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Can her EAP offer an Advantage?

With WPO's Advantage Work-Life Benefits, Yes!

Reasons for referrals vary, but one thing is for
sure. When you offerAdvantage products to your
clients, you become more than just a resource
and referral agency—you become the expert.
You're able to address ever-changing workplace
challenges with award-winning services. And
with Workplace Options, you'll stay on top of
work-life trends with leading-edge training,

• seminars and periodic newsletters.

Go ahead. Be the expert. Call Marcia Orange or
WORKPLACE OPTIONS Laurel Peterson at 866-792-3610 to find out more.

www.worl<placeoptions.com 4020 Capital Boulevard., Suite 100, Raleigh, NC 27604
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Providin Us with Direction t~g
f

by 1vr~~a x~~cey, L~r

Maria Hartley

e in the employee assis-
tance field spend a lot of
time talking about what

employers do (and don't) look for in an
EAP. Some of these discussions represent
efforts by EA professionals to align pro-
grams with employers' needs so they
deliver maximum impact. Other discus-
sions focus on how market pressures
have led EAPs across the globe to grow
in divergent ways, thereby weakening
the industry.

Sometimes we talk about what
EAPs should look for in employers. We
want employers that see EAPs as pro-
ductivity tools that cut costs by reducing
organizational risk and improving work-
force performance. We want employers
that treat us as partners and give us a
seat at the table in developing strategies
to enhance morale, increase retention,
and improve overall functioning. Simply
stated, we want employers that appreci-
ate the value of what John Maynard has
described as the "essence" of employee
assistance—the application of hnowledge
about behavior and behavioral health to
mahe accurate assessments, followed by
appropriate action, to improve productivity
and the healthy functioning of the worh-
place.

This issue of the Journal discusses
the value proposition of EAPs from three
perspectives: (1) the individual perspec-
tive, as represented by the value that
earning the CEAP credential adds to an
EA professional and, by extension, to his
or her EAP; (2) the program perspective,
as represented by the value that an EAP
can add to the workplace by tackling
three "EAP conditions," namely alcohol
abuse, depression, and anxiety disor-
ders; and (3) the organizational perspec-
tive, as represented by the value that
derives from EAPs integrating their serv-

ices with those of absence management,
disease management, wellness, and other
benefits programs to improve the health
and productivity of the entire organiza-
tion.

Each of these perspectives provides
us with direction in understanding what
employers are looking for in EAPs and
how we can add value. For example, it is
important not only to apply the
"essence" of employee assistance in what
we do, but to apply it in a manner that
is consistent with the Core Technology
and that utilizes our special expertise
and skills. Earning the CEAP credential
(and keeping the requirements for pro-
fessional training robust) helps us do
just that. Likewise, participating in an
integrated approach to improving the
health and productivity of the workforce
can highlight our assessment and referral
services and the value they add to the
EAP-employer relationship.

Complementing these perspectives
are insights from colleagues in Germany,
New Zealand, and India about what
employers are and should be looking for
in EAPs in those countries. In addition,
this issue takes a look at some of the
biggest challenges facing our industry,
such as "free" EAPs, and suggests how
we might address them. It also suggests
how EAPs can help work organizations
survive the coming elections without
suppressing employees' discussions
about politics or allowing them .to
become overly heated. Articles about
workplace disaster preparedness and
teaching and using skills to survive
large-scale disasters round out the mix.

I am comforted by the knowledge
that our field continues to look for new
ways to provide services in a market-
place fraught with challenges. Our pas-
sion for what we do, what we've learned

in our history as EA professionals, and
what we can offer employers and work-
ers, paired with creative applications of
our "essence" and Core Technolog};
creates a formula for continued success.
Our value and the strength of our indus-
try hinge on our freedom to adapt and
grow in a changing market while staying
grounded in our roots.

As this issue hits the mail, many
of you will be traveling to Nashville,
Tennessee, for the EAPA Annual Con-
ference. Ilook forward to seeing you
there and hope you will share with me
and the other members of the Commu-
nications Advisory Subcommittee your
thoughts about the Journal and how it
can better serve you. ■
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EAP Software to:
✓ Calculate performance metrics

Compare national benchmarks

✓ Demonstrate program value

Does Your EAP

__

~`'' "~ Improving the Business Value of 
EAPsSM

EAP Technology Systems Inc.
~..= - . ~ Call Today for a Free Demo!

1-800-755-6965
www.eaptechnology.com

Well erect
content for eaork, life e'r Taeldraess

A Library of Health &t
Wellness Information

Articles, assessments, newsletters,
resources, links and tools for work,
life ~t personal wellbeing.

• 'Menu' style choice of service
products - customized for your
brand.

A variety of delivery options that
include web and print.

Content development for regional
or issue-specific information.

Telephonic services.

• Competitive pricing and
exceptional customer service.

Expand and promote your business -
call us today at 1-800-974-9355
or visit www.welldirect.com

.turning information into knowledge...
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e-DependentCare~
Work-Life Services &Integration

HIPAA Compliant &Masters Level

Telephonic/Web Based Resources &Referrals
* Child Care *Elder Care *Spousal Care
* Family Education *Work *Daily Life
*Financial *Legal *Health &Wellness

" Concierge Services

Affordable, Seamless, Integrated &Customized
Complete with Marketing, Promotion &Training

Plus No Start-up Costs

* Provided exclusively to EAPs

X88-554-5565
www.e-DependentCare. net
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Crises Facing the EAP Field
The EAP industry must link performance measurement to pricing if it is to counter
the rise of "free" EAPs, the "bundling" of EA programs with employee benefits,

and other practices that are causing quality to deteriorate.

n the last five years, numerous
ethical and quality issues have
emerged in the employee assis-

tance programming field. Many sea-
soned EAP experts have expressed
deep concern about these issues and
lamented that the overall quality of
programs has deteriorated.

To initiate a discussion about these
critical issues, the second author, a con-
sultant to the Center for Employee
Assistance Quality Advancement—an
organization comprising numerous EAP
organizations and sponsored by the
Center for Mental Health Services
(CMHS) of the U.S. Department of
Health and Human Services—asked
Ronald Manderscheid, the director of
the CMHS, to sponsor a meeting about
financial and quality problems in the
EAP industry. The meeting, "Crisis in
the EAP Field," was held in Washington,
D.C., in November 2005.

Although numerous problems were
identified at the meeting, this article will
focus on three interrelated issues that
received a good deal of attention: pricing

and performance, "free" EAPs, and pro-
curement of EAP vendors.

Dave Sharar is managing director of Chestnut
Global Partners, the EAP and workplace services
division of Chestnut Health Systems. He is also
a research affiliate at Chestnuts Research
Institute and has published numerous articles
and research studies on the state of affairs in
employee assistance programming and managed
behavioral health services. He can be reached
at dshararQchestnut org.

Dale Mas! is professor emeritus of social work at
the University of Maryland and president of Masi
Research, lnc., a firm specializing in the design,
implementation, and evaluation of EAPs and
related workplace services, She can be reached.
at dalemasi~eapmasl.com.

PRICING AND PERFORMANCE
Per-employee-per-year (PEPY) rates -
charged by EAPs have actually decreased
over the past decade, even though they
were already a miniscule part of the ben-
efits budget. At a cost of about $22.00
PEPY for a typical model, EAPs cost far
less than one-half of one percent of an
employer's average annual health benefit
costs (over $6,500 per capita). The
objective of remaining competitive—by
not raising prices and even offering
lower prices—while trying to remain

profitable presents significant ethical and
quality problems for EAP providers.

Substandard performance by EAPs
also presents problems, though these
remain largely invisible to the organiza-
tional purchaser thanks to the industry's
lack of accepted methods, across ven-
dors and program models, of evaluating
performance. After several years of fits
and starts, we have not been able to
agree on common measures or measure-
ment tools needed to gauge and com-

pare key aspects of performance.
The calculation of utilization rates,

the most common performance measure
in employee assistance, is the quintes-
sential example. With no agreed-upon or
standard definition, utilization rates are
routinely submitted to employers with-
out indicating how the numbers were
derived, thereby reducing decisions
about the provider's performance to
assumptions. For example, Provider A
may report a utilization rate of 25 per-
cent by counting all telephone calls and
Website hits, while Provider B may
report a rate of 4.5 percent but count
only cases that resulted in a face-to-face
intervention. Which provider, A or B,
achieved a higher level of performance?

Employers that require "report
cards" from their vendors typically ask
for measures that are not important or
relevant to outcomes, such as telephone
response times in a call center or the.
level of client satisfaction with EAP
counseling (with no requirement for sur-
vey response rates). Does high perform-
ance on either of these indicators truly
enhance the emotional health and pro-
ductivity of the troubled employee?

Even when performance guarantees
are included in an EAP contract, they
typically are stated as penalties rather
than bonuses. The employer will "park"
some portion of the PEPY rate or require
a rebate rather than pay a bonus for
exceeding a critical performance meas-
ure. Employers increasingly are demand-
ing performance guarantees from
providers, but providers usually do not
receive a true financial incentive or
reward for excellent performance.

The relationship between price and
performance in the EAP industry is both

crude and perverse. In the current capi-
tated environment, where vendors' prof-
its depend on their ability to contain
costs and services, marginal providers
usually receive the same rate as optimal
providers. Providers that work harder to
achieve a superior outcome can bill their
excess costs to no one and thus maybe
the providers most likely to be struggling
financially. Instead of competing on the
basis of addressing a .particular set of
workforce behavioral problems, vendors
compete on sales strategies, marketing
materials, relationships with brokers,
and (of course) price.

The EAP industry has not realized
the potential of performance measure-
ment to act as a counterforce to market

www.eap-assoCiatlon.org 4th Quarter 2006 •Journal of Employee Assistance • 7



pressures on prices. This tension
between performance and price will not
likely be resolved without common
measurements. We should not be sur-
prised to see performance problems in
the industry when (1) employers da not
recognize or reward high-performing
providers and (2) providers are reluctant
to implement performance improve-
ments that are not accompanied by
higher rates. Most providers understand
that added costs are involved in collect-
ing good data as well as meeting or
exceeding performance thresholds.

THEi°FREE" EAP
Another crisis is the tendency of benefits
brokers to bundle and sell EAPs as a
"free" throw-in with the purchase of
another employee benefit, such as a
group life or disability insurance plan.
Under this arrangement, the insurance
plan buys a very ine~ensive EAP from a
vendor (or an affiliated division within
the insurance company) and then "gives"
the EAP to the employer as a "bonus" for
purchasing a group insurance product.

The insurance company views the
provision of a free EAP as a differentiator
in the market and a way to provide an
inexpensive perk to a customer. The
vendor providing the free EAP on behalf
of the insurance company views the
arrangement as ahigh-volume distribu-
tion channel fora "low tier" service that
is inexpensive to administer.

In many cases, the "free" EAP pro-
vides nothing more than access to a
Website, the opportunity to make a toll-
free call and receive brief telephone sup-
port, and anon-customized referral for
additional care. The program may be
promoted once or twice and is then
buried in the general mix of employee
benefits. Once active program promotion
ceases, there is little or no utilization by
employees, dependents, or supervisors,
by which time Che EAP has no real dis-
cernible value. Even when the program
is used by an employee in need, the
"dosage" level of a telephone- or Web-
based intervention may be too low to
adequately address the employee's issues.

Ina "free" EAP, the underpinnings
of the EA field's workplace intervention
model appear to be tangential at best.

Formal management referrals, the
bedrock of the field's workplace inter-
vention model, seem to be completely
missing. In many ways, the free EAP is a
redundant service that already exists in
most urban areas in the form of a gov-
ernmental or United Way-sponsored cri-
sis hotline, typically provided by a local
community mental health center or
social service agency.

While there is nothing inherently
wrong in offering a free support service
to employers that purchase a group
insurance product, the service should
not be labeled an EAP unless it meets
the commonly accepted definition put
forth by Paul Roman and Terry Blum
in 1985. That same year, Roman, the
so-called "Father of the EAP Core
Technology," pleaded with EA profes-
sionals to face squarely the challenge
of defining EAPs:

"We need to mark out what is dis-
tinctive about EAPs if what we have
worked to develop is not to be lost
within the plethora of programs that
strew the highways and byways of Good
Intentions, Sound Solutions, and Cost
Effectiveness. We need to provide a
clear-cut basis for understanding who
we are and what we do" (Roman and
Blum 1985).

This statement is as applicable today
as it was in 1985. A growing number of
human resources managers and benefits
purchasers seem to believe the presence
of an EAP alone is sufficient, even
though programs sold as EAPs range
from providers of telephone referrals and
Web support to those that offer- face-to-
face short-term counseling and referrals
with intensive follow-up, all supported
by a high level of promotional and onsite
training activities.

Unfortunately, some unsuspecting,
naive, and/or apathetic human resources
managers and benefits purchasers are
using the "free" inducement as justifica-
tion to cancel comprehensive EAPs with
existing vendors and replace them-with
watered-down programs. Eager to
reduce benefits costs without directly
taking away a part of a benefit package,
these managers and purchasers embrace
the free EAP.

Fortunately, there are still employers
and purchasing representatives who
appreciate the negative consequences of
accepting a program that is so funda-
mentally marginal it really cannot be
called an EAP. These enlightened.
employers simply ignore the "free" EAP
offer and continue to buy a program that
contributes a higher level of measurable
value. Although the EAP industry lacks
good performance measures and out-
come data, smart employers validate
their faith in comprehensive EAPs by
relying on anecdotal reviews of perform-
ance, their own objectives for their EAP,
and practical day-to-day experience with
EAP cases that end we1L

PROCUREMENT PROBLEMS
The third critical issue facing the EAP
industry is procurement—the way in
which EAP vendors are selected.
Historically, EAPs were sold via a direct
discussion between an EAP provider and
an organizational decision-maker or
labor advocate. The organizational deci-
sion-maker might have been a human
resources or benefits representative with
little control over program quality and a
limited ability to monitor service deliv-
ery, but at least the EAP vendor had the
opportunity to make a direct case and
foster a direct relationship.

Now, with many HR and benefits
specialists overburdened and lacking
specific expertise in health care purchas-
ing, more and more large organizations
are outsourcing their selection and
review process to consultants and bro-
kers, whose primary focus is on helping
employers control health care spending
in the short term. These third parties
rarely have much understanding of the
theory and practice of EAPs as a long-
term strategy to manage behavioral risk.
Many of them view EAPs as a kind of
quasi-mental health benefit (offering, for
example, five free, visits) rather than as a
tool to enhance or correct job perform-
ance. Others focus on the work-life and
concierge services that are increasingly
blended into (or slapped onto) an EAP
and provided through the Internet.

Brokers, in particular, seem to have
little interest in EAPs that are not bun-
dled or attached to larger or snore lucra-
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tive products, such as disability plans,
group life plans,. managed behavioral
health carve-outs, and related insurance
products. Since commissions from EAP
sales alone are insignificant, brokers pre-
fer to sell EAPs that are embedded or
attached in a "vertically integrated" fash-
ion with other products. The vertical
integration "pitch" is that an umbrella of
products offered through a single vendor
or contract offers administrative simplic-
ity and a more coordinated continuum
of service delivery. Whether the results
of vertical integration match the claims is
unknown, although EAPs in particular
may now be dissipating_ as a specialized
workplace intervention and less capable
of salvaging an impaired worker than
they were 25 years ago.

