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Managing Multiple Generations in the Workplace

EAPs can help employers and managers understand the perspectives
of workers from different generations and draw on their strengths
and abilities to enhance workforce performance and productivity.

Winning with Cross-Generational Teams
by Mickey Parsons, MCC, M.Ed., CEAP

Generation-Specific Motivational Strategies
by Alisa Blum, M.S.W.

Understanding Adults with Learning Disabilities
by Paul J. Gerber, Ph.D.

Pec~tuv~es
Reducing Suess among Female Workers
by Andrew Av~vnatczs, M.A., D. C.H
A European initiative to reduce work-life stress among female
employees offers opportunities for EAPs to improve retention
rates, decrease absences, and enhance morale.

Helping Employees Return to Work
by llebov~cth Jacobs
A partnership between an EAP and a disability and leave claims
administrator is helping one employer improve return-to-work
rates and keeping more returning employees from taking leave again.

Psychological Fitness for Duty and Risk Assessment in Ireland
by Mauv~ice Quinlan, David Fishev; Ph.D.,
and Tov~c Muv~phy, CRAP, NCC
Changes to occupational health and safety regulations in Europe
are making it easier for Irish employers to assess the fitness of,
and risks posed by, workers.

European Purchasers' Attitudes toward EAPs
by Kate Nowlczn
EAPs in some European nations may be providing more than
their customers want rather than emphasizing core services
that are still in demand.
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"A few days later, I went to

work and found I just couldn't

do it anymore. I couldn't

answer the phone, couldn't

read my e-mails, and couldn't

meet with my clients. I was

utterly and completely

depleted."

Pam Wyss

"First Person"

www.eap-association.org 1st Quarter 2008 •Journal of Employee Assistance • 1



Four Generations,
One Workforce
by 1Vlczv~icz Luncl, LEAP

popular children's story tells of

several blind men who are

asked to determine what an

elephant looks like by feeling the ele-

phant's body. One blind man touches a

leg and says the elephant is like a pillar;

one feels the tail and says the elephant is

like a rope; one rubs the ear and says

the elephant is like a hand fan. After the

others have finished touching the ele-

phant and offering their opinions, they

argue about who is right. A wise man

explains that all of them are correct.

This story illustrates the principle

of living in harmony with people who

have different belief systems and

demonstrates that the same thing can

be viewed in different ways. In many

respects, it is an apt metaphor for the

challenges of managing multiple gen-

erations in the. workplace.
For employers and their human

resources personnel, the challenges

include engaging workers with different

interests and needs in the same work

environment, finding efficient and effec-

tive ways to communicate with employ-

ees who have different communication

preferences and skills, and motivating

and rewarding employees of all levels

and ages. These challenges essentially

comprise all of the aspects of knowledge

and talent management.

For employees, the primary chal-

lenge is simply to work alongside those

with different values and work habits

without feeling judgmental or frustrated.

If that challenge can be overcome, real

learning and growth can occur.

The presence of multiple genera-

tions in the workplace also creates sev-

eral opportunities, such as enhancing

the power of collaboration by taking

advantage of many minds and perspec-
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fives. Other opportunities include strati-
fying work (asks so each person can
focus on what he or she does best, en-
hancing services and products for cus-
tomers, and developing the capability
to shift and flow with market turns.

Multiple generations in the work-
place also create opportunities for EAPs
to help human resources personnel,
managers, and employees be at their
best. Employee assistance professionals
can provide organizational consultation,
management training, and employee
consultation, thereby allowing human
resources staff and managers to devote
time to developing and executing plans
to maximize the effectiveness of the
workforce.

This issue of the Journal discusses
concrete ways that EA professionals can
help meet these challenges and make the
most of the opportunities. One article
describes how coaching can transcend
generational barriers to help facilitate
trust, dialogue, and mutual respect
among workers to leverage their
strengths and create positive results.
Another article explains how to help
employees and their managers develop
ideas for increasing motivation and,

thus, improving performance. A third

article discusses how employers and
managers can best accommodate the
growing number of young adults who

received school-based accommodations

for their learning disabilities and are now

entering the workforce.
In addition to these theme articles,

the Journal also contains a feature on

how one large employer uses its EAP to
coach employees who are returning to
work from disability leave. This issue

also contains three articles that discuss
EA developments in Europe, including

Maria Lund

using EAPs in Greece to assist working

women and in Ireland to conduct fit-
ness-for-duty examinations.

Finally, I would like to share with

you the editorial calendar for the
remainder of 2008. The quarterly

themes are as follows:
• Q2: EAPs and the Electronic Society
• Q3: The Integration of Physical and

Mental Health
• Q4: Fee Systems for EAPs

If you have any particular topics
you would like to see addressed as part
of these themes, please don't hesitate to
let me know

EAPA Coznvnuniccztions
Advisory Subcovnn2ittee

Maria Lund, Chair •Columbia, S.C.
(803) 376-2668

mariapageC~mchsi.com

Mark Attridge •Minneapolis, Minn.
(763) 797-2719

mark~attritlgestudios. com

Nancy R. Board •Seattle, Wash.
(206) 523-6323

nancy. board@ppcworldwide.com

Tamara Cagney •Livermore, Calif.
(925) 294-2200

tcagneyC~3sandia.gov

Joan Clark •Myrtle Beach, S.C.
(843) 449-8318

copingeapQsc.rr.com

Mark Cohen •Rockville Center, N.Y.
(516) 536-1570

mcoheninticons@aol.com

Donald Jorgensen •Tucson, Ariz.
(520) 906-9148

don~jorgensenbrooks. com

Eduardo Lambardi •Buenos Aires, Argentina
5411-4706-0390

elambardiC~3eaplatina.com

Bruce Prevatt •Tallahassee, Fla.
(904) 644-2288

bprevatt@admin.fsu. etlu

David Sharar •Bloomington, III.
(309) 820-3570

dsharar@chestnut.org

www,eap-association.org

f:.



A Call to Action

In the 4th quarter 2006 issue of the
Journal, Dale Masi and David Sharar

discussed three "crises" within the
employee assistance industry—the rela-
tionship (or lack thereofl between EAP

prices and performance, the ̀ free" EAP,

and procurement problems. To address
these crises, Masi and Sharar proposed

developing a foundation to support

research into performance measurement:

The field's professional associa-
tions, EAPA and EASNA (the
Employee Assistance Society of

North America), should form a

performance measurement council
in close collaboration with a stake-
holder group such as SHRM (the
Society for Human Resource
Management) and create a core

measurement set and common

data tools. A foundation could be
formed to organize and support
the work of this council. A modest
commitment of funds and a rea-
sonable degree of collaboration
would enable this type of project
to revolutionize the field.

Partly in response to this article,
Carl Tisone drafted a "Call to Action,"
the full text of which can. be found on
www.eapfoundation.org. Following are
excerpts from his declaration:

[P]roductivity is not aone-way street for
employers; it is the life-blood of every
vibrant, growing, and job-producing
organization. In fact, our most funda-
mental assumption in the EA field is
that our work benefits both employer
and employee; our survival over the

Educate Employees... and
Promote Your Programs

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

help

Pens

--- - 

Key Tags 

- --.._JMagnets
FASTIIXIEA1fEHi Stress cards ~~~-~ --~•--• —~

w~"~~ Caps c•.~~

Shirts
°"+ ~' ~ ~`" Brochures

'~ Slide Guides
Health &
Wellness

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

past 40 years reflects this assumption,
despite the lack of hard-core, reliable
research data.

I believe, however, that the time
is ripe for a more coordinated effort
between the provider community and
the non-aligned professionals and aca-
demics in the field to lay the foundation
for the next 40 years of our industry. In
fact, it is a "Foundation" that I wish to
propose.

We need to restore and re-invigorate
the EA profession. Or maybe we need to
re-invent it. Perhaps we need to recog-
nize that we never really were a "profes-
sion," at least not in the same way that
doctors, lawyers, psychologists, and
social workers are.

But as behavioral healthcare profes-
sionals who address vital issues impact-
ingboth the "world of health" and the
"world of work," we have a wealth of
expertise to offer. Our unique focus

continued on page 5
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LETTERS conCinued f rom page 3

on the niche in which employee and
employer interests intersect has not been
addressed by the professions of psychbl-
ogy, medicine, and social work, except in
a marginal fashion. Only a very few aca-
demics, such as Paul Roman, Dale Masi,
Paul Maiden, and a handful of others,
have embraced and attempted to prom-
ulgate [employee assistance]. My hat is
off to these friends and colleagues, but
what we really need is hundreds if not
thousands more like them publishing
cost-effectiveness and efficacy studies in
the Harvard Business Review and other
major health and business publications.

It is time for "professionals" and
"providers" alike to pull together to
revive our profession and raise it to a
level where we can truly optimize our
effectiveness. This will require focus,
commitment, and a refusal to engage
in turf wars.

I call especially on the professional
EAP associations, along with both not-
for-profit and private sector providers, to
support the creation of an independent
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EA research body. Its purpose would be
to bring professional legitimacy to our
field through the funding and conduct
of high-level, academically rigorous
research on the efficacy of EA [program-
ming] and its many components.

I in no way mean to discount the
many efforts that have been undertaken
in the past. Nonetheless, I believe it is
time to elevate the field to a new level
of practice with the establishment of
a highly respected, self-perpetuating
independent body that shines a beacon
of professionalism upon our EAP
endeavors, whether as "professionals"
or "providers."

As suggested in the Sharar/Masi arti-
cle, Ipropose to create anot-for-profit
foundation, unaligned with any EAP
provider or professional interest group,
to develop funding for rigorous inde-
pendent academic research into the effi-
cacy of employee assistance policies,
strategies, and intervention tactics. I
envision an organization that is inclusive
in its participation requirements but
strictly independent in its mission to
seek empirical proofs of EAP efficacy.

I N T E R N A T I O N A L

• ASSOCIATION •
LABOR • MANAGEMENT • CONSt1 LTANTS

EAPA Mission Statement
To promote the highest standards of
practice and the continuing development
of employee assistance professionals
and programs.

The Journal of Employee Assistance (ISSN 1544-
0893) is published quarterly for $20 per year (from
the annual membership fee) by the Employee
Assistance Professionals Association, 4350 N.
Fairfax Dr., Suite 410, Arlington, VA 22203.
Phone: (703) 387-1000.

Although the organizational structure is
quite fluid at this stage, the foundation
would most likely comprise an advisory

board, a funding component, a decision-
making council, and possibly a publica-
tion arm.

I am not proposing anything revolu-

tionary here, and there are many others

who have voiced similar sentiments.
What I hope to stimulate, however, is

the momentum required to overcome
the inertia caused by the overwhelming
daily demands of our work. The forma-
tion of this EAP foundation may not be

as urgent as our desire to win the next
competitive bid, but I would contend

that, in the long run, it is actually more

important.

