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State of EAPs and EAPA

Employee Assistance Report 
(EAR) had the opportunity 
recently to interview 

Tamara Cagney, EdD, MA, BSN, 
CEAP, an internal EAP at Sandia 
National Laboratories in 
Livermore, Calif., and President-
elect of the Employee Assistance 
Professionals Association (EAPA). 
Tamara discussed important issues 
affecting employee assistance pro-
fessionals and EAPA initiatives. 
The following is an edited sum-
mary of that conversation.

EAR: Many EA professionals 
don’t think that the profession 
does enough to appeal to 
younger, Millennial-age clients. 
Would you agree with this state-
ment – and if so, what sugges-
tions would you have to help 
overcome this “disconnect”? 

TC: Millennials are obviously 
our future – future clients and 
future professionals. These are the 
smart, inclusive, technologically 
adept young adults who can’t 
remember a life before the 
Internet. Their frame of reference 
includes Columbine shootings, 
9/11, Internet, and multicultural-
ism. This is also an optimistic and 
goal-oriented group of employees.

To deliver services to Millennials, 
EA professionals need to leverage 
all the technology they can. Regular 
articles on EAP subjects should 
always include “the app for that”. 
Since the opportunity to learn is also 

a driver for this group of employ-
ees, offering webinars, remote ses-
sions, and easy access will help. If 
you can promote opportunities by 
clearly indicating “what’s in it for 
them” you can build utilization. 
They are also very connected and 
will refer friends and co-workers 
once they discover what their EAP 
can offer.

Bringing young professionals 
into the field is even more chal-
lenging than designing services 
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On the Job

Managing a Negative 
Employee: Part II

No matter how carefully you 
pick the members on your 
team, you may still end up 

with a negative employee. These 
workers don’t necessarily fall into 
the category of “toxic,” but they’re 
just kind of a drag with their cyni-
cal, pessimistic worldview.

If you’re dealing with a nega-
tive employee, there are six steps 
to take. Two of them were 
addressed in part one of this two-
part article, with the remainder 
covered here.

v Is it just a matter of different 
personalities? “Many behaviors get 
labeled as negative — even quiet 
introverts can be called negative 
when they’re really just reflective 
and shy,” says David Dye, president 
of Trailblaze, Inc. Are you really 
dealing with someone who’s nega-
tive, or are you dealing with some-
one who’s quiet? Also, some 
co-workers are very analytical and 
respond to new ideas by pointing 
out flaws or potential challenges. 
Such behavior may be seen as nega-
tive. Fostering understanding of 

these different styles may improve 
the workplace for everyone.

v Discuss goals. When discuss-
ing the situation with your negative 
employee, Dye recommends fram-
ing the discussion in the context of 
the individual’s goals. “If the 
employee wants to have more influ-
ence or a leadership position, you 
need to know that in order to help 
them grow,” he says. Get to the root 
of the issue and find out if the 
employee needs additional training, 
perhaps in management or commu-
nication skills, to overcome a deficit.

v Address issues. If there are 
workplace issues that can be 
solved, consider doing so if it 
makes sense. If there are personal 
issues that have caused an escala-
tion in negative behavior, examine 
whether accommodations can be 
made to help the person while 
they’re going through such chal-
lenges. Some employees don’t have 
great interpersonal skills, and put-
ting them in jobs where they are 
more focused on job-related tasks 

than on interactions with others can 
be an effective solution, too.

v Be proactive about preven-
tion. As you address the issues of 
one employee, look at big-picture 
solutions that can make your work 
culture more pleasant, advises Kelly 
O’Connell, a VP with Irvine 
Technologies. Adopt an open-door 
work environment in which employ-
ees have safe, convenient channels 
to express negative grievances, or 
provide employees with free or sub-
sidized EAP access, she says. Work 
on positive reinforcement as well. 
For example, find an area of contri-
bution where a negative employee 
shines, and focus more of that 
employee’s work in that area to 
maximize their contribution.

Summary
Negative employees can be a 

drag, but understanding the rea-
sons for their behavior and finding 
ways to address them can create a 
better environment for everyone. 

Additional source: www.fastcompany.com.

Job Mismatch... cont’d from Page 5

Employee 
Wellness... page 6

If You’re 
Planning on 
Going…

What: 2016 World EAP 
Conference
Where: Chicago, IL
When: Oct. 31 – Nov. 3

Keynote speakers include:
• Lyndon Fitzgerald Harris
• EAP Talks panel discussion
• Lucy Henry

For more information: 
Contact Debbie Mori,  
(703) 387-1000, ext. 310, or 
visit www.eapassn.org.