Some brokers push "preferred"
vendors that give brokers commissions
with sales awards, such as vacations.
Commissions and incentives may work
in automobile sales, but they do not nec-
essarily promote meaningful competition
for the purchase of a health or human
service like an EAP.

Competitive markets work best
when buyers are informed and engaged.
While brokers and consultants may
understand insurance products, fewer
employers are using EAP procurement
practices that result in the purchase of a
high-quality program. The lack of qual-
ity control and knowledge in the pro-
curement of EAPs is unprecedented
when compared to other areas of pro-
curement, such as the purchase of parts
in a manufacturing environment.

WHERE DO WE GO FROM HERE?

Potential solutions to these three critical
issues are interlinked and center on a
strategy of aligning better outcomes with
higher payments. Employee assistance
professionals need to acknowledge that
pricing affects the behavior of EAP
providers and behavior affects perform-
ance and outcomes. Thus, solutions to
these crises must ultimately link meas-
urement to pricing.

Procurement practices are unlikely
to change unless employers acknowledge
that problems exist and that failure to
address these problems can ultimately
have an adverse effect on employees and

family members in need of services. For

this acknowledgement to take place, the
EA field needs to provide employers
with better EAP selection tools and
decide what constitutes minimum levels
of performance in EAP services.

It is likely that EAP

providers would respond

to incentives that are clear

and tied to performance

measures that are simple

and relevant.

The field's professional associations,
EAPA and EASNA (the Employee Assist-
ance Society of North America), should
form a performance measurement coun-
cil in close collaboration with a stake-
holder group such as SHRM (the Society
for Human Resource Management) and
create a core measurement set and com-
mon data collection tools. After these
core measures are defined, providers
should implement and report them and
purchasers should accept them.

A foundation could be formed to
organize and support the work of this
council. A modest commitment of funds
and a reasonable degree of collaboration
would enable this type of project to rev-
olutionize the field. Without such a
council, the field will continue to operate
with no defined performance bench-
marks and vendors will compete on low
price, marketing pizzazz, relationships
with brokers, and other subjective or
political factors.

It seems inconceivable that our
industry continues to lack a nationally
standardized set of performance meas-
ures to provide nonpolitical and objec-
tive ways of evaluating how well we are
doing. Granted, there will always be a
segment o£ employers who want an EAP
at little or no cost and will accept limited
services delivered exclusively via tele-
phone and the Internet. Providers who

lose business to these low- or no-cost
EAPs need a strategy to address the
growing dominance of these programs,
which cost less but also do less.

We recommend that providers buy
or build the capacity to conduct out-
comes or cost benefit research on the rel-
ative effectiveness of their EAP model
and interventions, especially when com-
pared to lower-cost, lower-quality pro-
grams. Apriority for the field must be to
measure and provide data on the effects
of a particular EAP intervention or
model on the employer's bottom line—
medical claims, workers' compensation
claims, disciplinary actions, absenteeism,
wage garnishments, etc. Undertaking
this type of applied research may be the
only way to persuade employers to pur-
chase programs that adhere to minimum
levels of performance.

It is ironic that many of our most
progressive and successful client organi-
zations acknowledge that the link
between quality medical treatment and
proper incentives is crucial to containing
health care costs. At the direction of
employers, many health plans are now
rewarding top-performing physicians
and other health care providers when
they achieve better patient outcomes at a
lower cost. These "pay for performance"
(P4P) models have relatively simple
measures, such as exceeding targets for
generic prescriptions, providing heart
attack patients with beta blockers upon
arrival, and providing pneumonia
patients with antibiotics within a few
hours of arrival.

It is likely that EAP providers would
also respond to incentives that are clear
and tied to performance measures that
are simple and relevant. Our larger prob-
lem is that buyers of our services need to
be convinced that dollars spent on EAPs
produce measurable benefits beyond
subjective testimony and positive client
satisfaction surveys. Unless we collec-
tively galvanize around these crisis
points and marshal whatever resources
we can muster, the EAP field will face
chronic burdens around a pricing crisis
that acts as a "Petri dish" for continuing
performance and quality problems. ■
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Ensuring Civil Discussions about
Politics and Elections

By sharing a few simple guidelines with employees, EA professionals can help
prevent partisan disagreements from poisoning the work environment.

uring the next several weeks,
local, state, and national elec-
tions will foster political dis-

cussions among co-workers in the
American workplace. Like other elec-
tions in the recent past, those of
November 2006 may polarize the coun-
try, making heated and sometimes hos-
tile and angry confrontations likely.

Whether you like it or not, and
even if you try your best to avoid it, you
may find yourself navigating the treach-
erous straits where politics and work
meet. What follows is meant to help
you steer as safe and professional a
course as possible.

ARDUOUS BALANCING ACT
The elections bring new stress into
workplaces where it is already problem-
atic. As a result, disagreement along par-
tisan lines can reach high levels of ani-
mosity, with serious, negative impacts
upon morale and productivity. Even
long-standing relationships among co-
workers are liable to suffer significantly.

In the wake of divisive discussions,
there will undoubtedly be workers who
find it difficult to work together. Some
will contemplate moving to another
department, others leaving the organiza-
tion altogether—two options that are
both disruptive and costly. Even when

A professor of Italian liter-
ature atJohns Hopkins
University, P,MForni
heads the Civility Initiative
at Johns Hopkins. He is
the author of Choosing
Civility, The Twenty-Five
Rules of Considerate
Conduct (2002), available

from St Martin s Press. Dr. Forni lectures on the
costs of incivility to society and the ways to pro-
mote civility, especially in the workplace.

things do not degenerate to this point,
residual resentment and bitterness
between the involved workers may be
difficult to dispel completely. (On the
other hand, collegiality and coopera-
tion may increase among workers who
discover they are of the same political
persuasion.)

Most of us are comfortable in a civil
workplace where professionalism and
participation in the political process are
not at odds with one another. In such
a workplace, political conversation is
certainly not banned, but neither is it
forced upon the reticent. After all, not
every worker is eager to lay bare his or
her political soul.

For example, in a 2004 survey by
the American Management Association,
26 percent of responding executives said
they were not comfortable disclosing
their political views. to colleagues, and
another 35 percent were leery of doing
so to their supervisors. In the same year,
an Ajilon Finance survey found that 49
percent of workers would not talk about
the upcoming presidential election at
work. The figure for women was even
higher: 55 percent.

Irrespective of what makes them
prefer apolitics-free workplace—an
aversion to confrontation, fear of alienat-
ing co-workers, or even a simple need
for privacy—workers have the right
under federal law to keep their political
colors to themselves.

Things become more complicated
when politics makes its appearance as
something more than occasional conver-

sation. Activism on behalf of one party
or candidate (e.g., the display of political

posters) may offend workers of another.

Clearly an arduous balancing act is

required to allow for freedom of expres-
sion without the ensuing environment
being perceived as hostile.

A consensus has been developing
over the years that political campaigning
by workers in the workplace is not
appropriate. This principle has also
found formal expression in written com-
pany policies. A worker who raises
money or recruits other workers for a
political candidate may violate not only
organizational policies, but also the law

If your organization has ethical
guidelines on the topic, you may want
to send your workforce a reminder that
they do exist and that everyone is
expected to comply. If no guidelines
exist, consider writing and implementing
them for the occasion. If you anticipate a
particularly problematic political season,
your next stop is the offices of your
organization's general counsel or legal
department.

PREPARATION IS KEY

There is only so much an organization
can do to minimize the negative impact
that differences of opinion may have on
everyday life at work. Over-regulation
prescribed from the top can add to the
very tension i~ is meant to ease.

In the end, it is up to individual
workers to find the wisdom and deploy
[he skills to remain professional at a time
when a "we vs. they" thinking is more
prevalent. The key to this approach,
however, is preparation. How do you
defend yourself from intrusive ques-
tions? How do you voice your opinions
in a way that is both forceful and
respectful? How can you avoid angry
confrontations? About this and more,
following are a few suggestions:
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opti
ological credentials, you can answer,
"Why would you want to know that?" oz
"I think that the fewer tags we give one
another at work, the better," or "I'm sure
I'll make up my mind before election
day," or "I'm really not comfortable dis-
cussing such a delicate matter at work."

The pressure to disclose can come
in passive-aggressive form. Instead of
asking flat out for whom you will vote, a
co-worker may play an "outing" game,
asking, "And how is our favorite conser-
vative today?" Though wrapped in tinny
friendliness, this still amounts to coer-
cion, and there is no excuse for it in a
civil workplace. If you feel you need to
respond, ask, "And who would that be?"
and return to your work.

Consider the nature of the dis-
cussion and decide whether you are
interested in participating. Is this going
to be a mere exchange of views, or is
someone attempting to persuade? Are
the participants trying to sort out fellow
believers from opponents? If this is the
case, is there a danger that scorn or
ridicule will be doled out? At the end
of the discussion, will someone feel that
he or she is not welcome within a group
of colleagues?

Disclosure is not your only would hope). You will have to face your
on. When asked to present your ide- co-workers every day long after the votes

Answer these questions and decide
how you feel. Also, ask yourself whether
this is the time and place to engage in
a discussion that may become heated.
Will you end up revealing more than
you wish to reveal? Do you have trouble
remaining calm and collected in this
kind of situation? Is someone going to
bait you? If so, you can always change
the subject, excuse yourself, or even state
that you just prefer not to talk about
politics right now.

Be fair and respectful. If you do
choose to discuss politics, give others the
opportunity to state their opinions. Do
not interrupt and do not ignore. Listen
to ehe other person and allow the possi-
bility that that there may be something
good in his or her ideas. Acknowledge
the points on which you agree.

Above all, do not use demeaning
or abusive language. Elections come
and go, but your job remains (or so one

are counted.
Do not presume agreement.

Taking for granted that the political pref-
erences of your co-workers and acquain-
tances will coincide with yours is not a
good idea. Even friends whose steady
voting record you know and share may,
on occasion, favor the "other guy."

Do not say to your boss, "So, how
are we going to make sure that X is not
re-elected?" Maybe your boss wants X
re-elected. You have the right to egress

your opinion, but presuming to know
the minds of others is rarely endearing.

Keep your poise and be assertive.
By expressing yourself with determina-
tion and poise, you will convey the
strength and sincerity of your convic-
tions. This is true in all cases, but espe-
cially so in political matters.

If someone is bullying you, respond
politely but firmly, You might say, "This
is my opinion and I have given it a lot of
thought," or "I would appreciate it if you
did not raise your voice," or "Well, let's
just accept that we have different opin-
ions about this and move on." The
respect you want that person to grant
you during future encounters depends
on your being assertive today. ■

The author wishes to thanh Richard Kilburg
for his assistance with this article.
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Disaster and Terrorism Survival Planning
EA professionals with military experience or specialized survival training can
impart the knowledge and skills necessary to help work organizations plan for

and survive large-scale disasters and terrorist incidents.

nowledge of, and training
related to, disaster and terror-
'sm survival skills and survival

planning are critical for individuals and
organizations in the post-September
2001 work/life environment. Employee
assistance professionals need to become
expert at training and consulting with
individuals and organizations on the
critical skills necessary to survive and
recover from a disaster or terrorist attack
and build productive lives and work-
places in the aftermath.

Recent disasters and terrorist inci-
dents such as the 1995 Oklahoma City
bombing, the World Trade Center
bombing in 1993 and terrorist attack in
2001, and Hurricane Katrina showed
that individual survival skill ability and
initiative were problematic. The magni-
tude of these disasters and terrorist inci-
dents was such that even people who
were not directly victimized were devas-
tated by them, resulting in shock, stress,
personal loss, and physical and mental
injury (Norris et al. 2002).

Federal, state, and local govern-
ments have developed numerous refer-
ence guides, manuals, handbooks, fact

Michael Hurst is a retired
U.S. Army Special Forces
Captain (Green Beret), a
veteran of SouthwestAsia
and Somalia, and a grad-
uate of the U.S. Army
Survival, Evasion,
Resistance, and Escape
(SERE) course. He is the

owner and founder of The Hurst Group, LLC
(www, thehurstgroup, us), a consulting, counsel-
ing, EAP, and training company, and serves as
the EAP manager for the Army Substance Abuse
Program at Fort Myer, I/a. He has a master's
degree in substance abuse counseling and edu-
cation and another in management of technology.

sheets, and wallet guides on how to pre-
pare for a disaster or terrorist incident
(see, for example, Federal Emergency
Management Agency 2006). Many work
organizations and individuals have used
these materials to help develop plans so
they are prepared for the unexpected.

Ultimately, the effectiveness and effi-
ciency of these plans depends on the
expertise and experience that the organi-
zations and individuals bring to the
planning process. The reality is that even
the best crisis preparedness plan is only
a blueprint, and the very nature of disas-
ters and terrorist incidents virtually guar-
antees that unexpected and challenging
situations will arise. The negative effects
of these unexpected situations can be
reduced by providing employers and
workers with "real world" survival skills
and survival planning that will enhance
their performance.during disasters or
terrorist attacks.

TEACHING SURVIVAL SKILLS AND PLANNING
Teaching survival skills and survival
planning to work organizations comple-
ments the EAP Critical Incident
Continuum (Jacobson et al. 2005). EA
professionals who have lived in ruraU
austere environments, undergone mili-
tary training, and/or participated in civil-
ian backpacking/camping activities are
best able to provide workers and work
organizations with the know-how to
survive large-scale emergencies and
develop "real world" disaster and
terrorism preparedness plans.

Training in survival skills and sur-
vival planning must include all employ-
ees, from line workers to organizational
leaders. The primary components of sur-
vival skills and survival planning training

can be broken down into.five major top-
ics. These topics are as follows:
• Learning the psychology of survival;
• Understanding the "survival" blue-

print;
• Surviving different environments;
• Creating a survival. plan and kits; and
• Simulating a survival situation.

Learning the psychology of sur-
vival. The first step in learning the psy-
chology of survival is to understand
how the concept is applied in the real
world—that is, recognizing how a disas-
ter or terrorist incident affects an indi-
vidual or organization. History and
research have shown that individuals
who receive survival training and apply
that training are able to control and
maintain their "wits" in actual survival
situations and are the most successful at
coping with extreme hardship.

A survival situation affects an indi-
vidual physically, mentally, emotionally,
and spiritually. The boredom, cold,
fatigue, heat, hunger, loneliness, pain,
and thirst that a person encounters will
affect his or her ability to function.