It is time for the EAP field to over-

come the "tyranny of the urgent," mov-

ing from our perceived image as a "field"

to that of a true "profession." We will

need to pull together as never before in

order to achieve success.

Carl R. Tisone

St. Louis, Missouri

www eapfoundation.org
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Reducing Stress among Female Workers
A European initiative to reduce work-life stress among female employees offers

opportunities for EAPs to improve retention rates, decrease absences, and

he growth in the number of
households with dual earners
or single parents has created a

concern that many workers will face at
some stage in their lives: how to balance
employment and family responsibilities.
Work-family conflict reduces one's
"value attainment," which may lower
both job and life satisfaction (Perrewe
et al. 1999).

This concern is of particular interest
to women. Women still shoulder the
majority of responsibilities at home,
which adds considerably to their daily
work load. The combination of home
and work responsibilities reduces their
personal time, causing unattended needs
and desires to accumulate (European
Agency 2003).

Although part-time work has pro-
vided asolution for some women, the
cost—in terms of reduced income and
limited opportunities for jobs and pro-
motions—is often high. Even those who
work full time face enormous obsta-
cles—they are under-represented in
managerial positions and in decision-
making processes and are more likely to
be bullied, harassed, or treated unfairly.

Jobs that historically have been per-
formed by women are often more emo-
tionally demanding, tend to be people-
oriented (e.g., dealing with pupils,

AndrewArmatas co-developed and headed one
of Greece's first EAPs (www.ergonomia.gr). He

currently conducts coach-
ing programs and pro-
vides training in brief
therapy and coaching
principles. He can be
reached at
armatasaQin.gr or
(0030) 210-3808656.

www. eap-association , org

enhance morale.

patients, or customers), and usually
require the provision of caring, nurtur-
ing, and support. Yet these jobs--teach-
ers, nurses, secretaries, and social work-
ers come to mind—also typically lack
social recognition and status (European
Foundation 2001; Fotinatos-Uentouratos
and Cooper 2005).

In sum, there are substantial dif-
ferences between the working lives of
women and men that need to be taken
into account when offering support
services to work organizations. These
differences are some of the issues that
EQUAL, a European Union (EU) initia-
tive, aims to tackle through the provision
of services such as counseling and
coaching working women (European
Commission 2007).

STRESS MANAGEMENT COACHING
The debt management and collections
section of the Mellon Group of Com-
panies was one of the first employers in
Greece to take advantage of EQUAL.
The company has a predominantly
female workforce—women comprise 78
percent of its workers and outnumber
men in middle management positions.
In addition, about 40 percent of women
in the company hold executive posts.

Provisions for balancing the profes-
sional and personal obligations of female
employees, such as flexible work sched-
ules (Halpern 2005), have been in place
for years. However, cumulative high lev-
els of stress resulting from work-life con-
flict led many women to reduce their
work hours or request leave without pay.
This problem is not unique to Mellon:
Greece ranked worst in a survey of 15
European countries in perceived risk
from occupational stress (Daniels 2004).

To help reduce stress among its
female workers, Mellon was allocated
more than 200 hours of counseling
through EQUAL. EQUAL is part of an
EU strategy, funded by the European
Social Fund and matched by national
expenditures, to promote a better model
for working life and ensure that nobody
is left out—especially those who are at a
disadvantage. Any activity that may con-
tribute to its mission is encouraged, such
as training, coaching, counseling, con-
sulting, policies that promote equality in
the workplace, and programs aimed at
improving work-life balance. Thus, EAP
professionals are uniquely qualified to be
involved in this program.

Most of the counseling was con-
ducted in groups to enable more women
to benefit from the program. A certain
number of hours was dedicated to indi-
vidual counseling for those most in
need. The following approach was used:
• Five women formed each group;
• Meetings were held once a week for a

total of 10 weeks;
• Meetings were held in the workplace

during work hours;
• Each session lasted 90 minutes; and
• The focus of each meeting was on

managing stress arising from work
and personal obligations.
It may be important, at this point,

to distinguish coaching from counseling.
Put broadly, coaching focuses on en-
hancing well-being and building per-
formance in non-clinical populations.
The British Psychological Society's
Special Group in Coaching Psychology
has adopted Grant and Palmer's (2002)
definition of coaching ,psychology:
"Coaching psychology is for enhancing
well-being and performance in personal

1st Quarter 2008 •Journal of Employee Assistance ~ 7



life and work domains underpinned by
models of coaching grounded in estab-
lished adult learning or psychological
approaches."

The group sessions were attended
mostly by female employees who did not
have presenting issues that affected their
work and personal lives (those who did
were referred for individual counseling.
Thus, the work carried out in group ses-
sions was predominantly stress manage-
ment coaching. The content was kept as
simple as possible, and free time was
always made available to discuss issues
that arose during the meetings.

The content was organized into fow-
phases:

Phase #1: Understanding stress
responses. This phase included infor-
mation about physical and emotional
stress responses. The focus was on nor-
malizing stress responses and emphasiz-
ing that it is appropriate and reasonable
to react with some arixiety to many situ-
ations that occur in everyday life. We did
not 'want any participants to view them-
selves as "ill" or "weak" because of their
responses to such situations. One cannot
cope effectively with such a negative self-
perception.

Phase #2: Developing a stress
scale. Participants were introduced to
the use of a 10-point stress scale as a
self-monitoring device. Participants cre-
ated personalized scales (0=calm,
10=worst sCress/panic) using their own
stress reactions (see Table 1).

Phase #3: Utilizing skill-based
interventions and guidelines. This
stage included specific guidelines and
strategies to help participants manage
their stress more effectively. The tips
included the following:
• L.earning when intervention is effec-

tive based on the individual stress
scale. Most people experience prelim-

inary signs that aru~iety is Building up
before they reach the "point of no
return," By identifying the prelimi-
nary warning signs and understand-
ing the point at which control is lost,
one can plan interventions when best
able to apply them.

• Practicing a simple abdominal breath-
ing exercise and using it to manage

Table 1: Example of Individualized Stress Scale

0 10 Outbursts (yelling); giving up; crying

0 9
U

~8o

°~ 7 All previous manifestations, but more intense; feelings of anger
a~
Q~:, 6 Accelerated heart rate

5 Sweaty palms; hot flashes

`o
4 Tension headaches; difficulty concentrating; toilet visits

3 Increased restlessness; ge$ting nervous
0
~ 2 Butterflies in stomach and thoughts of "here we go again"

1

0 Calmest possible

stress while working.
• Identifying one's own cognitive dis-

tortions (from a list of the most com-
mon distortions) and using self-talk
accordingly.

• Applying asolution-focused self-help

strategy to encourage developing

solutions to future problems.
• Practicing relaxation techniques to

improve the ability to cope in situa-

tions that are expected to be stressful.

• Using simple communication strate-
gies with an eye on reducing interper-

sonal conflicts at work.
• Employing self-care techniques, in-

cluding regular exercise, good nutri-
tion, attending to one's needs, asking
for help, and so on.
Phase # 4: Developing an individ-

ual action plan. In this phase, partici-
pants were encouraged to put all the
information together and develop an
action plan for future reference and
practice.

LEVEL OF SATISFACTION

Attendance and participation in, and sat-
isfaction with, the EQUAL program
exceeded all expectations. The evalua-
tions were very positive and contributed
to the Mellon Group being named, for

the first time, one of the "20 Best Work-
places" in Greece.

The news of EQUAIs success spread
fairly quickly. Several years ago, fewer
than a dozen companies took advantage
of this EU initiative; this year, the num-

ber of applications has risen to about

150. It is anticipated that even more
applications will be received next year.

Based on the experience of the
Mellon Group and other companies that
were offered these services, a set of 10
tips has been developed for EAP profes-

sionals who wish to conduct coaching

group sessions to reduce stress among
female workers:

1. Always make the sessions voluntary

(and make sure the employer under-
stands what "voluntary" really means
before you start conducting the ses-
sions or else the results will be com-
promised).
If possible, run parallel programs for
senior-level staff to minimize potential

resentment among employees who
may feel they are the only ones mak-
ing an effort.
Don't forget to address cultural differ-
ences by making any necessary ad-
justments, whether in the content of

the sessions, the way the information
is presented, how the session is con-

ducted, and so on.
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4. SCart with personal issues to increase
participants' motivation, then shift the
discussions to work issues.

5. Be on time aid don't be too hasty to
leave when time. is up.

6. Conduct a couple of anonymous eval-.
uations (whether unofficial or official)

throughout the course of the sessions.

7. Be practical; restrict theory.

8. Conduct the sessions during work

hours (employees' free time is limited
as it is).

9. Keep handouts brief and to the point;

avoid elaborate explanations and
descriptions.

10. Go the extra mile to show you care

(e.g., if a mother says she is having

difficulty with child discipline, share

some relevant information with her at

the next meeting—a handout, a book

title, or information on a community
parenting group). ■
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Helping Employees Return to Work
A partnership between an EAP and a disability and leave claims administrator is
helping one employer improve return-to-work rates and keeping more returning

employees from taking leave again.

f you aslc disability management
(DM) professionals to identify the
primary focus of the programs

they administer, most will refer to get-
ting employees to return to work as
soon as it is safe to do so. This goal is a
win/win situation for both the employer
(by improving the company's productiv-
ity) and the employee (by improving
current and future earnings).

Most DM professionals will also
agree, however, that returning employ-
ees to work is one of their biggest chal-
lenges—and it's just one challenge.
There's also the challenge of getting
employees to stay at work once they're
back at their jobs. Awell-managed DM
program often helps an employee return
to work before the expected termination
of disability leave, but finds that the
worker may return to disability leave
within a short time. Even if the em-
ployee stays at work, s/he may not be
fully productive, thus presenting another
challenge known as "presenteeism."

A growing number of employers
and DM professionals are starting to
realize that behavioral health issues are
driving these challenges and hindering
their goals of safely returning employees
to productive work and keeping them at
their jobs. Behavioral health issues are
among the top three reasons employees
miss work, and the incidence may be
higher given that many workers do not

Deborah Jacobs has worked in disability man-
agementfor more than 17 years and currently
manages Southern California Edison's disability
and leave programs. She also serves as vice
president of the Southern California Chapter of
the Disability Management Employer Coalition
and as an employer advisor to the national
organization.

by Debo7~czh Jacobs

report behavioral health problems due to
the stigma attached to them. Even more
common are behavioral health issues
with accompanying physical diagnoses.
An illness or injury is a major life stres-
sor and contributes to employees experi-
encing behavioral health problems for
the first time or suffering a relapse or
escalation of an existing problem that
had been under control.