Physical symptoms, including 
headaches, chest pain, faintness 
and shortness of breath were 
also common when a worker 
was mismatched with his or  
her job.

Addressing the Problem
When he works with doctors 

who are experiencing job burn-
out, Reisinger said, “We try to 

actually redirect them, change 
their expectations.”

It’s like relationships, he said. 
It’s easy to romanticize a career or 
job path, but a few years down the 
road, the romance fizzles. One of 
the most common phrase 
Reisinger said he hears is, “It’s not 
what I signed up for.”

“They have to have some hope. 
Some people have a mundane job, 

but as long as you can make your 
job a bit of a challenge, shift your 
mindset, you can get some satis-
faction out of it.”

Reisinger says if switching to a 
dream career isn’t financially feasi-
ble, pursue your secret passion as a 
hobby, to bring joy and reduce 
stress. “The counter to burnout is 
engagement,” he said. 
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that appeal to Millennial-age 
employees. It is rare for grad 
schools to even mention EAPs, 
much less introduce them to 
this exciting field. In addition, 
few EAPs have internship 
opportunities.

Most young people actually 
enter the EAP profession by work-
ing in call centers, which offer a 
very limited view of the possibili-
ties. Large external EAP providers 
do not provide or support profes-
sional development activities 
where young clinicians can learn 
about EAP, and they certainly do 
not promote engagement in  
professional associations.

This means that entering the 
EA profession is a catch-22 for 
most young professionals with 
few on-ramps. Most EAPs want 
licensed professionals but do not 
offer internships. So by the time 
these clinicians are licensed they 
have found their clinical niche 
without even being exposed to 
EAP. Therefore:

• Any opportunity EA profes-
sionals have to insert them-
selves into the graduate 
school experience will help.

• Any opportunities EAPs have 
to develop internships will 
bring new optimistic energy 
into our field.

• Any opportunity EA profes-
sionals have to speak to 
groups of clinicians through 
other professional associa-
tions can open the door to a 
whole new world for 
Millennial-age clinicians.

EAR: Is the EA profession over-
looking some areas in which it can 
make itself indispensable to corpo-
rate clients and other organiza-
tions? If so, what are some of 
these areas?

TC: EAPs must be more than 
a mental health clinic set inside 
a work organization. If that is all 
they are, they are easy to replace 
with other external services. The 
services offered to individuals 
are the backbone of the profes-
sion but the services provided to 
the work organizations are what 
make EAPs valuable. EAPs 
must be fully integrated into the 
organizations they serve. 
Bringing our unique insight and 
expertise to various workplace 
issues is critical to the survival 
of the field.

EA professionals should 
explore what they can bring to 
leadership development; namely, 
topics such as gender bias in per-
formance evaluation, the art of 
giving usable feedback, the skill 
of leaning in to difficult conversa-
tions, and the foundation of com-
munications skills.

These are areas that increase 
visibility and management famil-
iarity with the EAP. In turn, it 
helps managers understand the 
value of making referrals to the 
EAP. Doing so also increases man-
ager consultations with an EA 
professional.

It is important to understand 
that not all EAP referrals are of 
equal value to client organiza-
tions.  Voluntary self-referrals 
deliver valuable services and ease 
of access, but being able to help 
managers address highly visible 
problematic issues or troubled 
employees that become a sink 
hole for managers’ time and 
energy is what makes the EAP 
indispensable.

EAR: What do you see as the 
impact of the multitude of mari-
juana laws affecting various states 
in the U.S.? What should EA pro-
fessionals know about these laws? 

TC: Not since the introduction 
of managed care have EA profes-
sionals seen such dramatic changes 
in attitudes and laws that impact 
the workplace. The landscape of 
medical marijuana and legalization 
of recreational marijuana is contin-
ually shifting as states and 
employers take different 
approaches to this complex issue. 
There are new questions for 
employers and EA professionals 
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State of EAPs... cont’d from Page 1 On the Job

Focus and Energy are  
Crucial Management Traits

Managers are not paid to 
make the inevitable 
happen. In most organi-

zations, the ordinary routines of 
business chug along without much 
managerial oversight. The job of 
managers, therefore, is to make 
the business do more than chug—
to move it forward in innovative, 
surprising ways.

After observing scores of man-
agers for many years, we came to 
the conclusion that managers who 
take effective action (those who 
make difficult—even seemingly 
impossible—things happen) rely 
on a combination of two traits: 
focus and energy.