EA professionals need to under-
stand these effects and also (re)acquaint
themselves with the "fight, flight, or
freeze" inclinations of human beings
when facing a stressful situation.
Excellent books to read and study on
this topic are Man's Search for Meaning by
Viktor Frankl and Five Years to Freedom:
The True Story of a Vietnam POW by
James N. Rowe. It is worth noting that
the United States Holocaust Memorial
Museum has extensive resources describ-
ing how individuals survived and coped
with traumatic experiences. EA profes-
sionals can access this information at
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wwwushmm.org.
Understanding the "survival"

blueprint. The word "survival" is an
acronym that serves as a blueprint for
actions to be taken during a disaster or
terrorist incident. EA professionals can
study this blueprint in greater detail by
consulting the U.S.. Army's Survival Field
Manual 21-76. A Google search on the
Internet will yield numerous wilderness
programs and schools that use FM 21-76
as the foundation for their programs.
Following is a summary of the survival
blueprint:

S ize up the situation. Conduct an
assessment of your physical condition,
surroundings, and supplies.

Undue haste makes waste. Use patience
in a survival situation; think before
acting.

Remember where you are. Use a map
and compass/GPS system to help nav-
igate out of a dangerous area or move
to an assembly location.

vanquish fear and panic. Concentrate
on controlling your emotions. This
skill is best perfected through survival
training.

I mprovise. Adopt a mindset of "Yankee
ingenuity." This requires being able to
adapt a wrong tool to accomplish a
desired goal

value living. Focus on surviving, no
matter what hardships need to be
endured.

1~ ct like the natives. Study and learn
from the people and animals in the
surrounding environment. They can
best teach you how to survive.

L eam basic skills. Survival training is
necessary in order to overcome a
critical situation or event. For exam-
ple, in a desert environment, a person
will die within 48 hours without
water. Adventure training and "nice
to know" information (such as a
checklist) will not save your life.

Surviving different environments.
EA professionals need to incorporate
survival skills for a variety of different
environments—including cold climates,
deserts and jungles, oceans and seas,

and urban settings—inCO disaster and
terrorism survival planning. Each of
these environmental regions poses a sig-
nificant challenge for individuals and
work organizations.

The training should utilize lectures
and group discussions on survival tech-
niques for employees, family members,
and organizational leaders. The training
also needs to include a review of histori-
cal examples and a discussion of lessons
learned that will improve individual pre-
paredness. The list of topics to be cov-
ered includes water and food procure-
ment, fire, travel, terrain, environmental
hazards, medical and health considera-
tions, and shelters.

Creating a survival plan and kits.
This phase of the training can be modi-
fied and adapted to a particular situation
as necessary to meet individual and
organizational requirements. EA profes-
sionals need to use a proven survival
planning format during training. Sur-
vival kits may vary according to the
situation at hand.

EA professionals can obtain a listing
of survival kits from federal, state, and
local government agencies. The next step
is to prepare the kit to meet the require-
ments of the survival plan. This process
will always be disaster or terrorist inci-
dent-dependent.

Simulating a survival situation.
This is the final phase of disaster and ter-
rorism survival skills training. EA profes-
sionals should divide the training class
into survival teams and issue instructions
about the survival situation facing them.
The instructions should require partici-
pants to utilize all information learned
during their survival training and sur-
vival planning.

This phase of the training will
emphasize "out of the box" critical think-
ing and should be designed to enable EA
professionals to evaluate the leadership,
team building, and survival skills of the
participants. At the completion of the
simulation, EA professionals will lead a
discussion of the solutions developed by
the teams. Each team will select a
spokesperson to discuss its solution.

REFINING SURVIVAL SKILLS
Upon completion of the survival skills

and survival planning training, EA pro-
fessionals should evaluate the ability of
the organization's employees and leader-
ship to effectively and efficiently function
during and after a major disaster or ter-
rorist incident. The employees and lead-
ers can use this feedback to refine their
survival skills and planning and thereby
increase their confidence level during a
crisis situation. The work organization
can then learn from individuals who
have experienced or witnessed a disaster
or terrorist incident.

Several news programs, published
books, and soon-to-be-published books
will provide references for the organiza-
tion. Several good resources are also
included in the reference section at the
end of this article. ■
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Disaster Preparedness
in the 21st Century

EAPs can play a vital role in protecting and sustaining the human capital and
continuity of our nation's workplaces in the face of disaster and terrorism.

his fall marks the fifth anniver-
sary of the terrorist attacks of
September 2001 and the now-

often-forgotten anthrax mailings. In the
five years since, the United States has
experienced one of the worst natural
disasters in its history, Hurricane
Katrina, and now faces the threat of an
avian flu pandemic.

With the memory of these events
fresh in mind, many EAPs are wonder-
ing how they can better serve employers
and employees before, during, and after
future disasters and terrorist events.
Workplace preparedness is an integral
part of our nation's health, and the
workplace is often a primary source for
health information (Ursano 2002). Two
times as many individuals experiencing
persistent distress after the attacks of
September 2001 accessed information at
work rather than from a medical practi-
tioner, and over three times as many
sought information and counseling at
work rather than from a mental health
provider in a community setting (Stein
et al. 2003). There is increasing evi-
dence that workplace health promotion
activities and programs can change
behavior and psychosocial risk factors
for individual employees and the collec-
tive employee population (Institute of
Medicine 2003).

One question that needs to be
asked is whether any changes in health
services or behavioral health risk man-
agement are necessary in light of the

The authors are members of the faculty or are
part of the Center for the Study of Traumatic
Stress, Department of Psychiatry, Uniformed
Services University, Bethesda, Md,

risks the world now faces. Large-scale,
catastrophic events require population-
based responses, which represent a
departure from the traditional EAP deliv-
ery model (Ursano, Fullerton, and
Norwood 2003). A recent study by the
Center for the Study of Traumatic Stress,
Workplace Preparedness for Terrorism:
Report of Findings to the Alfred P. Sloan
Foundation, informs this perspective.

The CSTS analyzes the psychologi-
cal and behavioral effects and health
consequences of exposure to disaster
(including war and terrorism) from the
cellular level to its impact on individu-
als, communities, and the nation. Since
1987 the center has been actively
engaged in workplace disaster research,
education, and consultation to both pri-
vate and public employers and has col-
laborated with federal, state, and local
agencies to foster organizational plan-
ning, response, and recovery around
natural disasters, terrorist incidents,
and pandemics.

To compile Workplace Preparedness
for Terrorism, CSTS researchers engaged
a diverse sample of U.S. corporations
and conducted site visits and semi-struc-
tured interviews of business profession-
als, including chief executives, directors
of corporate security, employee assis-
tance, medical offices, human resources,
and communications, and line man-
agers. Based on these interviews and site
visits, the CSTS developed recommenda-
tions and identified areas for action and
further study.

In June, the CSTS held a national
conference that brought together experts
in the behavioral implications of disaster
preparedness, response, and recovery

and workplace professionals represent-
ing awide range of organizational func-
tions (e.g., employee assistance, security,
human resources, and occupational
health). The conference further devel-
oped the information base and dissemi-
nated knowledge on workplace disaster
planning and preparedness.

HUMAN CONTINUITY

The primary purpose of the study and
conference was to identify barriers to,
and opportunities for, advancing the
human continuity aspects of employee
preparedness in large corporations.
Ensuring human continuity in the work-
place is at the core of ensuring opera-
tional continuity. Human continuity
planning must address (1) the threats
to an organization, (2) the level of
employee preparedness, (3) overall
employee health and performance, and
(4) leadership functions necessary to
sustain organizational resilience in the
face of disasters and terrorist actions
(see Table 1).

The events of September 2001
demonstrated that a healthy and resilient
workforce is essential to reestablishing
an organization's infrastructure and pro-
ductivity. Thus, human continuity is a
"bottom line" economic issue for an
organization, a point that EAPs can be
instrumental in conveying to upper
levels of management.

Sustaining human continuity in the
face of traumatic events requires under-
standing disaster behavior, a concept
that is at the core of employee prepared-
ness (Ursano, Fullerton, and Norwood
2003). Appropriate disaster behaviors—
human responses in the face of trau-
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matic events--are not instinctive and are
often counter-intuitive (Gershon 2005).
They require education and practice (see
Table 2).

For example, studies of World Trade
Center employees who survived the
2001 terrorist attacks showed that nearly
one in four believed the roof could be
used for evacuation and only one in ten
had ever entered a stairwell as part of a
fire drill (Gershon 2005). Studies con-
ducted after the 1993 World Trade
Center explosion found that 32 percent
of employees had not begun to evacuate
the building an hour after the bomb det-
onated and 30 percent decided not to
evacuate at all (Aguirre et al. 1998). In
the event of a terrorist attack or major
disaster requiring evacuation, the behav-
iors described above could be the differ-
ence between life and death.

Knowledge of appropriate disaster
behaviors .(including evacuation, shelter-
ing-in-place, quarantine, and developing
family/work communication plans) is a
necessary part of workplace prepared-
ness planning. These behaviors are often
overlooked as important human conti-
nuity issues and health interventions in
occupational settings, yet they are central
to organizational resilience (Fullerton et
al. 2003; Ursano et al. 2003).

EAPs can translate knowledge about
appropriate disaster behaviors into work-
place health interventions to foster
human continuity and organizational
resilience and, in so doing, provide a
valuable population-based intervention
(Vineburgh et al. 2005). For example,
EAPs can provide consultation to leader-
ship and management about the impor-
tance of preparedness using evidence-
based examples of disaster behavior and
its organizational consequences. They
also can take the lead in developing fam-
ily/work communication networks and
plans and develop and disseminate
employee education materials about
appropriate disaster behaviors. These
plans and materials can affect not only
individual safety within the workplace
but also family and community safety.

In addition to providing these serv-
ices, EAPs can play other important roles
in disaster planning and response for

human continuity. Specifically, EAPs can
participate in four key activities that con-
tribute to how an organization's leader-

ship and policies create a culture of pre-
paredness for emergencies:

• Integrating key workplace functions;
• Utilizing. security professionals as

change agent partners;

• Understanding the "defining events"
in an organization's history and how
they shape disaster planning; and

• Communicating information to work-
ers that helps make them feel they
"matter" to the organization.

Table 1: HUMAN CONTINUITY

PLANNING FOR DISASTER

PREPAREDNESS, RESPONSE
AND RECOVERY

• Threat assessment

• Employee preparedness

• Employee health and

performance

• Leadership to sustain

organizational resilience in

disaster response

Table 2: DISASTER BEHAVIORS

• Evacuation

• Shelter in place

• Quarantine

• Preparedness behaviors

• Medication adherence

• Vaccination acceptance

INTEGRATING KEY FUNCTIONS

Effective crisis management requires

cross-functionality and teamwork within
the workplace. Research shows, for

example, that collaboration between

workplace security, communications,

and occupational health services
strengthens employee outreach, educa-
tion, and training for disaster and terror-

ism preparedness (Ursano et al. 2006).

Integration between the human

resources, employee assistance, and
security functions has proven extremely

effective in addressing back-to-work

policies and programs after critical inci-

dents, while collaboration between secu-
rity, medical, and human resources per-

sonnel is critical to planning around

bioterrorism and pandemic threats.
Coordination between the security, occu-
pational health, employee assistance,
human resources, and communications

functions is crucial to comprehensive

preparedness planning and response—

e.g., translating information and mes-

sages about preparedness into a "climate"

that encourages individuals to alter their

planning and behaviors to protect them-

selves and their families (and, therefore,
the organization).

UTILIZING SECURITY PROFESSIONALS

The traditional role of security offices in
private- and public-sector workplaces

has been operationally focused. Since the

events of September 2001, workplace

security professionals have assumed an

expanded role in the human continuity

aspects of employee preparedness

(Cavanagh 2003).

The security office of today is a criti-

cal voice in identifying preparedness vul-

nerabilities and communicating them to

leadership, transmitting messages about

security awareness and appropriate

behaviors to employees, and promoting

a culture of anticipating future disasters.

Senior security officials are often highly

knowledgeable and articulate about the

behavioral implications of workplace

violence, workplace accidents, and disas-
ter planning and response.

The human continuity aspects of

workplace disaster preparedness provide

an opportunity for EAPs and security

offices to collaborate in crisis manage-

ment. Coordination between security

and EAP personnel to educate leader-

ship, management, and employees about

disaster behaviors and integrate this

information into routine workplace drills

is a population-based intervention that

EAPs can help develop and deliver. Such

partnering could improve the productiv-
ity of employees and the resilience of the
work organization.

UNDERSTANDING DEFINING EVENTS

An organization's past e~erience with

crises shapes its ability to identify poten-
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tial future threats and its efforts to pre-
pare for these events. For good or ill (or

both), workplaces often make plans
based on their past experiences. Thus,
when corporations address disaster and
terrorism preparedness, it is often in the
context of a previous workplace crisis or

a crisis common to its industry.
These past experiences, or "defining

events," are central to the manner in
which preparedness is integrated into
corporate human continuity prepared-
ness. While this helps provide direction

to the planning process, it can result in
an organization failing to assess for new
threats and risks.

The process of changing prepared-
ness and response behaviors must build
upon the experiences, lessons, and lan-
guage of defining events but also recog-
nize their limitations. In general, infor-
mation about terrorism preparedness is
not understood and cannot be imple-
mented unless it is translated into the
defining event language of an organiza-
tion and becomes part of its culture.
Organizations must develop unified con-
cepts, operations, and cultural supports
that resonate with existing workplace
disaster paradigms (which are shaped by
defining events) as well, as language that
addresses new threats and recognizes the
human continuity aspects of disaster
response.

MAKING WORKERS FEEL THEY MATTER

Workplace cultures set the context in
which organizations function and there-
fore are important aspects of disaster
preparedness and response. Workplace
cultures that communicate to employees
a feeling of being valued—that is, the
idea that they "matter"—may be more
successful in preserving organizational
functioning in times of crisis.

A sense of "mattering" is often con-
veyed to employees through an organiza-
tion's health values and benefits. For
example, encouraging health and fitness
through immunizations and fitness cen-
ters, supplying disaster kits for every
employee, and providing an assurance
of job security in the aftermath of ad-
verse events send a message of caring
from the top down.

1~ •Journal of Employee Assistance • 4th Quarter 2006

Preparedness measures to support
human continuity serve several func-
lions, including providing practical help
for maintaining work and contact, but
also communicate to employees that
they matter. Providing preparedness
information that is useful, genuine,

To play a significant role

in disaster preparedness,

EAPs must reclaim some

of the original mandates

of the profession.

Table 3: EAP ROLES IN

DISASTER PREPAREDNESS,

RESPONSE AND RECOVERY

• Integrating with the security,

occupational health, human

resources, and communication

offices

• Utilizing security professionals
as change agent partners

• Understanding the role of
defining events_in disaster
preparedness and response

• Fostering "mattering"

and responsive to employees on a regu-
lar basis communicates a sense of mat-
tering. Calibrating the content and flow
of information related to disaster pre-
paredness and response is a challenge
that requires collaboration between the
human resources, employee assistance,
security, and communications functions

THE ROLE OF EAPS

With the evolution of the EAP from an
internal, worksite-based model to an
outsourced; managed care delivery
model, employee assistance services

related to education, prevention, and

early intervention "diminished in impc~r-

tance" (Davidson and Herlihy 1999). "lv

play a significant role in disaster pre-
paredness, EAPs must reclaim some of

the original mandates of the profession.
These mandates include workplace
health promotion and a holistic view of

employee mental health that includes

individual and organizational safety.
As Maynard (2006) noted, "The

essence of employee assistance is the
application of knowledge about behavior
and behavioral health to improve the
productivity and functioning of the
workplace." Other leaders in the EAP
industry have provided valuable insight
into the role that EAPs can play in
applying this knowledge to the issue of

workplace preparedness in the 21st cen-
tury (e.g., Jacobson et al. 2005; Paul and
Blum 2005).