Another common phenomenon
occurs when an employee who has been
on extended disability leave receives an
extension of leave a few days before s/he
is scheduled to return to work. A num-
ber of DM professionals have noticed
that some employees in this situation
start to develop apprehension and ar~i-
ety about their impending return to
work. They worry about how their boss
and co-workers will treat them, whether
they will be expected to jump right in
and perform at full capacity, and
whether they will be able to handle
any changes that may have occurred
while they were off work.

These employees may have good
reason to be concerned. Most supervi-
sors have not received any training on
how to handle an employee's return
from, disability, and a number of them
say things that exacerbate rather than
mitigate a returning employee's stress.
Co-workers, meanwhile, usually have
been negatively affected by the em-
ployee's absence and may be suspicious
of an "unofficial vacation." (Due to confi-
dentiality laws, many co-workers do
not know the reason for an employee's
absence, especially if the employee is on
leave fora "hidden" behavioral health
issue). These concerns may cause the
employee to seek an extension a few

days before returning to work or to take
disability leave again in the near future.

FORMING A PARTNERSHIP

What are concerned employers sup-

posed to do? Some provide training for
their supervisors, but because these situ-
ations are intermittent, many managers
forget what they learned in the training
sessions. Some employers offer perform-
ance or financial incentives, with some
success. More recently, employers have
begun using behavioral health special-
ists—in the form of employee assistance
professionals—to help them address
these challenges. At Southern California
Edison (SCE), one of the largest investor-
owned electric utilities in the nation, the
DM team decided to do just that.

In looking at their absence data,
SCE disability managers found behav-
ioral health-related diagnoses were con-
sistently one of the top three reasons
employees missed work. In addition, the
data revealed a high rate of behavioral
health diagnoses with accompanying
physical diagnoses. One of the most
troubling concerns was that approxi-
mately 30 percent of the employees who
returned to work went back on leave
again in a relatively short period of time.

SCE's DM team suspected that a
number of the barriers and obstacles
affecting employees' ability to return to
work and/or stay at work were either
behavioral health-related or unrelated to
their disability. In an attempt to address
these challenges, SCE utilized existing
resources and worked to forma partner-
ship between its third-party disability
and leave claims administrator (Sedg-
wick, CMS) and its EAP vendor
(Horizon Healthcare).
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Sedgwicic, CMS disability and leave
claims examiners have the first opportu-
nity to determine whether employees
who miss work have behavioral health
issues or other nondisabiliry=related
obstacles in their lives that may affect
their ability to return to and/or stay at
work. With specialized training, the
examiners are better able Co recognize
and respond to these problems.

The parties met and decided to have
EA professionals conduct trainings for
the disability and leave examiners. The
EA professionals reviewed how to iden-
tify certain "red flags," which became
agreed-upon triggers for the examiners
to transfer the case to the EAP.

Both groups were pleased with the
results of the training, and the disability
and leave claims examiners now use this
process whenever a trigger is identified.
SCE decided to try to build on this im-
provement and launched a pilot program
in January 2007 called "Return-to-Work
Job Coach."

COACHING THE RETURN TO WORK

Return-to-Work Job Coach uses the dis-
ability and leave adminisCrator to identify
potential cases for referral to the EAP.
The DM team agreed that all employees
who have been off work for more than
90 days and have an expected return-to-
work date within the next 30 days will
be referred.

Disability and leave examiners exer-
cise discretion iE they think the medical
condition makes it unlikely the em-
ployee will return to work within the
30-day period. In addition, the examin-
ers refer any cases where there are
known issues with the worksite or the
employee's supervisor or if there is
potential for violence. An examiner
can also refer a case if the employee or
supervisor has displayed distress about
the employee's return to work.

The EAP trained some of its staff to
handle these cases. Known as "return to
work coaches," their goals are to prepare
employees to return to work and help
them resolve any issues that may make
their return difficult. Upon referral from
the disability and leave examiners, the
coaches reach out to employees who are
scheduled to return to work, explain. the

program (including the fact dzat is is vol-
untary), and clarify that their role is dif-
ferent From the disability/leave examiner's
role. The coaches also reach. out to
supervisors and offer ideas about how
they can help make the transition back
to work proceed as smoothly as possible.

Since Horizon Healthcare has had a
long relationship with SCE, the return-
to-work coaches were very familiar with
the variety of benefits and programs the
company offers its employees. The
coaches would try to connect employees
to these internal resources and also to
external resources (if needed) to help.
reduce the barriers to returning to work.

The pilot was very successful. Over
six months, 53 of the S8 employees who
were contacted by coaches agreed to par-
ticipate, and 80 percent of them (and 92
percent of supervisors) gave the program
a favorable rating. Although only 60 per-
cent returned to work on or near their
expected return date, all of those who
returned stayed on the job, compared to
SCE's previous experience of only 70
percent staying at work.

A number of employees required
referrals to other resources to resolve
issues that were complicating their
return. These resources included face-to-
face and telephonic counseling with EA
professionals, legal specialists, retirement
program representatives, and SCE's
work/life vendor, which assists employ-
ees with child care and elder care issues.

SCE was thrilled with Che improved
stay-at-work rates, and some of the case
scenarios showed the program made
considerable progress in improving
employees' lives and addressing supervi-
sors' concerns. Ultimately, SCE expects
this program to not only improve pro-
ductivity but enhance employees' trust
in, and loyalty toward, the company.

Sedgwick, CMS has also benefited
from the program—it has helped the
firm's examiners look at employees in a
more holistic way, including identifying
psychosocial issues that affect disability
and duration of leave. The program also
has heightened examiners' awareness of
the impact that supervisors and co-
workers have on employees who are
returning to work and has challenged
them to listen more carefully when eval-

uating cases. Finally, is has allowed
examiners to refer employees to other
resources without fear they will overstep
their professional expertise.

The EAP, meanwhile, found that
focusing on changing employees' mind-
sets to emphasize their strengths and
accomplishments versus their weak-
nesses and the limitations of their ill-
nesses improved return-to-work results.
The program also was a great opporCU-
nity for EA professionals to learn how
disability programs work. While they
did encounter some resistance from a
few employees, they were very pleased
at the extent to which employees and
supervisors were receptive to the pro-
gram and amazed at the number of
issues. they identified that otherwise
would have stayed "underground."

CHALLENGES AND OPPORTUNITIES

As with any new underCaking, this pro-
gram faced several challenges. For exam-
ple, it is always tough to make an effec-
tive business case for a program that
requires time and money. Fortunately,
this program exemplifies a number of
SCE's values and has shown very positive
results. Another challenge was that
coaches experienced some difficulty
reaching employees and had- to make a
lot of follow-up calls. Additionally, there
were mixed messages—the coaches were
saying they wanted to help, but the dis-
ability/leave vendor would have to cut
off an employee's disability income if
s/he remained on leave for non-disabil-
ity-related issues.

Currently, SCE is working on imple-
menting the program throughout the
company. In addition, SCE may increase
the use of the EAP by having EA profes-
sionals perform behavioral health case
reviews and peer-to-peer calls on behav-
ioral health disability claims. SCE hopes
to identify patterns where it can perform
larger group interventions (e.g., targeting
particular work locations with high lev-
els of behavioral health issues). If the
program is as successful as expected,
SCE would also like to look at using the
job coach concept with employees and
supervisors as situations arise at work
rather than waiting until an employee is
on disability leave. ■
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Psychological Fitness for Duty and
Risk Assessment in Ireland

Changes to occupational health and safety regulations in Europe are making it
easier for Irish employers to assess the fitness of, a.nd risks posed by, workers.

n March 2000, European Union
(EU) heads of state agreed on an
ambitious goal: to make the EU

"the most competitive and dynamic
knowledge-based economy in the world,
capable of sustainable economic growth
with more and better jobs and greater
social cohesion."' Subsequently, the
Lisbon Agenda, named after a 2005
summit held in Portugal, called for high-
level integration of social and economic
policy to strengthen the EU's capacity to
promote entrepreneurship and acquire
information society technologies.

The European Commission has
encouraged EU member states to
develop sCrategies in line with the
Lisbon Agenda that will support Che
psychological needs of workforces that
are facing increased business competi-
tion while growing ever more culturally
and racially diverse. Under Ireland's
Safety, Health and Welfare at Work Act
of 2005, which in some ways mirrors
the Lisbon Agenda, employers have a
"duty of care" to their employees. This
duty requires preventing exposure to a
wide range of psychological stressors,
including critical incident stress (arising
from industrial accidents, fires, and
explosions) and workplace violence
(including assaults, workplace bullying,
and intoxicants).

A review of recent events in Ireland
shows that the focus on psychological
health is warranted. First, Ireland has
experienced many highly publicized
workplace murders involving guns

Maurice Quinlan is director of the EAP Institute in
Waterford, Ireland. David Fisher is a licensed psy-
chologistand president of PsyBar LLC. Tom
Murphy is president of Spenser &Associates, a
consulting and coaching firm.

(despite the relative unavailability of
firearms), knives, and beatings, and in
one incident an individual set himself
on fire. The emotional toll of these inci-
dents has not gone unnoticed—Ireland's
Health and Safety Authority has placed
an especially high level of importance
on the prevention of violence and the
assessment of employee risk.

Second, a recent national surveyz of
1,000 adults in Ireland found that 11
percent of people had experienced a sig-
nificant mental health problem in the
past year, and one in five people in this
group were caring for or related to a psy-
chologically distressed person. Overall,
alcoholism, depression, and suicide were
Che most worrisome mental health prob-
lems reported.

Finally, workplace-related stress
claims are now common in Irish courts.
In one of these cases, McGrath v Trin-
tech Technologies Ltd., the plaintiff
claimed to have been psychologically
affected by the conditions he faced when
posted abroad by his employer. The
High Court accepted that the employee
had suffered psychological problems as a
result of the workplace environment, but
it dismissed his claim on the grounds
that the employer could not have fore-
seen that the plaintiff's health would be
affected by the specific work conditions.

The court affirmed, however, that
the. employer's degree of compliance
with the requirements of the 2005 act
should be considered in legal claims
involving psychological stress. This deci-
sion may encourage employers and EAPs
not only to consider the risks associated
with psychological stressors at the work-
place, but also to obtain psychological
fitness-for-duty evaluations (FFDEs).

EMPLOYEE AND EMPLOYER DUTIES

The Safety, Health and Welfare at Work
Act of 2005 does not focus solely on
employers—it also places a burden on
employees to inform their employer if
they believe they are suffering from a
physical or mental disease or impair-
ment that would likely cause them to
expose themselves or others to risk.
After learning of such a condition or the
use of an intoxicant, the employer can
remove the employee from the work-
place and may also require other meas-
ures, including drug testing, psychologi-
cal and psychiatric FFDEs, or modified
workplace activities.

