, as with many other
workplace issues over the years and the
resulting experiences of many EA services, have prompted many EA professionals to develop innovative and dynamic
initiatives in response to or anticipation
of this reality, We would very much like
to hear about them and share them with
your EA colleagues. Contact us at
bern.beidel@mail.house.gov or kbrennan@4continuum.com and let us know
how you and your EA service are
responded to this issue. ■
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Is your organization getting everything
you want from your employee
assistance newsletter publisher?
Service is more than just a word. Are you getting the same
level of service that was promised when the relationship began?

Is your editorial up-to-date and well written?
A PRP newsletter has the ability to
reach out and grab your target audience.
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Are your printing and distribution
costs out of control?
Your publisher should be your advocate
in printing, paper and mailing negotiations.

CHECKLIST OFFERS TIPS FOR
CONTROLLING OBESITY AT WORK
I(ering health club memberships
to employees, making fruit (rather
than cookies or candy) available at meetings, and sponsoring a "casual dress" day
each week are among more than 15 tips
developed by the American College of
Occupational and Environmental
Medicine(ACOEM)to help employers
control obesity in the workplace.
The checklist, available at
wwwacoem.org, also contains tips for
workers, including the following:
• Drink water instead of soft drinks or
other high-sugar beverages.
• Use the stairs instead of the elevators
whenever possible during the day.
• Form an office walking club and walk
at lunchtime.
In addition to advice for employers
and employees, the checklist includes
general guidelines for controlling obesity,
such as drinking a glass of water before
meals to reduce desire for food and eating dinner early to allow more time to
burn calories before going to bed.
The U.S. Department of Health
and Human Services estimates that 129
million Americans are overweight or
obese, putting them at higher risk for
diabetes, high blood pressure, heart disease, and other ailments. The costs of
weight gain—in missed workdays, lower
productivity, higher healthcare costs, and
so on—range from $69 billion to $117
billion annually.

WEB SITE FEATURES TOOLS
TO COMBAT DEPRESSION
ool kits to help employers and
employees combat depression are
two of the latest resources available from
the National Partnership for Workplace
Mental Health, a coalition of employers,
government agencies, and nonprofit
organizations dedicated to promoting a
better understanding of the benefits of
a mentally healthy workforce.
The toolkit for employers includes
the following materials:
• A calculator to help estimate how
much depression is costing your
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business;
• Examples of how companies have
targeted depression in their workforces; and
• Links to articles about the impact
of depression on productivity.
The toolkit for employees and
family members is more extensive and
includes the following:
• First-person accounts from people
who have overcome depression;
• An online screening tool for depres-,
Sion;
• Treatment guidelines and tips for
choosing a treatment provider; and
• General information about the causes
and symptoms of depression and
how it affects people, their families,
and their work.
Both toolkits are available on the
Web site of the National Partnership, a
program of the American Psychiatric
Foundation. EAPA is a founding member
of the partnership, as are the American
Psychiatric Association, the federal
Center for Mental Health Services, 3M,
the Coca-Cola Company, and approximately 20 other corporations, organizations, and agencies.

CDC ISSUES TIPS, TOOLS TO
PREVENT SPREAD OF FLU

The

U.S. Centers for Disease Control
and Prevention(CDC)has developed a toolkit to help employers and
employees prevent the spread of the flu
in the workplace.
The toolkit contains general information about the flu and the two kinds
of flu vaccines as well as three stories
about real people who are taking steps to
protect themselves and others from the
disease. It also contains a list of resources
and recommendations specific to the
workplace.
Although the flu virus can strike
throughout the year, it is especially active
in the United States between the months
of October and May. It spreads through
respiratory droplets from coughing and
sneezing and can be distinguished by
symptoms such as fever, headache,
cough, sore throat, runny or stuffy nose,

body aches, diarrhea, and/or vomiting.

Although most healthy people
recover without suffering serious complications, it can cause pneumonia, dehydration, and worsening of chronic medical conditions such as asthma or diabetes. Older people and.children are at
heightened risk from the flu.
The CDC recommends a flu vaccination each fall to prevent the disease,
but also urges taking the following precautions to help decrease its spread:
• Avoid close contact with people who
are sick.
• Stay home from work if you are sick.
• Cover your mouth and nose.
• Wash your hands with soap and
water or an alcohol-based cleaner.
• Avoid touching your eyes, nose, or
mouth.
The toolkit can be downloaded
from wwwcdc.gov/flu/workplace.

POCKET CARD OFFERS ADVICE
FOR COLD-WEATHER WORKERS

The

U.S. Occupational Safety and
Health Administration is offering a
laminated, pocket-sized card to employers and employees with tips for preventing and treating cold-related health ,
problems. The card is intended especially for workers in the construction, fishing, maritime, and agriculture industries,
who are likely to endure prolonged
e~osure to cold temperatures.
The card, which can be ordered
from OSHAs Web site(wwwosha.gov)
or by calling 1-800-321-OSHA, contains
the following types of advice:
• Work in pairs so one person can recognize danger signs in the other.
• Take frequent short breaks in warm
shelters to allow bodies to warm up.
• Drink warm,sweet beverages and
avoid those with alcohol or caffeine.
• Eat warm, high-calorie foods such as
hot pasta dishes.
• Learn the warning signs of exposure,
including uncontrolled shivering and
confused behavior.
The card is available in both English
and Spanish.
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