For example, EAPs are well posi-
tioned to disseminate knowledge about
disaster behavior as the core of employee
preparedness. EAPs can collaborate with
human resources, security, and commu-
nications staff to disseminate information
about proper disaster behaviors and
apply that information through safety
drills, work/family disaster plans, and
ongoing communications that reinforce
the organization's commitment to safety,
health, and productivity. -

EAPs must also be responsive to
businesses and industries they serve that
employ National Guard and Reserve or
returning soldiers. These populations
may require special services for them-
selves and their families. They are an
integral part of national preparedness
and response to disaster.

As the nation nears the fifth
anniversary of the terrorist and anthrax
attacks that targeted the workplace, the
EA profession should remember its posi-

tive contributions during and after those
events and move forward to increase its
knowledge, skills, and commitment to
supporting and sustaining the human
continuity of our nation's workplace.
Workplace preparedness for disaster and
terrorism is an important dimension of,
and a vehicle for, population health in
the 21st century (Vineburgh et. al.
2005). ■
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WHAT SHOULD EMPLOYERS LOOK FOR IN AN C-~I?'?

Addressin "EAP CO1~C11t1011S"g
Alcohol use, depression, and an.~ciety disorders comprise the major conditions
that EAPs address, and employers should structure their expectations of EAPs

by is value for patients
not higher and im-
proving faster? That's
the central question

Michael Porter and Elizabeth Teisberg
raise in Redefining Healthcare, a pivotal,
challenging book that is directly relevant
to employee assistance programs and
workplace research. Although the 500-
page book contains not a single mention
of mental health, substance abuse, man-
aged behavioral health carve-outs, or
employee assistance, the arguments it
makes are extremely relevant to the
future of EAPs.

According to Porter and Teisberg,
health care in the United States suffers
not from a lack of competition, but from
the wrong kind of competition. "The
only way to truly reform health care,"
they conclude, "is to reform the nature
of competition itself."

In medicine, Porter and Teisberg
argue, competition should be at the level
of specific medical conditions, across a
complete cycle of services for each con-

Eric Goplerud is a clinical
psychologist and research
professor of health policy
at the George Washington
University Medical Center.
Since 2002, he has
directed Ensuring
Solutions to Alcohol
Problems, a research

program supported by grants from the Pew
Charitable Trusts, the Robert Wood Johnson
Foundation, and various federal agencies.
He directs policy and research at George
Washington focused on improving access to
effective and affordable alcohol screening and
treatment, the integration of primary health and
behavioral health care services, performance
measurement in managed behavioral health,
and public/private quality improvement initiatives
in behavioral health care.

around these conditions.

by Epic Goplerud, Ph.D.

dition. Applying this concept to EAPs
and workplace behavioral health care -
services reveals that we have structured
competition at the wrong level. We
either compete on the basis of cost for a
wide basket of conditions and problems
(such as is done with managed care or
broad-brush EAPs with work-life and
concierge services) or for a very discrete
service unit (e.g., an ambulatory visit,
an hour of counseling, or a medica-
tions check).

Experience demonstrates that qual-
ity improves in many industries when a
product or service is sold, such as a cell
phone connected with a nationwide
network of cell towers. In the EAP

market, we should be structuring com-
petition around the major conditions
that EAPs serve.

WHAT EMPLOYERS SHOULD EXPECT

There are four medical behavioral condi-

tions that comprise the bulk of issues
EAPs address: depression, anxiety/stress,
alcohol misuse, and the catch-all cate-
gory of maritaUfamily/child/relationship

problems. These four common condi-
tions—let's call them "EAP conditions"
for purposes of this article—have a nega-
tive impact on health care costs, produc-
tivity, absenteeism, disability, and work-
ers' compensation.

There is good epidemiologic evi-
dence about the prevalence of these con-
ditions among working people, the like-
lihood that these conditions will be rec-
ognized and treated, and the conse-
quences (for productivity, absenteeism,

and health care use) of failing to treat

them. An analysis of the National

Comorbidity Survey Replication shows

the prevalence and impact of three of

these common workplace conditions
(see Table 1).

How should an EAP address these
conditions, and what should a purchaser
expect? Taking the medical condition
perspective advocated by Porter and
Teisberg, an EAP should be expected to

do the following:-

Reduce the prevalence of EAP condi-
tions among workers and their fami-
lies. Employers should expect that
within some set period of time (say, one
to three years), a smaller proportion of

workers and their family members will
e~ibit symptoms of these three EAP
conditions, as measured by the
employer's health risk appraisal. This
would be similar to the e~ectation that
wellness and health promotion programs
will reduce the number of smokers or
overweight workers.

Reduce the severity of EAP conditions
among workers and their families.
Again, at some period after Che EAP
begins work, a workplace health assess-
ment should find a lower proportion
of workers at high risk for alcohol,
depression, or anxiety problems and
that those at low risk are remaining
at low risk, not making the transition
to high-risk categories.

Identify and engage a significant pro-
portion of workers with depression,
anxiety, and alcohol problems. For
example, an employer could effect that
the EAP, working with the employer's
health plans and behavioral health ven-
dor, would identify and engage a pro-
portion of workers with EAP conditions
equal to the rates of workers with dia-
betes or cardiovascular. disorders. About
two-thirds of workers with diabetes and
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WHAT SHOULD E M P L O Y E R S L O O K FOR I N A N E A P?

cardiovascular disorders are under active
treatment; for workers with EAP condi-
tions, the rates are 15 to 25 percent
lower.

Identify and engage a significant
proportion of workers with chronic
diseases who also suffer from depres-
sion, anxiety, and/ or alcohol prob-
lems or are at risk from these condi-
tions. EAP conditions significantly pro-
long the length of time that workers on
disability leave are absent from work.
They also increase morbidity and mortal-
ity rates among workers with chronic ill-
nesses. Employers should expect EAPs to
work actively with health plans and dis-
ease management and disability manage-
ment programs to screen for and treat
co-occurring EAP conditions.

Improve short-term outcomes for
workers identified by the EAP as
experiencing EAP conditions.
Employers should effect to see the fol-
lowing results within, say, three months
after identification of the condition:
• Symptoms decline (e.g., PHQ-9

depression scores drop by 50-70 per-
cent in depressed workers, with no
positive drug or alcohol tests);

• Health status improves;
• Health care use declines;
• Full- and partial-day absences from

work decline; and
• Self-reported "low productivity days"

decline.

Improve long-term outcomes for
workers identified by the EAP as
experiencing EAP conditions.
Employers should expect to see Che fol-
lowing results within one year after iden-
cification of the condition:
• Symptoms decline;
• Health status and health risk status

improve;
• Health care use declines, especially

use of emergency care, inpatient
hospital care, and medical tests;

• Full- and partial-day absences from
work decline;

• Self-reported "low productivity days"
decline; and

• Turnover levels are comparable to
those of all workers.

WHAT EAPS SHOULD EXPECT
To meet these goals, what do EAPs
need? What should they expect from
employers?

An EAP can't do it alone. It needs the
employer's permission and support to
work with the human resources and
safety departments, health plan(s),
behavioral health vendor, disease man-
agement vendor, and pharmacy vendor.
The employer's performance expecta-
tions should apply to these vendors as
well. For example, identifying and
engaging a meaningful proportion of
workers and their families who e~eri-
ence major depressive disorders may
require the EAP to coordinate with the

company's occupational health nurses,
managed behavioral health care vendor,

disease management vendor, health plan,
pharmacy benefiks manager, and possibly
its disability management and workers'
compensation vendors.

To realize the benefits from targeting
EAP conditions, employers will have to
set reasonable expectations for their
internal human resources functions and
health care services vendors to work
across their own "silos." They also will
need to create incentives for EAPs to
demonstrate their value at the EAP con-
dition level.

Health care providers must share data
actively. Employers can improve the
sharing of information among health
care vendors by requiring the use of
unique identifiers, common records
(with appropriate firewalls and confiden-
tiality protections), and multi-source
entry into disease registries.

Financial incentives need to be
improved. Employers should negotiate,
long-term contracts with EAPs that
address the true cost of service delivery
and recognize that if the EAP identifies
and engages more workers with EAP
conditions, its fee should increase.

Disease registries, provider prgfiling,
and pay-for-performance (P4P) incen-
tives must be extended to depression,

continued on page 40

T~ABLL 1
Alcohol Use Major Depressive Generalized
Disorders Disorders Axixiety Disorder None

Prevalence among employees 3.2% 7.7% 3.7%

Treated in past' year 43% 57% 52%

Excess number of full days of work
missed in last 30 days (no difference) 13 days 1.6 days

Excess number of partial days missed last 30 days 0.8 days 0.6 days (no difference)

Quality of work lower than expected
some or most of time last 30 days 10.9% 11.0% 8.6% 4.5%

Trouble getting along with others at work
some or most of time last 30 days 7.4% 8.6% 12.6% 5.6%

Mistake at work that caused an accident or
safety risk last 30 days 6.5% 4.0% 3.0% ] 5%

Source: National Cormorbidity Survey - Replication, http://wwwicpsr.umich.edu/cgi-bin/SDA/SAMHDA/hsda?ncs2, accessed
September 11, 2006. Analyses conducted online by Ensuring Solutions (Goplerud) September 11, 2006.
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Ensurin the Best Talentg.
Certification programs assure employers they're hiring spilled workers,

but better marketing is needed to highlight the advantage that
EA professionals gain from earning the CEAP credential.

rofessional certification is one
of the fastest-growing phe-
nomena in American busi-
ness, with workers enrolling

in programs that offer every possible
level of knowledge, skill, and ongoing
learning that it takes to fuel growth and
recognition. More than 2,000 certifica-
tions have been invented, developed,
administered, and promoted extensively,
and millions of workers are enrolling in
them each year.

What's amazing is that most of
these thousands of certification pro-
grams did not exist 100 years ago. In
fact, more than half have been devel-
oped during the past 50 years, and
some of the most famous certifications
are 30 years or younger. The blue seal
of the Automotive Service Excellence
certifications (more than 20 certifica-
tions created and administered by one
organization) is part of that 30-years-
and-younger group, and today it is
conferred upon more than 500,000
individuals around the globe each year.

Perhaps more amazing is that a
majority of the certification credentials
being created today are for professionals,
knowledge bases, and skill sets that did
not even exist 20 years ago. Because so
many fields have emerged or evolved in
recent years, there is a big demand to

Georgia Patrick is
president of The

~ Communicators, Inc., a
firm that more than 100
certification commissions

.: depend on for assistance
in attracting certification
candidates' and employ-
ers'support to grow their

certification programs. She can be reached via
herWebsite at www.communicators.com.
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by GeorBicz Pczt~ick

define them and certify them so we
know what we are buying and what to
expect from professionals in these fields.

Consider the information technol-
ogy (IT) certifications landscape. There
were absolutely no certifications in IT
25 years ago; today there are more than
500, attracting and certifying millions of
professionals. One association, CompTIA
(the Computing Technology Industry
Association), which represents many
different kinds of IT professionals, is
not yet 25 years old and has created 13
certification programs that qualify, test,
and recertify more than 500,000 people
annually at all levels of service and
management.

MAKING A DIFFERENCE
IT professionals seek CompTIA certifica-
tion because they are committed to
enjoying the benefits that come with the
credential job security, getting ahead,
and making it to the preferred providers
list on every kind of request for proposal
(RFP) and contract. Historically, these
types of goals were associated with get-
ting aformal education and earning aca-
demic degrees, which is a much older
and more understood event. The legacy
of college degrees dates back hundreds
of years, before the discovery of the New
World. Certification has not been around
long enough—barely 100 years—to
have achieved that level of understand-
ing and recognition.

So why is the certification Field
booming? Because certification is about
making adifference—in business, tech-
nology, society, politics, you name it.
It's about learning faster and working
smarter than others. It's about making
a statement: "This person really knows

what he's doing in his field. Trust him.
Prefer him when you hire. Reward him
for making the extra effort."

People who earn certification cre-
dentials tend to feel passionately about
them. Credentials stir passions because
they're about achievement, money,
fame, and fulfilling your purpose in life.
Professionals who have earned certifica-
tion credentials "get it" and are immedi-
ately better at explaining why certifica-
tion can make a difference in job per-
formance, public and employer trust,
and work outcomes.

Many employers feel passionately
about certification credentials as well.
They're eager to gain a competitive edge
by hiring and retaining the best talent,
and at the same time they want to make
a profit. They know the best way to
achieve these goals is to have customers
who are well served by employees who
know how to do the job right the first
time. Certification is one form of quality
assurance that is easy to understand and
hold up for others to see.

This is the stage upon which the
CEAP credential competes for recogni-
tion among EA professionals and
employers (and their human resources
departments, which often purchase
EAPs). Does it matter that the certifica-
tion is only 20 years old this year? Not
at all. What matters is why was it neces-
sary to create the CEAP credential and
whether it accurately defines and
advances the professional who provides
employee assistance services.

CHANGING TO KEEP PACE
It was only about 40 years ago, accord-
ing to Liz McBride-Chambers, chair of
the Employee Assistance Certification

www.eap-association.org
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Commission (which oversees the CEAP
credential) that employee assistance pro-
grams grew out of the occupational alco-
holism counseling area. Soon after, the
issues and knowledge involved in run-
ning work organizations and ensuring

workforce productivity migrated into the
EAP realm. Slowly but surely, the EAP

industry evolved from one dominated by
programs located within companies to
one dominated by programs provided by
external vendors. It was at that point—

when the internal and external program

balance was about even—that the CEAP

credentialing program was created.

In the years since, the knowledge
and skills required to earn the credential

have had to evolve to keep pace with

changes in the workplace. ̀Just look at
the emergence and explosive growth of

managed care, plus the way the human

resource management profession has

grown even faster," says Jill Balagur-

Conn, past chair of the EACC. "Add to

that picture the continuous improve-

ments in knowledge of issues unique to

Ultimately, the greatest
value of the LEAP

credential may lie in the
satisfaction that EA
professionals derive
from earning it.

work organizations, plus the counseling
skills needed to provide accurate, ap~iro-
priate, and confidential assessment,
referral, and case management services."

Additional changes in the credential
have been prompted by the introduction
of work-life and other services in the
workplace and the rise of EAPs in other
nations, including China, Japan, Ireland,
the United Kingdom, South Africa, and
Canada. As it becomes more popular
globally, the credential has to adapt to
reflect the application of EA knowledge

and practices to different cultures, each
with its own laws and needs for public
safety and worker productivity.