As in the United States, the vast
majority of employee assistance pro-
grams in Ireland do not perform psycho-
logical and psychiatric FFDEs. These
assessments generally are not consideYed
part of European EAP/employer con-
Cracts; rather, they are seen as forensic
(medicaUlegal) rather than treatment
services. Instead of performing these
evaluations in-house, European EAPs
frequently rely on occupational health
physicians, who are on the employer's
payroll, to perform these assessments.

In fact, prior to the 2005 act, the
Irish employer often was limited to
using these in-house physicians, who
frequently have little training in behav-
ioral health and mental illness. Also,
because these doctors work for the
same employer as the employees they
are treating, their neutrality can easily
be questioned.

A similar concern about neutral-
ity arises regarding treating doctors.
Consider the treating professional who
believes that his or her potentially vio-
lent patient might feel better after return-
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ing to work. The dilemma Facing this
doctor is whether he or she would rec-
ommend reinstatement to help the
patient (despite the risks to the em-
ployer) or suggest that the patient stay.
home (thus sacrificing the patient's
opportunity to recover).

However, when further legislation
regarding workplace safety and health is
considered, it might be written in such a
way as to grant employers greater flexi-
bility in selecting the professionals who
will perform the evaluations. With this
change, it might be easier for a neutral
party, rather than the EAP or employer,
to oversee the FFDE process. (This
model is currently widespread in the
United States.)

A third party would have the oppor-
tunity to (among other things) impose
quality standards on the assessment
process. These standards could include
the use of independent doctors who will
not have conflicts of interest, such as
those that occur when doctors and
employees have the same employer.

Also, legislative changes might result
in more psychological 'and psychiatric
assessments being completed by trained
mental health professionals. The changes
may also allow the use of more "forensic"
doctors, who have expertise in perform-
ing forensic evaluations designed to
withstand the scrutiny of Irish courts.
Forensic experts have higher levels of
training in the use of such assessment
procedures as structured interviews and
objective psychological testing. By per-
forming specialized forensic evaluations
in greater numbers, Irish mental health
professionals may be afforded even
greater opportunities to collect and uti-
lize critical normative psychological test
data related to the assessment of psycho-
logical fitness for duty and risk.

BEST PRACTICES TRAINING

In anticipation of the possibility of fur-
ther legislative changes, the EAP Institute
endeavored to educate the Irish business
and EAP communities about the stan-
dards for psychological and psychiatric
FFDEs that have evolved in the United
States. The Institute's objectives are (and
have been) to adapt the FFDE proce-
dures that-have been developed in the

United States and elsewhere to the
requirements of Irish law. Key eleinenls
of this process include (1) using only
independent psychologists and psychia-
crisEs to perform evaluations, (2) devel-
oping consistent evaluation protocols
that include objective psychological tesc-
ing, and (3) engaging a neutral third
party (such as an "FFDE facilitator"')
to oversee these examinations.

The EAP Institute conducted a
series of training seminars in 2007 and.
plans more in 2008. A diverse group of
workplace professionals, including
human resources specialists, health and
safety managers, occupational health
nurses, and employee assistance profes-
sionals, have attended.

There was strong consensus from
those attending that these procedures
could be adapted to the needs of Irish
employers. Consequently, some
European EA professionals are now
working toward a model that employs
independent evaluators, which is similar
to the independent FFDE facilitator
model previously introduced into the
United States.

Fitness-for-duty evaluation prac-
tices, as they have developed in the
United States, could be of considerable
assistance to the Irish EAP/human
resources professional in helping
employers meet the cultural, legal, and
economic challenges facing them. All in
all, Ireland is making great strides in
adapting to an increasingly competitive
international marketplace. Its advances
in this area will likely continue to
depend partly on the evolution of its
EAP practices, which include attending
to the assessment of psychological fitness
for duty and violence risk. ■

Notes
1 Commission of the European
Communities. 2001. Towards a strategic
vision of life sciences and biotechnology:
Consultation document. Brussels,
Belgium.

2 Health Service Executive. 2007. Your
Mental Health: A mental health aware-
ness campaign. Information available at
http://yourmentalhealth. ie.

3 Fisher, D.C. 2004. Psychological Fitness
for Duty Evaluations: BesC Practices for
the Employer and the EAP. Minneapolis,
Minn.: Psybar L.L.
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European Purchasers'
Attitudes toward EAPs

EAPs in some European nations may be providing more than their customers
want rather than emphasizing core services that are still in demand.

he Employee Assistance
European Forum (EAEF) has
been concerned for some time

that the EAP "product" has been deval-
ued and "commoditized." In 2007, the
EAEF commissioned some research to
provide empirical data on purchasers'
perceptions of these programs. The
Forum felt the research would add a
useful dimension to existing literature by
providing the views of human resources
managers (HRMs) and an understanding
of the European EAP market.

Although EAPs can be defined in

many ways—the EAEF defines Chem as
"work-based programs] to improve or-

ganizational performance through the
provision of structured management

and employee support services (EAEF

2004)—they are now mostly seen as
programs designed to help work organi-

zations address employee behavioral

problems that cause (or could cause)

productivity issues. They accomplish

this by helping employees and their

families resolve personal concerns such

as marital, family, emotional, eldercare,

drug, and stress problems.

Increasingly, work-life and other

health and general wellness programs

are also seen as part of the "core tech-

nology" of EAPs. In some countries
(particularly the United Kingdom),

information services; occupational

health products, and concierge-type
services are bundled with EAP serv-
ices to make up a total approach to

Kate Nowlan is secretary of the Employee
Assistance European Forum and chief executive
of CiC, a leading provider of EAPs in the United
Kingdom,

employee health and welfare.
The EAP market in Europe as a

whole is as yet fairly undeveloped, but
the EAEF is keen to promote the highest

standards of. practice and develop the
EA offering in a growing number of

European countries. At present, the
Forum has a membership of approxi-

mately 50 EA professionals from 15-plus

countries. EAP work is often provided in

countries like Germany and France by
occupational social workers, in contrast

Co the more traditional "counseling"

model used in the United Kingdom,

Denmark, and Ireland.

Nano ~ nennuErs
The Robert Gordon University in

Aberdeen, Scotland, was contracted to

carry out the research. The principal

investigators were Tony Buon, a part-

time lecturer at the Aberdeen Business

School wiCh 25 years' experience in the
EAP and human resources management

fields, and John Taylor, senior lecturer at

the Aberdeen Business School and head
of the Department of Human Resource
Management.

The research set out to explore the

perceptions of EAP buyers in four key

European countries and answer the fol-

lowing questions:
• How do HRMs (the purchasers) per-

ceive the EAP product and what

components do they believe should

comprise an EAP? Are there any addi-

tional components they would like to

add to their EAP (or any additional

services they think it should offer)?

• How did they purchase their EAP

(tender, recommendation; bundled,

etc.)?
• What differences do HRMs perceive

between EAP providers?.
• What were their reasons for purchas-

ing and establishing an EAP? '

• What benefits did they hope to

receive from establishing an EAP?

What benefits do they perceive to

have received from their EAP?

• Do HRMs see their EAP as having

been oversold' by the vendor?

• How important was cost in HRMs'

decisions to purchase their EAP?

The countries covered in the
research were the United Kingdom,

Denmark, Germany, and Switzerland.

The current situation in each of these

countries was assessed as follows:

United Kingdom. The first exCernal

EAPs were founded in the mid-1980s

and have diverged from most other

developed EAP markets (such as the ,

United States, Australia, and Canada) by

focusing on the health benefit side rather

than performance-related aspects. Recent
research into market penetration by the

U.K. Chapter of EAPA reported a 10 per-

cent penetration rate. Many EAP pro-

viders now offer the following:

• "Soft skills" training (e.g., communi-

cation and time management);

• Management training (leadership,

change management, and so on);

• Stress management and stress audit-

ing services;
• Work-life services;

• Coaching and mencoring;

• Workplace mediation services; and

• Concierge services.

Denmark. Since the 1960s, many

large companies in Denmark have

offered in-house counseling services to
employees. These services include the
following:
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• Legal services;
• Medical and psychological services;

and
• Social work and counseling.

.Beginning 
in the late 1980s, the

EAP model was supported by the Min-
istry of Health as a means of dealing
with alcohol problems. It soon became a
similar product to that delivered in the
United Kingdom and United States.
Approximately one-fourth of the Danish
workforce now has some kind of EAP
in place.

Germany. The term "EAP" is not
generally used in Germany. More familiar
concepts are occupational social.work
("Betriebssozialarbeit"), occupational
social consultancy ("Betriebliche
Sozialberatung"), and staff consultation.

EAPs in Germany are most often
in multinational corporations and very
large private companies, and they often
focus on drug and alcohol problems.
There are approximately 500 companies
in Germany with internal BSAs (equiva-
lent to occupational social workers, or
OSWs) and a small number of inde-
pendent, external OSWs who provide
services to companies.

Switzerland. Occupational social
work in Switzerland dates from 1922.
OSW services are mostly internal, al-
though afew companies have consid-
ered outsourcing the product.

PURCHASERS'IMPRESSIONS

The researchers explored at some length
the commoditization of the EAP field,
pointing out that as a product moves
toward standardization, various results
may be inevitable. These results can be
summarized as follows:
• Prices drop (good for purchasers);
• Return on investment is low (result-

ing in fewer new investors);
• Organizations focus on cost-cutting

and outsourcing; and
• Tendering (including auctions)

increasingly is used to procure serv-
ices.
However, the researchers pointed

out that there is a natural life cycle to
products--i.e., they move through con-
ception, development, maturity, and
decline or termination. The question is,
are EAPs in developed markets reaching

the saturation point and thus heading for
decline? By concentrating on die pur-
chasers' perceptions rather than the
providers' perceptions, the researchers
hoped to provide additional insights into
the commoditization debate.

Purchasers were asked what services
should be offered by EAP providers, and
their answers were sometimes surprising.
HRMs in Denmark, Germany, and
Switzerland were generally in favor of
the current EAP definition that talks of
improving organizational performance,
while the U.K. opinion was evenly split,
emphasizing both the need to support
employees going through difficult times
as well as concentrating on the business
case (reducing absenteeism, etc.).

HRMs identified the following fac-
tors as important in purchasing an EAP:
• The relationship with the EAP

provider;
• The name/reputation/quality of the

EAP provider; and
• The price (though it is considered

"somewhat important" rather than
"very important.")
All respondents felt that EAPs

should offer the following services:
• Telephonic counseling for employees;
• Face-to-face counseling for employ-

ees;
Telephonic counseling for employees'
family members;
Alcohol and drug support and/or
counselling;
Critical incident and trauma counsel-
ing;

• Stress management; and
• Work-life balance services.

Respondents felt that some products
currently being offered are not necessary
and do not add value, including per-
formance management and harassment
and grievance investigation. It is possible
that EAP providers are offering too wide
a range of products, as it is still the tradi-
tional core services that are required
(e.g., face to face counseling for employ-
ees and critical incident support).

Most respondents seemed happy
with their EAP provided it delivered
value for the money and was not over-
sold. The benefits of EAPs seemed to fall
into the following categories:

• Employee support to deal with diffi-
cult or stressful experiences or events
.(the reactive dimension);

• Worlc-life balance and well being (the
proactive dimension);

• Improving business and organiza-
tional performance (the economic
dimension); and

• Protecting the organization from
litigation (the legal dimension).
The evidence in this study suggests

that respondent organizations do con-
sider more than just price when pur-
chasing an EAP. Although price is "some-
what important" rather than "very im-
portant," other factors—such as the
relationship with the EAP provider,
the name and reputation of the EAP
provider, and the quality of the EAP
provider—are also important.

FINAL RECOMMENDATIONS

Buon and Taylor end their review by
making some fairly strong recommenda-
tions to the EAEF for consideration and
urging providers to "stick to their knit-
ting!" Their research indicates that
providers may be offering products that
respondents just don't want, such as
concierge services or services that could
fall within HRM policies and practices
(performance management, harassment
and grievance investigation, etc.):

Nearly all of the services advocated
by respondents for inclusion in EAPs are
what might be described as traditional
employee assistance services, such as
face-to-face counseling for employees,
critical incident and trauma support, and
so on. EAP providers may wish to adopt
amore flexible approach to their current
packages to reflect what appears to be a
need for more traditional services.

Buon and Taylor also advise that
further research be carried out in the
emerging European markets, with partic-
ular attention to the need to translate the
questionnaire into multiple languages
and increase the size and quality of the
sample. Finally, they recommend that
providers re-examine their "reluctant"
attitude toward alcohol and drug
services, as the research showed that
these services are often required by
companies. ■
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MANAGING MULTIPLE G E N E R A T I O N S I N THE WORKPLACE ~

~iii~iizg with Cross-generational Teams
EA professionals who understand the characteristics common to all
generations of workers can use their "soft shills" to coach employees

and inspire them to make the most of their abilities.

by Mic&ey Parsons, MCC, M.Ed., CEAP

here's a lot of talk in busi-
ness circles about the differ-
ent frames of reference that
each generation brings to

the workplace. These different Frames of
reference affect work behaviors, commu-
nication styles, and career goals and can,
if not managed properly, result in a "cul-
ture clash" between workers of different
generations.

Understanding these frames of ref-
erence is critical to unlocking employ-
ees' potential and making the most of
their unique qualities. One way to
inspire employees, both as individual
workers and as members of a multi-gen-
erational workforce, is to take a coach-
ing approach to managing. Leaders who
apply afive-step coaching process can
facilitate trust, dialogue, and mutual
respect among workers and leverage
their strengths to create positive results.

THE FOUR GENERATIONS
Before we discuss how the different
frames of reference manifest themselves
in the workplace, let's identify the four
generations:

Traditionalists or World War II
veterans (born during the years 1900-
1945) represent only a small percentage
of the workforce. Many began working
under command-and-control war heroes

i Mickey Parsons is a mas-
tercertified coach (MCC)
based in Atlanta, Georgia.
Since 1999, he and his
colleagues have been
providing leadership and
workplace coaching to
organizations and individ-

~` ~`~ uals across North
America and Europe. He can be reached by e-
mail at mickeyQtheworkplacecoach, tom or by
calling (770) 451-0505 or 1-877-306-5292.

who had returned to civilian life follow-
ingWWII. People in this generation .
look to appointed leaders to make deci-
sions. They respect age and seniority,
honor hard work, demonstrate loyalty,
and expect to work for the same com-
pany their entire career.

Baby Boomers (born 1946-1964)
grew up in the post-war era of uncer-
tainty and chose to work long hours to
ensure prosperity. On their way up the
corporate ladder, they learned political
skills and how to "read" their bosses.
Still, they're optimists at heart and want
to make the world a better place. Like
their parents, they tend to be loyal, but
they change jobs three to five times
over their careers.

Generation Xers (born 1965-1980)
are resourceful and independent. Often
born into dual-career families, many of
them also ended up being raised in one-
parent households—a consequence of
rising divorce rates. Gen Xers were the
first generation to see large numbers of
people laid off after working all their
lives for one employer and thus tend to
disdain traditional career paths, though
they may model themselves after busi-
ness pioneers such as Bill Gates.

Gen Xers tend to invest more in
relationships than institutions and there-
fore seek bosses who lead by persuasion
instead of control. They are adept at
marketing their skills and talents to
achieve personal and career goals. "Work
smarter, not harder" is a phrase that
characterizes many Gen Xers.

Generation Yers or Millennials
(born 1981-1999) are tech-savvy work-
ers who grew up in an era when sports,
business, and media icons encouraged
people to strive for individual accom-

plishments. Also known as the "Net
Generation" (Net Gen), these workers
expect to have input in all decisions
affecting their worle and personal lives
and want to be challenged and receive
regular feedback.

Resistance to change

has nothing to do with

age but with how much

a worker has to gain or

lose as a result of the

change.

Though they tend to have a short
attention span, Gen Yers easily make
connections with people of different cul-
tures and lifestyles. Many of them main-
tain strong ties with their parents, who
are not above calling employers to ask
why their child did not receive a certain
promotion or job opportunity.

COMMON CHARACTERISTICS
How can a manager inspire and lead
these diverse groups of workers? The
first step is to look beyond their differ-
ences to discover what they have in
common. The following characteristics
apply to all generations of workers:

Desire for respect. Everyone wants
to be respected, but not everyone defines
respect the same way. Older generations
want their opinions to be given weight-

www.eap-association.org 1st Quarter 2008 •Journal of Employee Assistance • / 7



MANAGING MULTIPLE GENERATIONS I N THE W O R K P L A C E

based on their experience, while young-
er people expect their ideas to be valued
because of their special skills and experc-
ise. When you think about it, it's really
the same thing.

Need for credible leaders. People
of all generations want credible leaders
who encourage and listen to them.
Managers should devote some of their
interactions with employees to mentor-
ing and proving they follow up their
words with actions.

Resistance to change. The prevail-
ing wisdom is that older people dislike
changes in their routines (both at work
and in their personal lives) while
younger people embrace or even thrive
nn change. In fact, resistance to change
has nothing to do with age but with how
much a worker has to gain or lose as a
result of the change. When announcing
changes, managers should remember to
ask all employees for ideas and input,
then promote the benefits as the changes
are rolled out.

Loyalty. Loyalty and work ethic
depend on the situation, not on the gen-
eration. People who are close to retire-
ment will probably want to stay with the
same organization for the rest of their
working lives, and executives tend to
work more hours than people who are
starting out. But two words of advice
come to mind here: Never assume. Ask
a lot of questions as you get to know
your team members.

Desire to learn. People want to
receive the education and training neces-
sary to do their jobs well. They are also
interested in learning more to help them
get to the next level in their organization.
Make sure educational opportunities are
plentiful and that they support advance-
ment within your company.

FIVE-STEP PROCESS

Now that you have a basic understand-
ing of the distinctions between, and sim-
ilarities among, the generations, you can
apply the five-step process of the coach-
ing exchange to reach the overall goal
(such as improving morale or maximiz-
ing efficiency). This process will enhance
employees' talents and also develop and

improve communication skills, such as
listening and giving feedback.

First, IDENTIFY and agree upon
the focus of the coaching—for example,
acquiring a new skill, correcting a prob-
lem behavior, or supporting an employee
through a transition.

EA professionals are

proficient in "soft shills,';

and it is my experience

that EA professionals

mahe excellent coaches.

Next, DISCOVER possibilities by
asking questions chat challenge the em-
ployee's thinking or assumptions. You
may also give feedback, provide support,
offer a perspective, or celebrate suc-
cesses. The goal is to guide the person
and serve as a sounding board.

Simple inquiries, such as asking
about other possibilities or new ways to
look at a situation, may open up poten-
tial strategies. A question such as "What
has worked for you before?" might allow
a person to feel more confident and
build on past successes.

The third step is to STRATEGIZE
to apply any new insights gained in the
previous step and brainstorm ways of
applying this knowledge. You may offer
additional suggestions or ask questions
to further clarify options. The goal of
this step is to determine a course of
action for the employee to implement,
either individually or as part of a team.

Before you close the conversation
and expect the person to leap into
action, you will want to CLEAR THE
WAY. In this fourth step, you ask indi-
viduals to identify any potential obstacles
to taking the agreed-upon actions) from

step #3. After identifying the obstacles,
you work with the person to find ways
to remove these barriers and move him
or her closer to success.

The final step is to RECAP by ask-
ing the employee to review action items
and approaches before the conversation
ends. Asking for a timeline further com-
mits the person to the action and estab-
lishes an accountability structure so you
can both monitor progress.

A COACHING SCENARIO

A basic coaching exchange might involve
someone like Ken, a sales manager with
a local newspaper who is struggling to
find ways of motivating his team. While
the coaching process works well with all
generations of employees, in this sce-
nario we will posit that Ken is a Gen Xer
with some Gen Y tendencies. He likes
building relationships, prefers to be
involved in making decisions, and
enjoys regular feedback.

Ken has scheduled a meeting with
his new general manager, Helen, to dis-
cuss the situation. Note how Helen
engages Ken and allows him freedom to
maneuver and stretch his perspective.

Helen: Hello, Ken. What would you
like to get from our conversation today?

Ken: I feel pretty frustrated, Helen.
I'd like to come up with a plan for sup-
porting my sales staff and account man-
agers. Idon't feel like I'm doing a good
job of leading or being a role model.

Helen: Is this a new situation for
you, or have you experienced this sort
of thing before?

Ken: It's new. We've undergone
some major restructuring of our staff,
and I'm now responsible for big sales
quotas in addition to account manage-
ment and administraCive functions.

Helen: That must be frustrating; I
can hear it in your voice. Tell me what's
worked for you in the past and what
you've observed working for others.

Ken: Well, I remember going to a
sales seminar once and feeling energized
by it. Some of my fellow supervisors also
use a lot of positive thinking techniques
with their staff—you know, the "what
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you believe, you will achieve" SIU~f.

Helen: Interesting. Sounds like
you're on the right track. Out of all the
options you can think of, what seems
to be the most compelling?

Ken: I'd like to try a sales contest,
but one that brings everyone together for
a common goal instead of being compet-
itive and turf-conscious. Maybe we could
kick off the contest with a sales rally to
get everyone pumped up.

Helen: Keep going—what's your
first step?

Ken: I'll need to get this cleared
by my vice president, so I'll have to put
together an overview of the contest—
how it will work, what rewards will be
used, what kind of budget we'll need.

Helen: Good. Who else will you
need to talk to?

Ken: I'll ask around and interview a
few sales coaches or speakers to see who
would be a good fit for our staff miY and
industry.