Through these and other develop-
ments, the EACC has endeavored to
ensure that the CEAP credential not
change in one crucial respect—it should
represent a distinct level of achievement
and reflect an interest in staying on the
front edge of trends iri the EA field
through continuing education and
expertise that goes beyond clinical skills.
Critical to this goal is something that
many other certification programs would
like to have but have not yet imple-
mented: an advisement program. This
program offers asix-month opportunity
to receive the coaching, support, and
quality assurance that many profession-
als never achieve until after they have
earned their certification credential and
are "in the club."

Ultimately, the greatest value of the
CEAP credential may lie in the satisfac-
tion that EA professionals derive from
earning it. As Rickie M. Banning, an EA

Attention EAPs: Set Yourself Apart from the Competition

MAKE THE FULL RESOURCES OF

Relationship J11.com AND Breakup 911.com
AVAILABLE TO YOUR EMPLOYEE-CLIENTS

Relationship 911 /Breakup 911° is the preeminent online resource for those
struggling with difficult relationship or breakup-related issues.

THE SITE OFFERS EMPLOYEES:
• Extensive Self-Help Content
• Anonymous Social Networking and Support
• Online Counseling
• Relationship Coaching
• Breakup Aftercare
• Immediate Access 24/7

BENEFITS TO YOU:
• Save $ by reducing the number of

face-to-face therapy sessions
• Use the resource as a marketing hook

to procure new employer-clients
• Increase utilization rates
• Low cost—no minimums
• Track utilization online 24/7

To learn more, go to www.RelationShip911.com/eap or call Mark Blakley at 800-717-0881
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professional and owner of Advanced
Organizational Development, Inc. in
Boston, put it, "The most important
point we all need to remember about the
CEAP is that this is a simple, effective,
strong statement to all who care that I
know what I'm doing. It means I have
learned that all facets of employee assis-
tance fit together, like a system that
works well. Further, the credential gives
me confidence in what I am doing and
allows me to do the EA job completely."

STAYING IN THE NETWORK

Like Banning, many EA professionals
who have earned the CEAP credential
have a strong desire to prove they "know
what [they're] doing." That desire often
extends'beyond the CEAP credential
itself. A look at the roster of approxi-
mately 3,400 EA professionals who have
earned the credential reveals that many
have two or more designations after their
names. For example, in addition to
being a certified employee assistance
professional, Banning is a licensed clini-
cal social worker (LCSW), a certified
social worker (ACSW), and a senior pro-
fessional in human resources (SPHR).
Balagur-Conn, meanwhile, has earned a
master's degree in social work (M.S.W.)
and is a board certified diplomate in
social work in addition to possessing the
LCSW, ACSW, and CEAP designations.

What of those EA professionals
without the CEAP credential—those
who have not invested the time and
effort to complete the credentialing
requirements, received the benefit of
advisement, and scored well on the
examination? Some have other certifica-
tions or licensure designations after their
names, so why not the CEAP credential?
What factors would dissuade, or at least
fail to encourage, an EA professional
from pursuing the credential that applies
most directly to his/her chosen field?

There are many reasons people
become certified and do what it takes
to recertify:
• To give back to their profession;
• To change jobs or start a new busi-

ness;
To make a difference in the career
choice or career path of younger pro-

fessionals by acting as a sounding
board; and
To remain mentally stimulated and
on top of their game after retirement.
Retirement is just an economic condi-
tion for many; it doesn't mean their
reputation or wisdom is less notice-
able. Certification has always been a
great way to stay sharp, stay current,
and stay in the network of people in
your profession.

The pricing and value
proposition for the
credential need to be
higher to pay for the
staff needed by the
EACC to conduct

outreach and recruiting.

Best of all, you don't have to be a
member of a trade or professional associ-
ation (such as EAPA) to become certi-
fied. The requirements for certification
and requirements for membership in a
professional association should never be
confused. They are two different busi-
ness models entirely. An association has
members, while a certification commis-
sion has candidates and "customers"
who have achieved their certification.
It also has customers in the form of
employers who support the certification
credential and require it for employment
or promotions.

Does the EACC have such cus-
tomers—employers that support the
CEAP credential? The Society for Human
Resource Management (SHRM), which
represents more than 200,000 human
resources professionals—who often are
charged with purchasing EAPs for work
organizations—has developed a toolkit
to help educate its members about EAP
services and guide them in evaluating
and selecting an EAP. The toolkit, avail-
able through SHRM's Website, contains
links to more than 40 resources, includ-
ing white papers, articles, policies, and

government and nonprofit agencies, but
says nothing specifically.about the CEAP
credential.

Ultimately, the responsibility for
publicizing the CEAP credential to
employers and human resources profes-
sionals lies primarily with the EACC. But
the pricing and value proposition for the
credential need to be higher to pay for
the staff needed by the EACC to conduct
outreach and recruiting across colleges
and within thousands of companies to
attract more EA professionals into the
credentialing program and market the
credential to employers. The commis-
sion's current dependence on volunteer
effort to carry such a heavy business
responsibility invites disappointment
and frustration in this area.

EAPA, which was the impetus for
the development of the credential in the
mid-1980s, helps promote certification
through its chapters and its national
office. ̀ John Maynard, as chief executive
officer of EAPA, has done a brilliant job
of building bridges with business leaders
and representatives from many different
nations to make sure the CEAP creden-
tial is well known and respected," says
McBride-Chambers.

Balagur-Conn is equally effusive
about the marketing efforts of EAPA
chapters. "EAPAs local chapters have
done the most outstanding work and
achieved the greatest recognition for the
CEAP credential through their direct
communication, networking, and pre-
sentations to employers and the business
world at large," she says.

These and other attempts to com-
municate the value of the CEAP creden-
tial will determine whether it creates
demand, garners recognition, and has
stature for the next 20 years. The cre-
dential itself is sound; the weaknesses of
the certification program lie in its mar-
keting. That's why marketing is on the
front burner in 2006 and will remain a
top priority until everyone who is a
CEAP stops saying that recognition and
widespread respect for the credential are
problems. Addressing these shortcom-
ings will go a long way toward ensuring
that employers will look for the CEAP
credential in 2026. ■
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Inte ratin. to Im rove Produc~ivig g p tY
Cooperating tivith benefits providers to tape a systemic approach to

workplace heath and productivity presents risks to EAPs but may lead to
a greater awareness and appreciation of their value.

by Ron Goetzel, Ph.D., and Rfln Ozvnin&owski

he concept of an integrated
approach to workplace
health and productivity got
its start in 1987, when

Miriam Jacobson of the Washington
(now National) Business Group on
Health wrote a paper about creating an
integrated health data management sys-
tem. The idea, which was very avant-
garde at that time, was to develop a
"data warehouse" where information
about employees from many sources—
the EAP, the medical office, the wellness
program, and so forth—could be linked
and used for analysis, monitoring,
strategic planning, and other purposes.

Medical directors at Pacific Bell,
Delta Airlines, JP Morgan, International
Truck and Engine, Dow Chemical, and a
few other companies picked up on this
idea and began to implement initiatives
designed to look at each worker in their
company as a whole person, regardless
of which benefit program was providing
services to the worker at any given time.
By adopting this approach, they could
examine a worker's experience across
the full breadth and depth of benefits
programs available and take corrective
actions in a synergistic fashion to reduce
redundancies in benefits and provide
services more efficiently and effectively.

The initial forays into integrated
benefits management were in the areas
of absence management, disability man-
agement, and workers' compensation.

Ron Goetzel is vice president of consulting and
applied research at Thomson Medstat. He is also
director of the Cornell University Institute for
Health and Productivity Studies (IHPS).

Ron Ozminkowski is director of health and
productivity research at Thomson Medstat and
associate director of the Cornell IHPS.

By integrating their data, employers
began to discover that some workers ,
were using multiple benefits, sometimes
appropriately and sometimes not. In a
few cases, employers discovered that
benefits programs were structured in
such a way as to induce service
providers to push employees back and
forth between programs, each hoping
another would address the problem.
Pooling the data illustrated the challenge
of how to structure and use different
programs most effectively to benefit the
employee and the employer.

TURNING POINT FROM COST CONTAINMENT
These early successes led a number of
other work organizations to begin devel-
oping integrated systems so they could
cross-reference data and provide more
coordinated care of employees. As this
movement progressed, and especially
within the past five to seven years, a new
concept called health and productivity
management (HPM) emerged. The intent
of this concept is to go beyond benefits
plan management and focus more atten-
tion on productivity enhancement, in an
era when economic pressures are leading
many companies to reduce their work'-
forces. The idea behind HPM is to maxi-
mize health, and thereby productivity, in
a highly competitive economy.

The big challenge facing productiv-
ity enhancement is to keep employees
healthy, or improve their level of health,
to avoid absenteeism and help them be
more productive at work. This raises the
notion of presenteeism, which refers to
the extent to which people are mentally
and physically able to perform on the
job. In some ways, this represents a little
bit of a turning point from the emphasis

on cost containment. Instead of limiting
costs of medical benefits, the idea is to
enhance the productivity of the work-
force by integrating and managing many
different types of benefits in a logical
manner, with health improvement,
risk reduction, and productivity en-
hancement as related goals.

Implementing HPM involves several
steps. The first step is to get all the vari-
ous players—the EAP, human resources,
occupational medicine, health promo-
tion, disability management, and so
on—together in the same room on a reg-
ular basis. By coming together, they can
operate in a coordinated fashion to do
several things:

(1) At the simplest level, they can
drill down into their respective data
sources and begin to look at the various
layers of expenses. One layer would
involve viewing expenses from a medical
standpoint by analyzing diagnostic cate-
gories, medical procedures, service set-
tings, and types of providers; the next
layer would look at absence and disabil-
ity by determining how much time peo-
ple are taking off for incidental absences
and for short- and long-term disability.
A third layer would target workers'
compensation and accidents and safety
issues, while the next layer would focus
on presenteeism and measure on-the job
productivity loss.

(2) Next, they can integrate the
data to better understand why these
programs are being used as they are.
For example, many companies find it
fairly straightforward to use medical
claims data to find the most costly 10 or
20 acute and chronic conditions. Those
who manage absenteeism may be able
to do the same, at least for hourly
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employees for whom absenteeism data
tend to be more readily available.
Workers' compensation and disability
program managers can do likewise. The
challenge, though, is to coordinate these
efforts to see how medical care utiliza-
tion, absenteeism, presenteeism, disabil-
ity program use, and other productivity-
related metrics affect each other.

(3) Finally, the players can address
the notion of health risk. This involves
using data to identify employees who are
not currently incurring high costs but
who, because of their risk profile, are
likely to do so. For example, they may
be overweight and not eating properly or
exercising, or they may have high blood
pressure or cholesterol, or they may be
experiencing a lot of stress. Those risk
factors will eventually move them fur-
ther into the patient category, where they
will begin to incur high health care
costs, miss work entirely, use disability
programs, use EAP services, or have pre-
senteeism issues.

In summary, the first step of a good
HPM effort is to get all the players
together so you can compile data to per-
form good diagnostic analyses. The goal
is to learn which problems, stresses, or
other physical, mental, emotional, or
social challenges are hurting employees
(and therefore employers) the most.

The second step of the HPM process
is to conduct good tactical and strategic
planning to learn which interventions
might be useful to address these chal-
lenges. Most employers will not have the
resources to manage every problem well,
so managers must focus their energies
and resources on the interventions that
are most likely to succeed.

For example, let's assume the key
players in Company A pool their data
and realize there's a problem with stress
within the organization. The stress is
hurting morale, which in tum is causing
a lot of people to be absent or to quit
their jobs, which is forcing the employ-
ees who show up at their jobs to work
even harder. Using an integrated
approach, employee assistance managers

would work with absence, disability,
workers' compensation, and other man-
agers in an organized manner to dimin-

ish the stress and its impact on all of
these areas. The interventions they
decide upon as a group are likely to be
different than the interventions any indi-
vidual department manager would select
without the benefit of collaboration.

The third step of the HPM process
is to carry out the selected interventions.
Here, collaboration is required to make
sure vendors or other intervention man-
agers continue to serve employees in a
way that maximizes their health and
ability to work well.

Under an integrated
approach, EAPs may
feel they're being

asked to do something
outside their realm of

expertise for example,
help reduce the number

and length of
disability stays

The final step involves measure-
ment, evaluation, and ongoing monitor-
ing. This step has led to the develop-
ment of "dashboards" or "report cards"
to assess and evaluate how well the inte-
grated programs are performing on a
variety of levels—financial, clinical,
humanistic, functional, operational, and
so forth. The goal of these dashboards
and report cards is to present a whole
picture rather than a fragmented picture
and to ensure that all the programs are
engaged in developing solutions rather
than competing for attention.

IMPLEMENTING AN INTEGRATED APPROACH

There are a few different ways an
employer can implement an integrated
approach to HPM. Several consulting
firms have created teams that help com-
panies organize and coordinate their
HPM initiatives. Some vendors have also
entered the market with various forms of
integrated solutions, though many of
these vendors previously only handled

disability, workers' compensation, or
medical claims. These vendors typically
integrate absence, disability manage-
ment, and workers' compensation
claims; thus far they haven't really incor-
poraCed medical benefits because it's
such a large and complicated area, but
they're moving in this direction via
partnerships with organizations like
Thomson Medstat or others that provide
health information, reporting, and
HPM consulting and research services.

Small and medium-sized firms often
rely on brokers or consultants to help
develop integrated approaches. A broker
or consultant will conduct an opera-
tional and functional assessment of the
organization and the various decision
points within the benefits system and
provide advice on how to streamline
processes and become more efficient.

Because small and medium-sized
firms typically have less bureaucracy
than large companies, they might find
it easier to figure out how to integrate
some of their benefits and policies. In
large organizations it can be more diffi-
cult, because there is a large bureaucracy
that needs to be negotiated and navi-
gated. It is also harder in large compa-
nies to get all the players in the same
room at the same time to discuss these
issues, and coordination and collabora-
tion are the keys to success.

The obvious constraint in small
firms is resources—they do not have a
lot of money to spend, and on the med-
ical side they often don't have access to
data because they're often contracting
with a large insurance company or HMO
that owns the data. That's not typically
the case with large firms, which often
self-insure and thus own the medical
data and can gain a better understanding
of what is happening in this area.

Another potential constraint, for
employers of all sues, is persuading the
different players to sublimate their indi-
vidual program goals to larger organiza-
tional goals. This forces them to eland
the types of services they normally
would provide. Strong senior manage-
ment is needed here to ensure incentives
are provided to mid-level managers to
work together, rather than compete for
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limited benefit program dollars.
The need to collaborate will have

implications for EAPs. Historically, EAPs
have provided counseling to workers
with alcohol or substance abuse prob-
lems or mental health issues. Under an
integrated approach, they may feel
they're being asked to do something out-
side their realm of expertise—for exam-
ple, help reduce the number and length
of disability stays. However, the need to
collaborate with others to address all of
the implications of these problems pres-
ents agood opportunity for EAP staff to
become engaged in efforts to meet larger
human resources and business goals and
objectives that can help improve the
quality of their traditional services (and
the services offered by others) in the
long run.

For example, let's say Company B
has problems with people being out of
work on disability leave. This suggests
there may be systemic problems with-
in the organization, such as poorly
designed work policies or abusive
supervisors or ineffective workplace
communications.