Helen: Excellent. I'd like you to
write down your goals for the sales rally
and contest. Then I want you to spend
some time thinking about what's the best
thing that could happen. How would
that kind of success affect you and your
work team?

Ken: Okay, I'll work on that today.
I can tell you right away that it would
energize us and help us focus, but there
are probably many more benefits, too.

Helen: I think you're right. So, let's
review: What are you going to do, and
by when?

Ken: Today, I'm going to write
down my goals and the benefits that a
sales rally and contest could generate. I'll
use this information to draft aone-page

overview and budget to present to the
leadership team by next Monday. Once
I get their approval, I'll need a month to
put everything in place.

Helen: What resources will you

need?

Ken: I don't have the first clue
about organizing such an event, so I'll

have to talk to our meeting planner

about the specifics. But there are only 26

of us, so logistics shouldn't he a big deal..

Helen: Great! Will you please e-
mail me once your proposal is ready for
submission? Then, at our next meeting,

let me know if it's been approved.

Ken: Sure, I can do that.

As you can see, Helen approaches

Ken's dilemma in a supportive, collabo-

rative way that helps him develop strate-
gies for solving his problems. This way,
he's much more likely to be committed
to the project than if Helen had simply
prescribed a solution. Both parties were

honest and open, and Ken quickly ac-

cepted responsibility for improving the
situation. The trust and mutual respect
were obvious.

CONNECTING AND MOTIVATING
Ultimately, our ability to connect and
motivate will determine our success in
leading multi-generational workforces

and teams. Regardless of the difficulties

that generation gaps may spur, all

employees want a chance to learn, be
challenged, be respected, and be heard.

Managers who can only "command

and control" will struggle in today's
workplace. In many cases, these types
of managers are being replaced by lead-

ers who are savvy in the "soft skills" that
motivation demands. EA professionals

are proficient in these skills, and it is my
experience that EA professionals make

excellent coaches.
EA professionals already coach

informally during management consulta-
tions, workshops, and other organiza-
tional development projects. Once we
understand the core coaching skills and
guiding principles, we have powerful

tools for change that complement our
clinical and business skills. By combin-

ing those skills effectively, we can help

reshape our client companies and pro-
vide them with unparalleled value. ■
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EA professionals can help managers and employees understand how
different generations respond to different types of motivation.

oe is a 62-year-old senior execu-
tive who has been working for
the same company for the past
20 years. He comes to see you

ecause he feels as though he has lost
his enthusiasm for his job and worries
that this is affecting the quality of his
work. He thinks a lot about the future of
his organization and says the younger
employees do not respect the knowledge
and experience of older employees.

Sara is a 50-year-old manager who

has worked hard to move up the corpo-

rate ladder but complains about not

having the motivation she had when she

was younger. She is bored with her job

and has Chought about leaving her com-

pany, but she is afraid to make this

change. She is less comfortable with

technology than her younger colleagues

and worries about whether she can keep

up. She has been getting a lot of calls at

work lately because her mother has

been ill, which has increased her stress

level at work.

Andrew is a 35-year-old software

engineer whose manager suggested he

make an appointment with the EAP. He

is often late for work and has not been
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(503) 524-3470.

by Alisa Blum, M.S.W.

completing projects on time. He expres-

ses frustration that management doesn't
consider his ideas and that he is being

micromanaged. He wants to find a way
to meet his work requirements yet also
be involved with his children's activities.

Emily is 25 years old and has been

working in public relations for two
years. She was very enthusiastic about
her job initially, but now feels her work

has lost its meaning. She thinks her co-
workers and manager do not give her

enough responsibility and do not value
her contributions, and she says she has
difficulty communicating with her man-

ager. In her most recent performance
review, her manager noted her decreased
motivation.

Although each of these four individ-
uals could have underlying depression,

aruciety, and/or other mental health or

substance abuse issues, their difficulties
may stem largely from the fact that the
culture of their workplace and/or work-
group is not compatible with the dy-

namics of their particular generational

cohort. When we recognize and under-

stand the potential impact of genera-
tional dynamics in the workplace, we
can help employees and their managers

develop ideas for increasing motivation

and, thus, improving performance.

WORK STYLES AND VALUES
There are four generational cohorts in

the workplace today. Members of each
generation bring with them different

experiences that influence their work

styles and values.
The oldest employees in the work-

place are the Traditionalists (sometimes

called Veterans or the Silent Generation),

who were born between 1922 and 1945.

They were strongly influenced Uy the

Great Depression and World War II and

formed their belief system and outlook

on life "in the shadow of hard times and
the bright light of America's triumph
over them" (Zemke, Raines, and
Filipczak 2000). They have a strong
sense of right and wrong, take a hierar-

chical approach to leadership, and value
company loyalty. These employees are

beginning to retire or are thinking about
retirement and are often motivated to
leave a legacy.

The majority of Baby Boomers
(born between 1946 and 1964) are now
in mid-life. According to Zemke, Raines,
and Filipczak (2000), the Boomers were
"the first generation in which child rear-

ing was a hobby and a pleasure and not
an economic necessity and a biological

inevitability." Influenced during their
youth by the Civil Rights Movement,
changing societal mores, and the
Vietnam War, they faced stiff competi-
tion for jobs—the result of being born

into such a large cohort—when they

entered the workforce. Baby Boomers

tend to work hard, focus on moving up

the corporate ladder, and tie their iden-

tity to their work.
Generation Xers (born between

1965 and 1980) grew up in a time when

the United States seemed to be stum-
bling militarily, economically, and politi-

cally (Zemke, Raines, and Filipczak

2000). Families, too, seemed to be in

crisis—many Gen Xers watched their

parents get laid off from jobs and/or

undergo divorces.

Perhaps because of the uncertainty

they experienced in their youth, Gen
Xers are not automatically loyal to their
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employer, are comfortable with change,
and value work/life balance. Members of
this generation tend to be motivated by
working in organizations with values
and integrity and want to understand
how their contributions help the organi-
zation succeed. They want the flexibility
to perform their job duties their own
way as long as they accomplish the
desired end result.

The youngest generation in the
workplace is the Millenials (sometimes
called Generation Y), whose members
were born between 1981 and 2000.
Their childhoods were busy and heavily
planned, the result of parents becoming
more involved in their children's lives
(and having access to technology that
allowed them to do so more easily).
Millenials are confident and value civic
duty. Like Xers, they typically are moti-
vated to work in organizations that are
able to demonstrate how their jobs add
value and contribute to success.

GENERATIONAL PERSPECTIVES

Because poor performance frequently is
caused by a lack of motivation, it is
important for EA professionals to be
familiar with strategies that can help
employees and their managers improve
motivation. Using a generational per-
spective can help employee clients
develop strategies to make their careers
more satisfying and better communicate
their needs to managers and supervisors.
Such a perspective can also help man-
agers develop individual and organiza-
tional strategies to increase motivation
and improve performance.

Following are examples of how gen-
erational perspectives can be used with
workers of each cohort to improve moti-
vation and create positive results for the
organization:

Traditionalists. Since employers
will be losing a great deal of organiza-
tional knowledge as this population of
workers retires, it will be important to
motivate these employees to pass along
their wisdom. Strategies could include
involving them in strategic planning, giv-
ing them the opportunity to mentor
younger workers, asking them to write
articles for the company newsletter or

in[ranet, and asking them to speak on
the company's behalf at conferences and
conventions (Gravet and Throckmorton
2007). Employers also may want to con-
sider offering part-time work opportuni-
ties to these employees to avoid losing
their knowledge and expertise com-
pletely at retirement age.

Baby Boomers. At this stage in
their career development, Baby Boomers
may be re-evaluating their goals and
looking for more or different kinds of
stimulation. They generally will be moti-
vated by opportunities for job enhance-
ment or change or by projects that wi11
teach them new skills or provide them
with new experiences.

by opportunities for career• development
and greater responsibility. They are mas-
ters at multitasking and are stimulated
by handling multiple assignments.
Millenials are also motivated by work
that has meaning and contributes to
society, but they want (and expect) to
receive frequent feedback.

SPECIFIC MOTNATIONAL STRATEGIES

By understanding the specific motivators
for each generation, we can develop
individual and organizational strategies
to help Joe, Sara, Andrew, and Emily
improve their work performance.

Joe, a Traditionalist, can be helped
to understand that younger workers do

By understanding the specific motivators for
each generation, we can develop individual
and organizational strategies to help improve
work performance.

Many Boomers are caring for young
children and/or aging parents, and they
are likely to appreciate a flexible work
schedule. They will also be looking for
opportunities to pass on their knowledge
and will typically be interested in partici-
pating in mentoring programs.

Generation X. Career development
and growth are strong motivators for
these employees. They will likely
respond positively to the process of iden-
tifying acareer mission and enumerating
detailed goals for accomplishing it. They
also will react favorably to opportunities
for learning through training programs,
coursework, and mentoring. Since many
Gen Xers have young families and place
a high priority on work/life balance, they
will be motivated by telecommuting,
flexible work schedules, and other
arrangements that provide the opportu-
nity to be more involved in their chil-
dren's activities.

Millenials. Workers in this genera-
tion are eager to learn and are motivated

not disrespect him but have different
work styles and perspectives. He may
gain increased enthusiasm at work by
identifying the specific contributions he
has made to his company and exploring
ways he can pass on his knowledge. His
employer can help by fostering a sense
of organizational respect for Joe by
working with him to determine how he
can best share his knowledge and wis-
dom with younger workers.

Sara can be assisted in exploring her
career options and looking at potential
opportunities within her company that
leverage her existing strengths while also
teaching her new skills rather than
exposing those she lacks. She could ben-
efit by completing self-evaluations of her
strengths (such as the self-assessment in
StrengthsFinder 2.0 by Tom Rath) and
developing an action plan that will help
her increase her satisfaction at her job.

Exploring her power to affect her
company's mission, vision, and values
may also increase Sara's motivation. She
should be encouraged to propose a flexi-
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ble schedule that will better enable her
to attend to the needs of her ill mother.

Meanwhile, Sara's manager can be
educated to understand the need for
Sara to make better use of her strengths
and enjoy more flexibility at work.

As individuals from

each generation grotiv

older, the dynamics in

the workforce change

accordingly.

Andrew can be helped to develop
strategies to communicate to his man-
ager his need for autonomy and a flex-
ible work schedule. He should be
encouraged to propose a plan whereby

he is given the opportunity to demon-
strate that he can get his job done more
effectively in this manner rather than
working within acommand-and-control,
9-to-S environment.

Andrew's motivation can be
increased by helping him explore his
career development needs and identify-
ing ways (both inside and outside the
workplace) these needs can be met. It
will be important to educate Andrew's
manager to provide Gen Xers more
autonomy as well as frequent, specific
performance feedback.