In this example, the EAP may be
asked to help gather information—using
individual interviews, focus groups,
and/or surveys—to diagnose the prob-
lem. The EAP may then get involved in
ameliorating the problem by educating
and coaching managers and helping
them change the causes that gave rise to
the disability problems. The EAP can
also work with the disability vendor to
help design programs that address the
root cause of the problem. Gathering the
information and working with managers
in many areas can help the EAP apply its
services in a more strategic way.

DEMONSTRATING EAP VALUE

External EAP providers might want to

consider positioning themselves to take
advantage of integrated approaches to
HPM by creating partnerships with other
service providers. We are already seeing
examples of convergence among pro-
viders, with companies like WebMD
starting to consolidate several functions
under one roof.

The emphasis in these partnerships
is on developing and presenting pack-

www.eap-association.org

ages of interventions to achieve desired
outcomes, rather than using solitary
inCerventions. This is beginning to hap-
pen more often in corporate America.
Employers are no longer introducing a
single intervention, measuring it for two
or three years to see how it works, then
trying something else. They are putting
together bundles and packages and ex-
pecting better, more immediate results.

In the short term, EAPs could posi-
tion themselves as a potential portal to
HPM services by helping workers navi-
gate the system of benefits offered by

No matter what roles)
they play, EAPs that

participate in integrated
approaches should
understand it will
affect how they

demonstrate their
value to ~.ploy~rs.

their employer. Many people need help
figuring out where to turn first and how
to best address their health or perform-
ance issues. Ari EAP could function as a
cross-benefits case manager to help
workers navigate the organizational ben-
efits system in a logical manner.

This role requires that the EAP have
relationships with the medical plan and
the other vendors that are used by the
employer to manage disability and
absenteeism and provide disease man-
agement services. Partnering with these
functions will help the EAP effectively
carry out the case management process,
which is the key to making sure people
use the right services at the right time
and in an efficient manner.

In the longer term, EAPs might even
be able to take the lead in promoting
and implementing an integrated HPM
model. Historically, the occupational
medicine and health promotion groups
have championed HPM; EAPs typically

have not been champions, though there
have been some notable exceptions.

No matter what roles) they play,
EAPs that participate in integrated
approaches should understand it will
affect how they demonstrate their value
to employers. Integrated interventions
are multifaceted and contain many dif-
ferent parts, as opposed to stand-alone
interventions. Moreover, some interven-
tions appeal to some people while others
would chose other interventions, and
employees often move from one HPM
program to another over time. This cre-
ates challenges when trying to isolate the
impact of any particular program.

But the nature of collaboration
means that program evaluation should
consider the impact of all programs
together, not each program as an individ-
ual silo. If one group of people receives
three services and another group receives
six services, the idea is to evaluate
whether the six-services group got better
care (and obtained better health and pro-
ductivity as a result) than the three-serv-
ices group.

Taking an integrated approach to
HPM presents an opportunity for EAPs
to collaborate with other functions to
demonstrate their efficacy. It is no longer
good enough for an EAP, or any other
vendor, to demonstrate its effectiveness
by counting employees who participate
in only its services or by conducting
satisfaction surveys that address only
the services it provides. The idea is to
work collaboratively with others to solve
pressing problems that employees and
employers face.

Research that demonstrates how
EAPs work with other programs to
jointly ameliorate the problems and chal-
lenges faced by employers and employ-
ees is sorely needed. Working with other
vendors to offer integrated solutions to
broad-based problems will enable EAPs
to demonstrate a larger impact.

FORCES WORKING AGAINST HPM
EA professionals interested in learning
more about the HPM concept and how it
might affect them can attend any of the
numerous conferences sponsored by
organizations such as the National
Business Group on Health, the National
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Business Coalition on Health, the
Integrated Benefits Institute, the Institute
for Health and Productivity
Management, and HPM Bootcamp.
What will become evident very quickly
is that there is a lot of ignorance about
what HPM is and how it works. Many
people think HPM is the same thing as
health promotion. It isn't. HPM involves
the integration of various functions
within the organization to improve
health and productivity and deal with
the financial and other impacts of these
programs for employers.

Despite some lingering ignorance
about HPM, there is a growing aware-
ness of it, and when people come to
understand it they say it makes very
good sense and that the manner in
which benefits were administered in
the past probably wasn't very efficient.
But it's still a minority of employers
that have introduced an HPM model,
and whether it will prove in the long r
un to be much more effective and
efficient than the traditional model
is not yet known.

HPM is a good idea with lots of
promise, but there are several forces
working against it, and they deserve
mention.

Many senior
managers do not fully
understand HPM, and
if they do not become

champions of an
integrated approach
it will not take root.

One of the most important is terri-
toriality. Arisk manager, for example, is
responsible for risk management, and
that's what he or she wants to do—not
spend time talking about, or working
on, other things.

Another big issue is the notion that
HPM will take more time. The risk man-
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ager may think, "I've got my job and I

barely have time to do it, and now I'm

being asked to talk to other people and

coordinate activities with them. Who has

time?" HPM thus may be seen as a drain

on time rather than as something that,

when implemented, will actually help

create more time.

To address both of these issues,
senior managers need to create incen-

tives for collaboration rather than foster

a competitive "silo" mentality. But many
senior managers do not fully understand

HPM, and if they do not become cham-

pions of an integrated approach it will

not take root.

Still, when you look at some of the

companies that have introduced HPM

and are on the leading edge of this

movement, they seem to be enjoying

good results, and they're beginning

to publicize these results. As more

employers become aware of what HPM

can do, they are more likely to try it

themselves. EAPs should act now to

prepare for the opportunities and

challenges it brings. ■
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Ne~~v ze~a~and
A Human Resources Partner

by Matthew Beattie

New Zealand has experienced substantial
growth in the number of EAPs over the
last five years, principally for two rea-
sons:
1. Government legislation. Stress,

fatigue, and alcohol and drugs are
now specifically listed as workplace
hazards. Like the physical dangers
posed by ladders, forklifts, electrical
leads, and myriad other devices, emo-
tional and psychological hazards also
have to be identified, isolated, and
minimized or removed. Work organi-
zations can choose not to implement
proactive programs, but both regula-
tors and the courts have shown that
they look kindly upon employers
who take reasonable steps to safe-
guard their staff.

2. The war for talent. New Zealand is
experiencing its lowest unemploy-
ment rate in 30 years, and employers
are looking for every low-cost means
possible to retain existing staff and
provide "points of difference" to new
applicants. Whether they're hiring
manual laborers or executives, com-
panies are seeking to be employers
of choice.

So, what do human resources man-
agers and health and safety managers
want from an EAP provider? A small but
growing number are approaching the
question from an investment perspective.
"People matter most" is their mantra.
They know the high cost of recruiting
and training workers; they also know
that to retain talent they have to provide

Matthew Beattie is managing director and chief
executive of Instep, New Zealand's leading
behavioral healthcare company. Instep provides
EAP, trauma support, alcohol and drug-free work-
place, wellness, professional supervision and
other human resources services to more than
500,000 covered lives in New Zealand and the
Pacific Islands. He can be reached at
mailC~3insteplimited. com.
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job Flexibility and support programs.
They do this principally through EAPs
and work-life programs.

Such employers do not quibble over
the cost of EAP service delivery. They.
demand quick and effective intervention
and case management. They want the
service available 24/7 and they want a
help desk for managers. They expect free
phone access to a call center staffed by
competent professionals; if possible,
such access should also be available on-
line. They expect other matters such as
career transition, wellness, and media-
tion to be included.

Increasingly, employers
in New Zealand want
an EAP provider with
multiple shills and

affiliations.

These employers want a human
resources partner. Quality and trust are
fundamental to the relationship. They
might even permit the EAP provider to
determine the session limit. Even more,
such employers want to be involved in
the solution (provided employee consent
is given) because they know that for
long-term effect, such involvement is
desirable. This demands supervisory
training to empower leaders to be in-
volved not only in the referral but also
in the outcome, where appropriate.

At the other end of the considera-
tion continuum are employers who ask,
"What is the minimum we need to do
to be compliant?" For these employers,
"lite" EAPs—or, more accurately, coun-
seling services that offer a local referral
program—are attractive. Such programs
are available only during work hours,

often are directed through managers so
as to keep a watch on costs, and have
low session limits. Many also require co-
pays. Utilization tends to be low, self-
referrals occur only when an employee
is desperate, and an employer might
choose to shop around every couple of
years if there is pressure on the budget.

Another factor driving EAP growth
is New Zealand's liberal social ethic and
its accompanying strong focus on indi-
vidualism, which have provided a sub-
stantial opportunity for drug and alcohol
abuse to permeate the workplace. It has
become an embedded cultural issue.
New Zealand and Australia are the lead-
ing users of amphetamine-type stimu-
lants in the world,' and the impact of
these and other drugs (and alcohol) on
the workplace and society is substantial.
Yet while many companies say they are
concerned about high absenteeism,
workplace accidents, and sickness levels,
they also say they don't have an alcohol
or drug problem!

The need to introduce an alcohol
and drug-free workplace program is a
very strong growth area for EAPs, not
only in terms of developing policies and
procedures but also educating and train-
ing company leaders in the areas of
awareness and reasonable cause for
intervention. Far-sighted EAP providers
that offer effective value in this area are
cementing for themselves along-term
presence in the market.

Increasingly, employers in New
Zealand want an EAP provider with
multiple skills and affiliations. The long-
term survivors in the EAP market are
those that provide a "one-stop shop"
and are seen to be visible partners with
human resources programs. ■
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Germany
Needin the "Old Tools"g

by juliane B~zyth

Continental Europe is a new market for

employee assistance programs, as evi-

denced by the recent annual conference
of the Employee Assistance European

Forum. Delegates from 21 nations

reported about developments in their

countries. Summarizing the reports, it
can be stated: the concept of employee
assistance is developing, but it is devel-

oping slowly.

A search on Google shows that the
number of organizations offering EAPs
in Germany is increasing constantly.

These providers usually refer to the EAP

as a model that is well established in the

United States and has now—to the ben-

efit of local employers and employees—

started to develop in Germany.

But when I take a closer look at the

Websites of these providers, I begin to

doubt whether all of them are familiar
with the original purpose of the EAP

concept. In Germany, anyone who offers
counseling can call himself an employee

assistance professional. Offering counsel-
ing to employees and having employers

pay for it is surely part of the EAP con-

cept, but why do we need a special

word for this? Why not simply call it
counseling for employees?

So the first question employers

might ask is, Do I want counseling for

my employees or do I want a more spe-

cialized service that adds value to my

company and helps me enhance work-

place performance? If I want the latter,

does the service provider have a vision

of how to achieve this? What are the

Juliane Barth is vice
president of the Employee
Assistance European
Forum and clinical
director of Corrente AG,
a provider of EAP services

n'~- .>~ throughout Germany,
~l~~ ''" She can be reached at

jbarthQcorrente.de.

Global Perspective

qualifications of the service provider's
staff? Are they just counseling specialists,

or do they have an understanding of

business life as well? How do they

ensure quality? Do they have clear

procedures and guidelines? +

What if only a new

word has come to

Europe, and not the

whole profession?

Personally, I have found it helpful
and necessary to educate myself on the
history of EAPs. It was not so very long
ago that I stumbled across the EAP Core
Technology as described by Paul Roman
and Terry Blum in the 1980s. In my
eyes, this was the missing piece in defin-
ing the profession and distinguishing
EAPs from mere counseling services.

Could it be, I asked myself, that as
the EAP moved on in America and
developed into abroad-brush service
with work-life and concierge services
attached to it—or, alternatively, became
a sibling of managed care—it lost some-
thing essential along the way? And could
it be that only the counseling and work-
life elements have entered Europe, leav-
ing managerial referrals, EAP policy
development, and supervisory training
on the other side of the Atlantic? What if
only a new word has come to Europe,
and not the whole profession?

Large German companies have
occupational social workers who offer
counseling, assessment, referral, and
even long-term treatment. Also, German

citizens have access to counseling agen-
cies in their communities and to psy-
chotherapy via their health insurance.
So why would we need EAPs?

We need them if we want to
enhance performance and help people
cope with the ongoing changes and chal-
lenges of modern life. But in order to do
that successfully, we need the "old tools"
like constructive confrontation, and we
need to work closely with management
and understand the company's policies.
We also need to help develop an EAP
policy and bring it to life. Delivering a
confidential counseling service will
surely be a benefit for individual
employees and support their well-being,
but it will not do enough to add value
and contribute to performance.

So, here is my recommendation for
what German employers should look for
in an EAP:
• A clear vision;
• Clearly described processes;
• A deep understanding of employee

assistance (which goes beyond what
most providers usually have on their
Websites);

• A thorough knowledge of the concept
of constructive confrontation and
how to educate supervisors in using

this technology;
• A clear statement of what distin-

guishes the EAP provider from a
counseling agency;

• An interest in the development of the
EA profession (including a theoretical
framework);

• Membership in a professional organi-
zation like the EAEF or EAPA;

• An open attitude toward auditing
processes;

• A focus on quality rather than
quantity; and

• A willingness to learn, develop, and
cooperate. ■
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WHAT SHOULD EMPLOYERS LOOK FOR I N A N E A P?

India
l~ ifferin Re uirementsg q

s~,,;... ~•,,~„~.,~~ :~~~obal Perspective

by Binoy Joseph cznd Joseph I. Injodey, Ph.D.

EAPs have not gained currency in India
as compared to their counterparts in
North America and Europe. Considering
the upheaval in the economy as a result
of liberalization and the consequent
changes in the job market, there is a
tremendous scope for the development
of EAPs in India.

The various factors that influence
employers in India to adopt EAPs in
their organizations, as identified by chief
executives, medical directors, and other
key personnel, are the following:

Management philosophy. In India,
the requirements for EAPs vary accord-
ing to the type of organization. Multi-
national firms have the advantage of
already having a culture of extending the
benefits of EAPs to their employees in
developed countries. A few home-grown
IT companies have in place some form
of counseling support for employees.
Indian multinationals only want to have
an onsite counseling facility; other
Indian companies want to have only
training in "soft skills.” The possible
reasons for the above differences are
due to their varying management
philosophies—for example, to become
an employer of choice, to retain

valuable employees, etc.
Operational concerns. Work-related

problems in India are mainly due to job
stress arising from employees' roles and
responsibilities, work-life imbalance, job
loss, organizational change, relationships
with peers, managers, and customers,
and career issues. The most prominent
family problems observed among

Binoy Joseph is a member of the faculty in the
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employees in India are marital conflict
and elder care and child care issues.
Psychological and emotional problems
encountered in employees in India
are mainly due to adjustment reaction
disorder, ar~iety and/or panic disorder,
personality disorders, and grief/
bereavement.

The nature of workplace stressors
is changing, and the number of stressors
is increasing. Traditional resources avail-
able for "talking it over" are becoming
fewer and more distant (Chitran 2004).
Learning to cope with new stressors
demands more time and energy from
employees. Professional counselors can
deliver a better service to those willing
to seek help.

BENEFITS OF SAPS
The two key benefits gained from EAPs
are the following:

Support for the employer. Employers
want to help their employees get back to
work by recovering quickly from a phys-
ical or mental health condition. An EAP
gives the organization an option to save
a good employee and maintain his pro-
ductivity.

Support for the employee. When
stress, distress, substance abuse, or
depression takes hold, it begins to
interfere with an employee's work.

Employees want help in recovering
quickly from such challenges.

The important aspects that employ-
ers in India look for in EAP providers
are knowledgeable and trained profes-
sionals, anetwork of affiliates, good
account management, dedication and
commitment, and a willingness to offer
services that best suit the needs of the
particular work organization. Since EAPs
as afull-fledged service are still in the

infancy stage, employers in India have so
far not asked EA professionals to com-
municate and demonstrate their business
value to their clients, collect outcomes
data and assign financial value to out-
comes, or measure utilization of EAP
services. Hence, EAP providers have
not been scientifically studied so far.

According to Chitran (2004), the
increased mobility of, and opportunities
for, young people in India are putting a
strain on the traditional roles and struc-
tures of family and gender relations.
Moreover, the constant need of modern
organizations to keep abreast of their
competitors has made employees vulner-
able. These processes have opened the
field for greater participation among
EAP providers.

Chitran points out that, if assured
of confidentiality, Indians would be open
to the idea of EAPs, as Indians are con-
sidered pro-learning and interested in
self-improvement. With EAP providers
on the increase, users have the opportu-
nity to select a provider on the basis of
factors like quality and nature of services
offered, cost, expected outcomes, etc.
EAP providers must rise up to meet the
expectations of employers in the days
to come. ■
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WEBSITE TO PROVIDE LINKS
TO RESOURCES ON ANXIETY
DISORDERS IN THE WORKPLACE
The Anxiety Disorders Association of

America (ADAA) has launched a Website

to provide resources and information

pertaining to ar~iety disorders and their

impact on the workplace.

The Website, wwwadaa.org~

stressoutweek, promotes National Stress

Out Week, to be held Nov 12-18. The

focus of National Stress Out Week this

year is on the workplace implications of

anxiety disorders, which affect roughly

40 million Americans and cause feelings

of worry, fear, and panic. EAPA is

cosponsoring National Stress Out Week

along with the National Association for

Health and Fitness, the Business and

Professional Women's Foundation, and

several other organizations.

The Websice contains links to sev-

eral resources, including a workplace

stress and anxiety disorders survey and a

self-test for stress. It also suggests seven

tips—one for each day of National

S[ress Out Week—to reduce arixiety

(see sidebar). Additional information

and resources will be added to the

Website in the coming weeks.

TREATMENT GUIDE OFFERS
LATEST ADVICE ON SUBSTANCE
ABUSE DETOXIFICATION AND
TREATMENT OPTIONS
The U.S. Substance Abuse and Mental

Health Services Administration

(SAMHSA) has released new guidance

nn detoxification, emphasizing that it

TIPS FOR REDUCING STRESS AND ANXIETY

1 WRITE IT DOWN Scribbling about what's troubling you can make

you feel better. Try writing continuously for 15 minutes.

2~ JUST BREATHE Inhale for four counts, slowly ticking off the

numbers in your head. Then exhale, counting backward slowly for

four. Repeat.

3~ LISTEN TO YOUR BODY Close your eyes and notice where

you're feeling tension. Is your jaw tight? Are your fists clenched?

Concentrate on the trouble spots and think about releasing,

4,~ GET REPETITIVE Doing simple movements again and again—

like rolling your shoulders or flexing your toes—will distract you and

lull you into a calmer state.

5~ FIND A MANTRA Focus on a word, phrase, or sound you feel

neutral about, like peace. Repeat each time you exhale for

10 minutes to banish stressful thoughts.

6~ PICTURE THIS Vividly imagine a soothing object or scene,

including sounds, images, and aromas. The more pleasant your

picture, the more your tension will dissipate.

7 ~ STAY IN THE MOMENT Wake up five minutes early and lie in

bed, letting yourself feel your head on the pillow, and listen to the

sounds of the morning around you. By learning to focus on where

you are—wherever you are—you can better quell your worries about

what's around the corner.

SOURCE: Anxiety Disorders Association of America
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does not, by itself, constitute complete
substance abuse treatment and identify-

ing the necessity for linking patients in
detoxification with substance abuse
treatment services.

The guidance is contained in a new
Treatment Improvement Protocol (TIP),
Detoxificarion and Substance Abuse
Treatment. The TIP defines detoxification
as a broad process with three essential
components valuation, stabilization,
and fostering a patient's entry into treat-
ment—and emphasizes that each step
involves treating the patient with com-
passion and understanding.

The TIP provides up-to-date infor-
mation about the physiology of with-
drawal, pharmacologic advances in the
management of withdrawal, patient
placement procedures, and managing
detoxification services within compre-
hensive systems of care. It also provides
information on detoxification protocols
for specific substances as well as consid-
erations for individuals from diverse cul-
tural and ethic backgrounds or those
with co-occurring mental disorders and
medical conditions.

The primary audiences for the TIP

include substance abuse treatment coun-
selors, psychiatrists, psychologists, and
nurses. Secondary audiences include
staff of managed care providers and
insurance carriers and others involved
in planning, evaluating, and delivering
services to patients going through detox-
ification from substances of abuse.

Detoxification and Substance Abuse
Treatment is available on the SAMHSA

Website (wwwncadi.samhsa.gov) as TIP
#45. Copies may also be obtained free
of charge from SAMHSAs National
Clearinghouse for Alcohol and Drug
Information at 1-800-729-6686.

REPORT DISCUSSES STRENGTHS,
WEAKNESSES OF U.S. LABOR
MARKET AND ECONOMY
The U.S. Department of Labor has
released a report that provides an
overview of the key trends and issues
affecting the labor market and the chal-

lenges and opportunities facing workers
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today and in the near future.
The report, America's Dynamic

Worhforce: 2006, paints a generally posi-

tive picture of the U.S. economy, which.
has recorded 34 consecutive months
(through June 2006, the latest month for
which data were included) of job gains.
Most of this employment growth has
been in occupations with above-average
compensation, not in lower-paying serv-
ice sector jobs.

The report warns, however, that
technology is continuing and even accel-
erating the transition of the U.S. econ-
omy from amanufacturing-based job
market to a knowledge-based job mar-
ket. As a result, most new jobs that are
expected to be created in the future will
require some sort of post-secondary edu-
cation. The ability of colleges and uni-

versities, trade and vocational schools,
and other learning institutions to provide
the knowledge and skills that are in
demand will help determine whether
the U.S. economy can continue to pro-

vide good jobs for workers.
America's Dynamic. Worhforce: 2006 is

published by the U.S. Department of
Labor and is available on the agency's
Website (wwwdol.gov) in two versions.
The full text version includes extensive
discussion and analysis of data; the chart
book version features large-format charts
for easier reading and provides summary

text extracts for each chart.

GUIDE HELPS BABY BOOMERS
MAKE PLANS FOR RETIREMENT
The Eldercare Locator, a service of the
U.S. Administration on Aging, has devel-
oped aguide to help baby boomers plan
for retirement and ensure they consider
the many challenges, such as caring for
elderly parents, that will affect their
finances in later life.

The Eldercare Locator receives more
than 11,000 calls each month from care-
givers and older adults who are seeking
information about a variety of aging-
related issues. More than 60 percent of

IDENTIFYING SUBSTANCE USE DISORDERS

The SASSI—brief, empirically validated
screening for substance use disorders

Since 1988 the SASSI (Substance Abuse Subtle Screening
Inventory) has been used to identify substance use disorders
accurately, objectively, and quickly. Adult and adolescent
versions available.

♦ Easy to administer and interpret

♦ Effective even if your client is unable or unwilling
to acknowledge their substance use

a ♦Select paper and pencil questionnaire or a
computerized version

,~, ~. ♦New web-based option for single or multiple adult
administrations at www.sassionline.com

t New Spanish SASSI now available

~~ ~ ' • Early identification saves lives.

SA S S~I
.,

boomers aged 51-60 who called the
Eldercare Locator this summer said they
are saving annually for retirement, but
over half said they will need to continue
working past age 65.

To help boomers make smart deci-

sions about preparing for retirement, the

Eldercare Locator developed Pich Up the

Pace, a guide to provide boomers with

"catch-up strategies" to reduce debt and

build financial assets. The guide advises

boomers to effect to live long, active

lives and to anticipate changes in their

housing, transportation, and health

needs. It also suggests aging workers

investigate buying long-term care insur-

ance and sharing their estate plans with

loved ones to ensure their wishes are

carried out in the event of their death

or incapacitation.

Copies of the guide are available

online at wwweldercare.gov or by call-

ing the Eldercare Locator toll free at

1-800-677-1116. ■
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Employee issues
are changing.

Keep current with
these important topics!
Performance Resource Press is
proud to announce the addition

of eight new pamphlets to
reflect the growing needs of
the behavioral health field.

Make sure to add these to your
education materials today.

Pamphlet Pricing

Packages
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package

Cost per
package
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Methadone Abuse
Item# 6170
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It "imprint information." 
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• If your imprint contains a logo,

attach the camera-ready black and
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be mailed — we cannot reproduce
from a faxed copy of a logo.

To send your logo or imprint information electronically, call

Customer Service at 1-800-453-7733

— — —
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Understand estion
by John Macynard, Ph.D., CEAI' John Maynard, Ph.D., CEAP

hat should employers look
for in an EAP? That ques-
tion, asked on the cover of

this issue, is the focus of the Journal for
this quarter. I'm not sure I understand
the question.

Does the question imply that all
employers should look for the same
thing(s)? Given the nearly infinite variety
of sizes, structures, styles, histories,
finances, environments, and outlooks
of employers, I can't imagine they should
all be looking for the same things from
an EAP. How in the world could we
know what any given employer should
be looking for in an EAP without under-
standing the employer?

Does the question mean, "What
services should employers look for in an
EAP?" Or does it mean, "What results
should employers look for in an EAP?"
Maybe it means, "What shills should
employers look for in an EAP?" Do we
really think there's a "right" answer to
any of these questions beyond, "It
depends"?

The word "should" confuses me,
too. I think sometimes we might be
asking, "What do we wish employers
would look for in an EAP?" Of course,
each of us may have our own answer to
that question. Some of us might wish
employers would look for whatever it is
we are prepared to sell or deliver. Others
might wish employers would look for
whatever it is that our competitors are
not prepared to sell or deliver. In either
case, are we operating out of our own
needs, or the needs of employers?

VJhy am I spending so much time

John Maynard is chief executive officer of the
Employee Assistance Professionals Association.
Contact him bye-mail at ceoC~eapassn.org.

on the wording and meaning of the
"question?" Because if we ask the wrong
questions, we get the wrong answers. If
we ask questions that ultimately aren't
useful, we get answers that aren't useful.
This may be one of those questions.

It seems to me we have to start by
asking ourselves a different question: Do
we really know enough about what mix
of services, under what conditions, will
lead to particular outcomes for particular
populations within particular organiza-
tions? If not, we have some important
learning to do. Let me tell you why I
say this before I explain more about
what I mean.

If employee assistance is to thrive
as a profession, it has to be seen as a
"knowledge" profession instead of a
"service" profession. Fundamentally,
that means that EA professionals have
a body of hnowledge they can apply to
particular situations, as opposed to a set
of services they can offer. Often we apply
our knowledge through appropriate
services, but it's the knowledge that's
basic and definitive, not the services.

This is an important distinction
because service workers nearly always
find themselves at the commodity end
of the pricing structure. Today's world of
work pays for knowledge, not services.
Services and transactions are outsourced,
usually to the lowest-priced service
provider. Knowledge is leveraged to
create value, and therefore has higher
value in and of itself.

So the first question to ask employ-
ers is, "What results, in business terms,
does this organization need to achieve to
produce competitive success (e.g., lower
unit production costs, less disruption
from absenteeism or turnover, more cre-
ative product designs, better market dif-

ferentiation, greater sales)?" Once we
understand their concerns.in their own
language, we can begin to explore the
next question, which is, "What behaviors
or behavior changes among your man-
agers, employees, and work teams will
contribute to those results?"

This is where the application of pro-
fessional knowledge comes in. Our best
approach is not to promote "shoulds."
Our opportunity is to point out that if

employers want certain results, given
their unique situation, they are more
likely to achieve those results with the
help of particular services provided by
people with particular skills. Our profes-
sional knowledge allows us to develop
recommended solutions to their con-
cerns. Equally important, asking the
right questions shows us how to meas-
ure the success of our recommended ,
solutions in terms they care about.

What are the implications of asking
these questions instead of the "should"
question? It means acknowledging from
the start that EA services provide value
to each employer only if they result in
the business outcomes the employer

needs. It means we can't fall back on
relying on the intrinsic value of any par-
ticular set of services. It means really
understanding the workplace, not just
human services. It means supporting
research within the EA profession that
can help us determine the power of vari-
ous services to deliver outcomes in par-
ticular situations—and being familiar
and open to the results of that research,
wherever it takes us.

What should employers look for
in an EAP? They should look for an
EAP built on the answers to the right
questions. ■
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CAREGIVING COSTS EMPLOYERS
AS MUCH AS $33 BILLION
Responsibilities associated with caring
for family members—typically elderly
parents or aunts and uncles—cost
employers more than $2,100 per
employee annually in lost productivity,
according to a joint study by MetLife,
a leading insurance provider, and the
National Alliance for Caregiving.

Overall, the cost to employers in
lost productivity ranges from about
$17.1 billion (for intense caregivers) to
$33.6 billion (for all caregivers), roughly
$4 billion more in both categories than
the totals in 1997, when the study was
first conducted. An estimated 15.9 mil-
lion caregivers work full-time, with men
slightly outnumbering women.

Other study findings include the
following:
• The cost to replace the roughly

385,000 men and women (approxi-
mately 2.5 percent of employees)
who leave the workforce each year
to care for family members or close
friends is $6.6 billion.

• Workday interruptions of at least one
hour per week for working caregivers
cost $6.3 billion annually.

• Full-day and partial-day absenteeism
by caregivers costs approximately
$2 billion each year.
Additional costs stem from a variety

of factors, including more reliance on

unpaid leave, a reduction from full-time
to part-time status, and missed work
from arriving late or leaving early. To
help reduce these costs, MetLife and the
National Alliance for Caregiving recom-
mend that employers implement elder-
care programs that emphasize individu-
alized care planning and flexible work
arrangements.

More information about the study
is available at wwwmetlife.com.

ASTHMA TRIPLES MEDICAL
COSTS, RAISES INDIRECT COSTS
Workers with persistent asthma—
defined as those who suffer from asthma
attacks at least twice weekly (among
other criteria)—incur direct medical
costs more than three times higher than
workers without asthma, according to
a study of insurance data for nearly
3,000 employees at 17 U.S. companies.