Motivating Emily will require help=
ing her find greater meaning in her
work, perhaps by enlisting her participa-
tion in developing strategies to commu-
nicate how her employer contributes to
the betterment of society. Emily may also
need help discovering the relationships
between her personal and professional
goals.

Emily should be encouraged to
demonstrate to her manager that being
given increased responsibility and a vari-
ety of tasks can actually improve her job
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performance. Her manager can be edu-
cated to understand that Millenials such
as Emily will perform better when pro-
vided with multiple tasks and increased
intellectual stimulation.

As individuals' from each generation

grow older, the dynamics in the work-

force change accordingly. In the next few
years, the Traditionalists and older Baby
Boomers will retire and more Gen Xers
will move into management positions.
This will alter the generational dynamics,
which in turn will have an effect on
employee motivation. Understanding
these ongoing generational dynamics can

give EA professionals a new perspective
in working with employees who present
with motivational issues at work. ■
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Understand,in Adults withg
Learnin D1S ~UlI1t1~Sg

As more young adults who received school-based accommodations
for their learning disabilities enter the workforce, employers need to

understand hotiv they are faring in employment settings.

ince the passage of the
Americans with Disabilities
Act (ADA) in 1990 and its
subsequent full implementa-

tion in 1992, persons with disabilities
have taken their rightful place in
America's diverse workforce. In the case
of adults with learning disabilities (LD),
the vast majority have entered the work-
force in competitive employment set-
tings upon leaving high school (Gerber
and Reiff 1991).

Currently, there are tens of thou-
sands of individuals with LD in the
workforce, some of whom are doing
remarkably well, some of whom are
struggling. Unfortunately, there is a
paucity of research on the realities of the
workplace beyond job entry, but the
extant literature presents some findings
that can be helpful for employers and
those in employment support roles.

INVISIBILITY AND COMPLEXITY
At the inception of the ADA, employers
felt more comfortable dealing with
employees who had physical and sen-
sory disabilities than with employees
who had learning disabilities. Com-
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pliance with the ADA, in the form of
removing architectural barriers and pro-
viding physical access, was easier to
tackle for workers with physical and
sensory disabilities (Gerber 1992). The
more difficult disability issues rested in
the population of persons with learning
disabilities, who were oftentimes looked
upon as a mystery.

Even at the end of the 1990s, em-
ployers had not reached a firm under-
standing about individuals with LD
because of their invisibility—numerous
research studies have found that well
over 90 percent of persons with an LD
do not disclose their disability in the
workplace—and complexity (Price and
Gerber 2001). Moreover, as the LD pop-
ulation was characterized as heteroge-
neous and not a "one size fits all" disabil-
ity, it was difficult to consolidate think-
ing about employees with LD in terms
of their performance and productivity.

Fortunately for today's employers
and for employee assistance profession-
als, there are a number of research find-
ings about the LD population that are
useful in employment settings. They are
presented here as a set of ideas that
describe how adults with LD are faring
in employment settings. The three areas
are (1) the experience of employees with
LD, (2) employers' e~ectations of work-
ers with LD, and (3) "goodness of fit"
and supports in the workplace.

THE EXPERIENCE OF EMPLOYEES
Typically, adults with LD view their dis-
ability as an educational construct rele-
vant to their K-12 years but not impor-
tant to "life beyond school." Additionally,
they see their after-school years as an
opportunity to escape the stigma of hav-

ing an LD and succeed _in the workplace
via a skill set that is more apropos to a
specific job. The invisibility factor aids
greatly in their thinking. In essence, they
have the personal choice "to be LD or
not be LD" (Price, Gerber, Mulligan, and
Williams 2005).

With relatively little disclosure of
LD in employment settings, the protec-
tions afforded by the ADA—largely to
gain access to reasonable accommoda-
tions—are absent (Price, Gerber, and
Mulligan 2003). Part of the blame can
be placed on secondary school-age pro-
grams that do not do an effective job of
educating students with LD about the
risks and rewards of utilizing the ADA
(Price, Gerber, and Mulligan in press.)
Since approximately 85 percent of stu-
dents with LD go directly from school
to work, the impact of this knowledge
gap is difficult to overestimate.

While it is commonly known that
people with LD are more likely to be
unemployed than the general population
of the United States, less well known
is the problem of underemployment
among individuals with LD. There are
no hard data available, but anecdotal
reports and interviews reveal that entry-
leveljobs often fall below (sometimes
far below) the capabilities of individuals
with LD, both cognitively and with
respect to employability skills. This is
thought to stem from the fact that learn-
ing disabilities are often ec{uated with
diminished competence or confused
with mental retardation or autism, where
adaptive ability is a significant issue.

Individuals with LD typically do
not use conventional job-seeking tactics
such as searching classified ads, writing
resumes, and interviewing with employ-
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ers. Instead, they often Eind their first
jobs through word of mouth (Gerber
and Price in press), and it is not uncom-
mon for them to rely on job leads from
friends, family members, and neighbors.
This fosters a better "fit" with the culture
bf the workplace and ensures a greater
probability of social acceptance by co-
workers.

Finally, adults with LD report less
ostracism and stigma from co-workers
than they experienced in K-12 school
settings. Interviews reveal that adults
generally are forgiving of their co-work-
ers with LD because they realize that all
people have strengths and weaknesses.
Nevertheless, the social skills (or lack
thereofl associated with learning disabili-
ties put a lot of stress on the process of
acceptance. Complications related to
poor communication, impulsiveness,
disorganization, and other behaviors can
create disarray in the workplace.

EMPLOYERS' EXPECTATIONS

Employers expect employees with LD
to be knowledgeable about their own
disability and how it will affect their
job performance (Gerber 1992). Thus,
workers with LD who choose to disclose
their disability need to be able to discuss
their strengths and weaknesses in detail.
They also need to be able to frame their
disability by "operationalizing" their
challenges (e.g., reading comprehension,
auditory memory, or directionality
issues) instead of declaring in a global
sense that they have a learning disability.

Moreover, employers expect em-
ployees with LD to propose ideas for
accommodating their disabilities. Unlike
in school settings, where faculty and staff
are expected to be knowledgeable about
learning and other disabilities, adults
with LD bear the onus in employment
settings of being the resident specialists.
Most employees with LD will find that
accommodations in learning and testing
from their school-age years can be trans-
lated into the workplace.

Employers also see self-advocacy as
being important to the effectiveness and
efficiency of their employees (Gerber
1992; Price and Gerber 2001).
Therefore, employment success for
workers with LD requires a constant

conversation between worker and
employer about factoring the disability
into the workplace experience and fine-
tuning work practices to ensure success
both individually and organizationally.
Additionally, because training is so
important in competitive employment,
employers expect that persons with LD
should know how they learn best—their
optimal style of learning, their preference
with respect to the size of the training
group, and the ways they use technology.

°OFIT"AND WORK SUPPORTS

Einployinenl "lit" begins with a person ,
with a learning disability knowing his/
her strengths and weaknesses, vocational
interests, and motivations. Matching this
self-profile to the job description is a rel-
atively good method of predicting em-
ployment success and job advancement.

An expanded notion of fit comes
into play when persons with LD are
employed in disability-friendly busi-
nesses that consider good corporate citi-
zenship to be integral to their mission.
Also, the larger the workforce, the
greater the possibility that a human
resources and/or employee assistance
professional will be able to provide
ongoing support to managers and
employees alike. Included in this sup-
port are opportunities for training and
technical assistance for all types of dis-
abilities as well as the application of uni-
versal design in the work setting.

There is a plethora of writing in the
professional and popular press about
highly successful adults with LD. Some
of them are business leaders, such as
Charles Schwab, Paul Orfalea of Kinkos,
John Chambers of Cisco, and Don
Winkler of Ford Motor Credit (Moms
2002). Moreover, there are reports
attributing learning disabilities to several
famous people, including Albert
Einstein, Thomas Edison, Winston
Churchill, and Nelson Rockefeller. But
this is far from the entire story about
adults with LD in the workplace.

Adults with LD who are employed
all have different stories to tell, although
many face the same challenges (Reiff,
Gerber, and Ginsberg 1997). At this
time, it is safe to say that the vast major-
ity of working adults with LD are "flying

under the radar" and achieving a wide
range of successes and failures. At the
same time, a small number of employees
with LD are finding success by disclosing
their disability, advocating for them-
selves, making use of reasonable accom-
modations, and benefiting from supports
found in their work culture.

For the benefit of both employees
with learning disabilities and their
employers, much more research needs to
be conducted into the LD work experi-
ence. Such research will prove invaluable
in the coming years as more persons
with learning disabilities leave school
settings and join the workforce. ■
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WEBSITE HELPS PEOPLE COPE
WITH HOLIDAY SEASON WOES
The holiday season can be a happy time
of year, as family and friends gather to
share warm memories and create new
ones, but for some people, the holidays
bring stress, anxiety, and feelings of
depression. Coping with mood disor-
ders, such as major depression and sea-
sonal affective disorder (SAD), can be
especially difficult during this time.

The American Psychological
Association's public information Website,
Healthy Minds, features information to
help individuals and families cope with
the holiday season. The site also includes
information on appropriate holiday alco-
hol consumption, helping children cope
with holiday stress, and managing sea-
sonal affective disorder (SAD). In addi-
tion, the site has free brochures on
depression, bipolar disorder, and SAD.

For more information, visit
www healthyminds. org.

WEB PAGE OFFERS TIPS TO
PREVENT SPREADING MRSA
A new Web page has been launched to
help employers and workers address

workplace concerns associated with

Methicillin-resistant Staphylococcus
aureus (MRSA), a bacteria that has

caused thousands of life-threatening

infections and deaths in recent years.
The page, wwwcdc.gov/niosh/

topics/mrsa/, discusses how the MRSA

bacteria can be spread at work and

recommends practical health steps to
prevent transmissions from occurring.

These steps include the following:

• Providing and using adequate facili-

ties and supplies at work to promote

hand-washing and other good

hygiene practices; and

• Cleaning equipment and surfaces in

the event of contamination.

Staphylococcus aureus, usually

known as staph, is a bacteria that is

commonly carried on the skin or in the

nose of healthy people. Staph sometimes

can cause skin infections, which may be

minor, but in other cases infections may

www.eap-association.org

be more serious, such as sw•gical wound

infections, bloodstream infections, and
pneumonia.

MRSA bacteria are resistant to the

antibiotic methicillin and may be resist-

ant to other antibiotics as well. MRSA is

transmitted most frequently by skin-to-

skin contact or contact with shared items
or surfaces that have come into contact

with someone else's infection.

The Web page is organized as an

easy-to-read set of frequently-asked-

questions (FAQs) and answers. The

questions and answers address the

aspects of MRSA and the workplace that

employers and workers are most likely

to be interested in. The page also pro-

vides general information about MRSA

and links to additional resources.

WEB PAGE HELPS IDENTIFY
EVIDENCE-BASED PROGRAMS
A new Web page is available to assist in
identifying evidence-based programs and

practices that can prevent and/or treat
mental and substance use disorders.

A Guide Co Evidence-Based Pracl.ires

on the Web,. developed by the Substance

Abuse and Mental Health Services Ad-
ministration (SAMHSA), features 37

Websites that contain information about

specific evidence-based interventions or

provide comprehensive reviews o~
research findings. The page can be used

by stakeholders throughout the behav-

ioral health field to promote awareness

of current intervention research and to

increase the availability and implementa-

tion of evidence-based practices.

Users can browse the lisCings by

content area, age group, or treatment set-
ting. Each listing includes the name of

the organization sponsoring the Website,

a hyperlink to the actual Website, a

statement of the site's purpose and

intended audience(s), and key features,
such as sources of evidence and review

processes and information on resources

needed to implement the evidence-based
practices properly.

For more information, visit

www samhsa.gov/ebpWebguide.
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How Not to Respond
to a Critical Incident
by Pamela A. Wyss, LICSW, CEAP

he morning of July 19, 2006,
was sunny and beautiful, but
my day began to darken when

I received a call from one of our public
health clinics. An employee had been
brutally attacked by a patient, and the
clinic's management wanted me there
right away!

Having responded to many critical
incidents (CIs) over the past 19 years,
I generally don't start providing clinical
services as soon as the caller requests.
However, this caller was an employee
following her manager's urgent instruc-
tion to contact me, and since I didn't
get to triage the situation like I usually
do, I decided to just go and see what
they needed.

I'm also well aware of the profes-
sional caveat to always have two de-
briefers present when responding to
CIs, but I've fallen into a pattern over
the years of responding to such incidents
alone. The reasons for this are many, but
rarely has this practice resulted in any
negative consequences for the partici-
pants or me.

UNENDING DEMAND FOR TIME

I arrived at the clinic about 45 minutes
after the phone call and immediately
saw yellow crime scene tape blocking
access to an area where a pool of dark

Pam Wyss is coordina-
tor/senior human
resource analyst for
the King County (Wash,)
EAP and a former board
member of the local
Chapter of EAPA.
She can be reached at
pamela, wyssQking-

couniy,gov.

blood was congealing on the floor. I was
whisked upstairs and quickly briefed on
what had happened: a former patient
had come into the clinic, slid unnoticed'
behind the counter, and viciously at-
tacked an unsuspecting employee with
a butcher knife, stabbing her repeatedly
in her face, eyes, and body.

I convened a group of employees
who had witnessed the attack and,
knowing it was far too early to begin
processing the event, offered a general
defusing to help them through the
moment and prepare for what was to
come. I then met with the managers to
provide palliative support and help them
plan their next steps until they could get
the situation contained and the clinic
operational again. Meanwhile, most
of the clinic's 60-plus employees were
becoming increasingly dismayed, angry,
afraid, and traumatized.

As an internal EA professional, I had
developed an excellent working relation-
ship with our Department of Public
Health and, due to previous work with
this clinic in particular, management
specifically wanted me to help with this
situation. I also had my own interest in
keeping these relationships intact and
taking care of the employees. Con-
sequently, it was all too easy to .immerse
myself in caring for this group, and I
quickly became very involved.

A couple of days after the incident,
a group of trained para-professionals
offered to help me with the response,
but I declined. I wanted to see this
through myself—never mind that I was
going home aC night with images of the
assailant's knife plunging over and over
into the eyes of -the screaming employee.

I had even cancelled along-planned get-
together with family members who were
in town for a weekend.

Over the next two weeks I was
either at the clinic physically or on the
phone with its staff nearly every day.
I talked to employees about the event,
worried with them about their injured
co-worker, and listened to their frustra-
tion and anger about long-neglected
security concerns. I helped management
prioritize issues as they responded to
the employees, made myself available
to debrief the supervisors, and worked
hard to keep up with the rest of my
regular caseload.

Whenever anyone asked how I
was doing, I would say I was fine. By
now, however, it was becoming obvious
that some of the employees' trauma
responses were quite severe and the
demand for my time unending. I finally
requested assistance from a couple of
professional colleagues, but it was too
late—the employees were too dependent
on me to establish effective rapport with
anyone else.

COMPLETELY DEPLETED

A few days later, I went to work and
found I just couldn't do it anymore.
I couldn't answer the phone, couldn't
read my e-mails, and couldn't meet
with my clients. I was utterly and
completely depleted.

I ended up taking a month off work
with a severe case of vicarious traumati-
zation, leaving the employees without
their primary source of support and me
with feelings of guilt and self-doubt for
"abandoning" them. I was still experienc-
ing visions of the attack (and the blood)
but now they were causing me to ques-
tion whether I could ever perform clini-
cal work again, especially CISDs. Suffice
to say it took several more months be-
fore Istarted feeling better and even
longer before I stopped fearing the next
request to conduct a CISD.

In the end, the injured employee
survived, although she lost sight in both
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her eyes. The clinic is up and running
again, the perpetrator is in long-term
residential mental health care, and I'm
back on my feet thanks to a wonderful

trauma specialist.
The biggest lesson I learned from.

Chis experience was humility: I am not
"super counselor" after all! Other lessons

have included the following:

1. Take the time to get the facts before
responding to a CI. It can make all

the difference in your strategy and the
outcome for the participants (and for

you as well).

2. Arrange for help before you need it.
You may not actually call for it, but
it'll be ready if you do.

3. Go solo only if you absolutely must.
If you do go into it alone, beware: the
longer you wait to include colleagues,

the less likely the participants will

bond effectively with them.

4. If you must go on site, arrange
beforehand to avoid accidental expo-
sure to the scene of the incident.

5. Effective counselors and therapists
truly empathize with their clients,
but the line between objectivity and

enmeshment can get blurred, espe-

cially in a crisis. Once you start pro-

viding services, consult regularly with

an objective colleague for feedback

and advice.

6. Regardless of how many CISDs

you've conducted in the past or the

relative severity of the current one,

always, always debrief with another

professional after each session and

give yourself space in between.

Remember, we have to practice
what we preach!
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MANAGEMENT HOLDS KEYS TO
ENGAGING, KEEPING WORKERS
Only 21 percent of employees say they
are willing to go the extra mile to help
their companies succeed, and most
workers believe their bosses are to blame
for the widespread lack of employee
commitment, according to a new study
conducted by Towers Perrin.

The poll of approximately 90,000
workers in 18 countries, including
Canada, China, and the United States,
found that employees do not believe
their organizations or their senior man-
agement are doing enough to help them
become fully engaged and contribute to
their companies' success. The survey also
found that the extent to which employ-
ees believe senior management is sin-
cerely interested in their well-being has
a much greater impact on their engage-
ment than their personal values.

Companies with the highest levels
of employee engagement are markedly
more successful in retaining their most
valued employees than companies with
lower levels of engagement. The poll
found that half of the engaged employ-
ees had no plans to leave their company,
compared with just 15 percent of the
disengaged and roughly a third of the
overall workforce. Fewer than 5 percent
of engaged employees said they were
actively looking for another job, com-
pared with more than one in four of the
disengaged employees.

Engaged employees also are more
likely to see a direct connection between
what they do and company results,
according to the study. More than four-
fifths of engaged employees believe they
can and do contribute to the quality of
products and services and to customer
satisfaction. Only half as many of the
disengaged workers share that view

The study findings suggest three
areas of focus for companies to increase
employee engagement:

1. Employees need their senior lead-
ers to demonstrate inspiration, vision,
and commitment. Only 38 percent of
employees surveyed felt their senior
management communicates openly and

honestly, and just 44 percent said [heir
leaders try to be visible and accessible.

2. More than three out of four
employees love or like their job (86 per-
cent) and their organization (77 per-
cent), but just one in three said they
have excellent career opportunities at
their organization.

3. Employees want to work for a
company that is seen as a leader. A big
part of "what's in it" for employees is an
organization's reputation.

For additional information about
the Towers Perrin Global Workforce
Study, visit wwwtowersperrin.com/gws.

NIGHT WORK MAY POSE HIGHER
CANCER RISK TO EMPLOYEES
Nearly 2U percent of workers in devel-
oped countries may be at higher risk of
cancer than the other 80 percent because
they work night jobs, according to an
article published in the December 2007
issue of The Lancet Oncology.

The article stems from a decision
by the InCernational Agency for Research
on Cancer (IARC), the cancer research
agency of the World Health Organiza-
tion, to add night-shift work to its list of
probable carcinogens based on a review
and discussion of the published scientific
evidence. Epidemiological studies of
female nurses and flight attendants, for
example, have found that long-term
night workers have a higher risk of
breast cancer than women who do not
work at night. These results are consis-
tent with animal studies demonstrating
that constant light, dim light at night, or
simulated chronic jet lag can substan-
tially increase tumor development.

Many scientists believe that
overnight work disrupts the circadian
rhythm, which regulates the body's bio-
logical clock. This process can impede
the production of melatonin, a hormone
that helps strengthen the immune sys-
tem and suppress the development of
tumors. The synthesis and release of
melatonin are stimulated by darkness
and suppressed by light.

Some experimental studies show
that reducing melatonin levels at night

increases the incidence or growth of
tumors. These studies do not prove,
however, that night work causes can-
cer—the complex patterns of night work
make it difficult to attribute risk to spe-
cific factors. The IARC is calling for
additional studies to provide additional
insight into this area.

ENGINEERS, ARCHITECTS LEAST
LIKELY TO HAVE DEPRESSION
Engineering, architecture, and surveying
were the occupations with the lowest
rates of depression (43 percent) last
year, while workers in personal care and
service jobs (10.8 percent) and food
preparation and serving occupations
(103 percent) were most likely to expe-
rience amajor depressive episode,
according to a report by the U.S.
Substance Abuse and Mental Health
Services Administration (SAMHSA).

Overall, 7 percent of full-time
workers faced depression in the past
year. The report defines a major depres-
sive episode as a period of two weeks or
longer during which there is depressed
mood or loss of interest or pleasure and
at least four ocher symptoms that reflect
a change in functioning, such as prob-
lems with sleep, eating, and self-image.

While rates of depression were
higher among. unemployed and part-
time workers, slightly more than half of
the adults who reported major depres-
sive episodes in the past year were
employed on a full-time basis. Full-time
workers make up more than half of the
adult population.

Among full-time workers ages 18 to
64, women were more likely than men
to have faced depression. Young adult
workers ages 18 to 25 had the highest
rates of depression (8.9 percent) among
all adult age groups, with the incidence
declining as age increases. In addition
to architecture and engineering; the
occupations with the lowest rates of
past-year depression among all full-time
workers ages 18 to 64 were life, physi-
cal, and social science (4.44 percent)
and installation, maintenance, and
repair (4.4 percent).
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