Direct medical costs for workers
with persistent asthma averaged about
$6,500 annually, compared to just over
$2,000 per year for workers without
asthma. There was no significant differ-
ence, however, in costs incurred by
workers with mild persistent asthma—
who suffer attacks at least twice each
week—and workers with severe persist-
ent asthma, who suffer attacks each day.
Researchers concluded that this finding
reflected the low rate of treatment with
inhaled steroids. Fewer than one in ten

Estimated Annual Costs to U.S. Employers
for Full-Time Employed Caregivers

Cost per Total Cost to
Employee U.S. Employers

Replacing employees $413 $6.596
Absenteeism 320 5.108
Partial absenteeism 121 1.928
Workday interruptions 394 6.286
Eldercare crisis 238 3.808
Supervisor time 113 1.808
Unpaid leave 212 3.38B
Full-time to part-time 299 4.76B
Total 2,110 33.628

SOURCE: MetLife, 2006

NOTE: Numbers may not add due to rounding.
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workers with mild persistent asthma.
used inhaled steroids on a daily basis,
compared with 80 percent or more of
workers with moderate or severe asthma.

The study also revealed high indi-
rect costs for workers with asthma. Costs
attributable to disabilities and missed
workdays averaged $924 more per year
for workers with persistent asthma than
for workers without asthma.

The study researchers noted that
because they did not consider the impact
of asthma on productivity, they probably
under-represented the tnze impact of
asthma on the workplace. They empha-
sized that increased use of inhaled
steroid therapy by workers with mild
persistent asthma could make a signifi-
cant difference in the indirect costs
borne by employers.

For more information about the
study, visit the American College of
Occupational and Environmental
Medicine's Website at wwwacoem.org.

MORE EMPLOYERS FIRING
WORKERS FOR E-MAIL MISUSE
Roughly one in four U.S. companies
have terminated workers who misuse
their e-mail privileges, while 2 percent
have dismissed workers for inappropri-
ate instant messaging (IM) chat and
another 2 percent have fired workers for
posting offensive blog content—includ-
ing posts in employees' personal home-
based blogs.

The 2006 Workplace E-Mail, Instant
Messaging, and Blog Survey, conducted
by the American Management Associa-
tion and the ePolicy Institute, found that
three-fourths of the more than 400 com-
panies surveyed have e-mail usage and
content policies in place, but only one in
three have developed e-mail retention/
deletion policies. The failure to enact
and implement'such policies can have
devastating consequences: Roughly 24
percent of businesses have had employ-
ees' e-mail messages subpoenaed, and
inability to produce it can subject a
company to substantial legal and
financial risk.

Other findings of concern include
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the following:
• Half of workers who use the. Internet

download free IM tools at work.
• One-quarter of IM transmissions

contain gossip, rumors, or disparag-
ing information, 12 percent contain
confidential information about the
employer, a client, or an employee,
and 10 percent contain sexual,
romantic, or pornographic content.

• Fewer than one in ten companies
have policies governing the operation
of personal blogs on company time or
restricting the content employees may
place on personal blogs.
The lack of blogging policies is

especially troubling to business experts.
"With SS percent of business blogs ̀fac-
ing out' for customers and other third
parties to read, the lack of written blog
rules is a potentially costly oversight,"
says Nancy Flynn, executive director
of the ePolicy Institute.

For more information about the sur-
vey, visit wwwamanet.org or www.epoli-
cyinstitute.com.

EMPLOYERS MAKING MORE USE
OF PERFORMANCE INCENTIVES
Businesses are trying to hold down their
fixed costs by providing modest salary
increases while also trying to motivate
workers by offering performance incen-
tives, according to a survey of more
than 1,000 large companies by Hewitt
Associates, a human resources consulting
and outsourcing firm.

The survey found that non-execu-
tive salaried workers can expect raises
of 3.7 percent in the coming year, but
that employer spending on variable
pay—individual and team recognition
awards, retention bonuses, and so on—
will comprise 11.2 percent of payroll,
more than three times the average base
pay hike. More than 80 percent of
employers responding to the survey
offer at least one type of variable pay
plan, up from half in 1991.

Employers in major urban areas
such as Houston, Denver, and Los
Angeles, are expected to provide salary
increases slightly above the national

average, as are companies in the energy,
construction/engineering, and aerospace
industries. Across all industries, employ-
ers reported. a 15.7 percent average
turnover rate, and more than one-third
of survey respondents reported having
difficulty attracting and retaining quali-
fied workers.

For more information, visit
www hewittassociates. com.

SCHOOL FOR RECOVERING
TEENAGE STUDENTS NAMED
AFTER EAPA MEMBER
A high school designed for students who
are recovering from substance use disor-
ders and want to complete their educa-
tion in a supportive, drug-free environ-
ment will be named for an EAPA mem-
ber in Boston.

Massachusetts Lieutenant Governor
Kerry Healey announced on Sept. 12
that the state's third recovery high school
will be built in Boston and named for
William J. Ostiguy, a lieutenant in the
Boston Fire Department and director of
the department's EAP. Ostiguy, a recover-
ing alcoholic who has been sober for 35
years, has been a supporter of recovery
schools in Massachusetts.

Recovery schools were first put into
service in Minnesota in 1989 and now
span 10 states. The schools have enjoyed
considerable success at keeping students
in recovery and helping them achieve
their recovery goals. Teenagers attempt-
ing to overcome substance abuse disor-
ders typically experience high relapse
rates upon returning to their local high
school or trade school.

"This is about giving kids a real
chance," Ostiguy said of the recovery
school program. "This program will give
both students and their families the sup-
port they need to maintain their recovery
and get themselves and their education
back on track."

The new school will serve approxi-
mately 50 students in grades 9 through
12. It will join two other recovery
schools in Massachusetts, both of which
opened the first week of September.
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JOB SEEKERS FAVOR FIRMS
WITH CHALLENGING WORK
Employers. that offer opportunities for
challenging and interesting work are
most likely to attract job seekers, accord-
ing to a survey of more than 4,100 peo-
ple looking for employment in 21 coun-
tries around the world.

The survey asked both entry-level
and experienced job candidates to iden-
tify the most important characteristics
they look for in prospective employers.
Challenging and rewarding work was
mentioned by 60 percent, followed
closely by recognition and rewards for
accomplishments (58 percent). Fewer
than one in five j ob seekers said they
value a diverse workforce (16 percent) or
a company that practices good corporate
citizenship (16 percent).

The findings were "remarkably
consistent" from country to country,
according to John Campagnino, global
director of recruitment for Accenture,
a management consulting firm and
sponsor of the survey. Campagnino also
noted aparadox—research shows that
people who work for companies place
considerable emphasis on corporate
citizenship and diversity, while people
looking for work tend to ascribe more
importance to tangible benefits.

For more information about the
survey, visit wwwaccenture.com.

BEST EMPLOYERS FOR OLDER
WORKERS OFFER FLEXIBLE
WORK ARRANGEMENTS
Firms that provide fle~ble work arrange-
ments to help employees accommodate
their personal and family obligations are
popular with workers of all ages but
especially those 50 and older, who often
are "sandwiched" between aging parents
and children. AARP (formerly the
American Association of Retired Persons)
honored several of these organizations
on Aug. 30 when it named its "Best
Employers for Workers Over 50," a
group that includes several health care
systems and facilities but also a car man-
ufacturer, auniversity, and a pharmaceu-
tical company.

The top finisher in the Best
Employers search, now in its sixth year,
is Mercy Health System, a Wisconsin-
based employer with 63 health care facil-
ities, including three hospitals. Mercy
offers numerous flexible work arrange-
ments, such as weekend-only work, an
option to "float" from one facility to
another, seasonal work arrangements
that allow employees to take extended
leave while maintaining their benefits
eligibility, and work-at-home plans.

At Volkswagen, ranked sixth on the
list, some employees can phase into
retirement with part-time work. Retirees
can take temporary work assignments as

Characteristics of Employers Valued by Job Seekers

Characteristic % of Respondents Valuing Characteristic

Offers challenging and interesting work ..... . ........ . ...... . .. . ....60
Recognizes and rewards accomplishments .........................58
Provides opportunity for fast career growth .........................44
Financially strong company ......................................42
People-oriented ..............................................42
Offers flexible work arrangements .. . ...................... . .. . .. . .41
Innovative ...................................................33
Approachable ................................................27
Team-oriented environment . .............. . ......................27
Global company ..............................................26
Offers a variety of work ..................................... ... .26
Smart......................................................21
Collaborative environment . ... . ..... . ............................17
Committed to community/corporate citizenship . . ............... .....16
Offers diverse workforce .......... . ....... . ............... . .....16

SOURCE: Accenture Ltd., 2006

www.eap-association.org

AARP's Best Employers
for Workers Over 50

1. Mercy Health System (Janesville,
Wisc.)

2. Lee Memorial Health System
(Fort Myers, Fla.)

3. Bon Secours Richmond Health
System (Richmond, Va.)

4. Leesburg Regional Medical
Center (Leesburg, Fla.)

5. Yale-New Haven Hospital
(New Haven, Conn.)

6. Volkswagen of America
(Auburn Hilis, Mich.)

7. Massachusetts Institute of
Technology (Cambridge, Mass.)

8. Oakwood Healthcare System
(Dearborn, Mich.)

9. First Horizon National
Corporation (Memphis, Tenn.)

10. Hoffman-La Roche (Nutley, N.J.)

SOURCE; AARP, 2006

they become available, either onsite or
by telecommuting from home.

While honoring the Best Employer
search winners, AARP leaders cautioned
that many businesses still do not recog-
nize the advantages that flexible work
arrangements provide to both workers
and their employers. As evidence, they
noted that nine of the top 10 Best
Employers, including Mercy Health
System, are former winners.

BIPOLAR DISORDER EXACTS
HIGHER TOLL THAN DEPRESSION
U.S. workers with bipolar disorder
average 65.5 lost workdays annually
compared to 27.2 for those with major
depression, according to a survey of
nearly 3,400 workers by the National
Institute of Mental Health (NIMH).

Major depression is more than six
times as prevalent as bipolar disorder,
affecting approximately 6.4 percent of
Americans each year and costing
employers 225 million lost workdays
and $36.6 billion in lost salary-equiva-
lent productivity. Only about 1 percent
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of workers have bipolar disorder in a

year, but study researchers projected

they account for 96.2 million lost

workdays and $14.1 billion in lost

salary-equivalent productivity.

Researchers attribute the higher

relative toll of bipolar disorder to its

more severe depressive episodes rather
than to its agitated manic periods.

About three-fourths of the bipolar

workers responding to the survey

said they had experienced depressive

episodes over the past year, with about

63 percent reporting they also experi-

enced agitated manic or hypomanic

episodes. Other survey findings include

the following:

• The bipolar-associated depressive

episodes were much more persistent

than those affecting workers with

depression, affecting 134-164 days

compared to 98 days for major

depression.

The bipolar-associated depressive

episodes were also more severe than

those of workers with depression.

• All measures of lost work perform-

ance were consistently higher among

workers with bipolar disorder who

had major depressive episodes than

those who reported only manic or

hypomanic episodes.

• Poor functioning while at work

accounted for more lost days than

absenteeism.

The study, published in the

September 2006 issue of the American

Journal of Psychiatry, measured the

persistence of bipolar disorder and

major depression by asking respondents

how many days during the past year

they e~erienced an episode of mood
disorder. Researchers judged the severity

based on symptoms during a worst

month. Lost workdays due to absence

or poor functioning on the job, com-

bined with salary data, yielded an

estimate of lost productivity due to

the disorders.
For more information, visit

wwwnimh.nih.gov ■

Educational Solutions
for your employees' children

Drug/Alcohol Issues
Oppositional Defiant Behavior

Underachievers/Motivational Issues
Attention Deficit Disorders

Learning Disorders

Londa May, M.Ed, C.E.P.
Member of Independent Educational Consultants Association

Certified Educational Planner
Member of EAPA

www.campusselection.com
(281)364-9700

lmay@campus selection. com
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anxiety disorders and alcohol use.
Employers and health plans increasingly
are using disease registries to identify
and track employees with diabetes, car-
diovascular disorder, asthma, and can-
cer. Some are profiling providers' per-
formance in treating patients with these
conditions and developing pay-for-per-
formance incentives. These tools must
be made available to help address EAP
conditions.

In addition, employers should
embrace EAP industry-wide perform-
ance monitoring systems that. use good,
validated tools, such as the PHQ-9 for
depression and the AUDIT for alcohol

problems. They also should conduct
annual standardized health risk
appraisals with validated alcohol, ar~i-
ety, and depression screening questions.

DEVELOPING VALUE-BASED PURCHASING
What about all of the other good things
that EAPs do? What about financial
counseling, legal services, concierge
services, and so on? Do these services
affect productivity? Do they reduce
health care use or improve the efficiency
and effectiveness of health care use? Do
they reduce absenteeism, improve pro-
ductivity, or affect turnover rates?

If the answer to these questions is
yes, then it is reasonable for EAPs to
address these issues. If the answer is no,
EAPs should get out of these businesses
and go back to focusing on EAP condi-
tions and demonstrating the value of
EAP services to employers.

At Ensuring Solutions to Alcohol
Problems, we are very interested in
developing value-based purchasing of
EAPs and workplace behavioral health-
care services. We do not expect that this
outcome can be achieved through the
efforts of the research community or
vendor community alone; rather, it must
be driven by purchasers and patients.

Toward that end, we are working
with business coalitions and employers
to develop an employer-driven bench-
marking and EAP valuation project. By
working together, I hope that the future
of EAPs will be here sooner than
expected. ■

www.eap-association.org



Educate Employees... and
Promote Your Programs

We've got
~ hundreds of low ~
` ' cost products to ~ . ~'

help

~' Pens
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Shirts
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Wellness ~.

All products can be imprinted with your company
name, phone number and message
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Help your employees with

freedom from credit card debt

Services Include:

• Confidential budget analysis at no cost
Uy certified credit counselors

• Complimentary enrollment for all
participants

• Complimentary Money management
certification program

• Preferential services with live counselor
transfer

• Educational workshop programs &
training

• 24-hour account access

AMERICAN CONSUMER CREDIT COUNSELING
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EAPTODAY L Now Available on DVD!
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EAP Todays Orientation
Non-Union: Item #2004)
Orientation gives viewers the basics of employee
assistance —who it's for, how it works and its
purpose. Actual client success stories inspire viewers
to use the EAP. 12 minutes
Union version on DVD: Item #2005)

EAP Todays Supervisor Training
Item #2006)
Supervisor Training helps educate supervisors on
ways to overcome their five biggest objections to
referring an employee to the EAP. 13 minutes

EAP Today: Self Referral
Item #2007)
Self Referral features real-life intervention techniques
and demonstrates the effectiveness of early self
referrals to the EAP. 15 minutes

Complete DVD Library
Includes all three presentations

~ Item #2002) only $389
Plus $24 Shipping &Handling

Any two presentations — $299
Any one presentationon — $179

—also available on VHS —

CALL 1-800-463-733
or visit us at www.PRPonline.nef

— NO-RISK GUARANTEE —
If you're not completely satisfied with any product,

return it within 15 days for a full refund of the purchase price)
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