Think of focus as concentrated 
attention—the ability to zero in 
on a goal and see the task through 
to completion. Focused managers 
aren’t in reactive mode; they 
choose not to respond immedi-
ately to every issue that comes 
their way or get sidetracked from 
their goals by distractions like 
email, meetings, setbacks, and 
unforeseen demands. Because 
they have a clear understanding 
of what they want to accomplish, 
they carefully weigh their options 
before selecting a course of 
action. Moreover, because they 
commit to only one or two key 
projects, they can devote their full 
attention to the projects they 
believe in.

Think of the second charac-
teristic—energy—as the vigor 
that is fueled by intense per-
sonal commitment. Energy is 

what pushes managers to go the 
extra mile when tackling heavy 
workloads and meeting tight 
deadlines.

While both focus and energy 
are positive traits, neither alone is 
sufficient to produce the kind of 
purposeful action organizations 
need most from their managers. 
Focus without energy devolves 
into listless execution or leads to 
burnout. Energy without focus dis-
sipates into purposeless busyness 
or, in its most destructive form, a 
series of wasteful failures. 

Source: Harvard Business Review.
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Web Watch at Work

Sites Worth Checking Out!
Financial Wellness
CareConnect USA
www.careconnectusa.org
Financial wellness is becoming an 
increasingly requested EAP service, 
and this site can help. Helplines, tax 
debt, and mortgage relief are among 
the resources offered. A trusted 
helplines app is even available.

Mental Health
International Society for Mental 
Health Online
www.ismho.org
This is an international community 
exploring and promoting mental health 
in the digital age. Members meet online 
to discuss current issues and collaborate 
on projects to further its mission.

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

Workplace Communication
Geoffrey Tumlin
www.tumlin.com
Via articles and a book, Tumlin 
explains that a tech-centered 
view of communication 
encourages us to expect too 
much from our devices and 
too little from each other, 
challenging readers how to turn 
around this trend. 

Do’s and Don’ts 
in the Workplace
v DON’T let negativity become 
your “go-to” response.
v DO respond constructively 
when someone presents an idea.

v DON’T give in to the temptation to 
whine. It doesn’t get anyone anywhere.
v DO push for solutions.

v DON’T leave critical or harsh 
messages on voicemail or send 
them to an email box.
v DO conduct tough talks in person.

v DON’T confuse activity with 
progress.
v DO set goals and hold yourself and 
employees accountable for results. 

Source: Jon Gordon, author of “Soup: A 
Recipe to Nourish Your Team and Culture.”

Quick Ideas
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about accommodations, discus-
sions about determining impair-
ment, and the impact stemming 
from recent court decisions.

Workplace marijuana issues 
generally center on a number of 
key factors:

• Safety: Will employers be 
able to maintain a drug-free 
workplace? How can employers 
determine impairment?

• Compliance: How can 
employers with workers in 
multiple states comply with 
laws that differ from state  
to state?

• Legality: What about legal off 
duty use being detected 
through employer drug tests? 
What will a positive test 
result mean at work?

• Litigation: Will employers 
have to accommodate the use 
of medical marijuana?

• Flexibility: What will accom-
modation look like?

• Productivity: Will there be 
an adequate supply of drug-
free workers? Should 
employers just stop testing 
for marijuana?

It is crucial for EA profession-
als to follow these developments 
as businesses make critical deci-
sions about how they are going 
to handle employees’ increasing 
use of marijuana. We know with-
out a doubt that increased avail-
ability results in increased use. 
EA professionals also know that 
the risks of developing a mari-
juana use disorder parallels the 
risk with alcohol.

Almost six million American 
adults experienced marijuana use 
disorder in 2015, according to a 
study by scientists at the National 
Institutes of Health (NIH). This 
number will increase and EA pro-
fessionals will be asked to guide 

Editor’s Notebook

communicating isn’t the same 
thing as understanding! For 
some, email is best, for others it’s 
phone or old-fashioned face to 
face. There’s also the matter of 
how much information to share: 
too much and you can inundate 
the other person; too little, and the 
individual might not get the gist 
of the issue. It’s a tremendous  
balancing act!

Consequently, “Determining 
Your Boss’s Communication 
Style” is presented as this month’s 
Brown Bagger insert. As always, 
we hope it’s useful to you in your 
jobs. Until next time.

Mike Jacquart, Editor
(715) 445-4386

mike.jacquart@impacttrainingcenter.net

I wish to thank 
EAPA President-
elect Tamara 
Cagney for her 
time and talent in 

providing some thoughtful 
answers and insights for this 
month’s cover article.

While I hope to see some of 
you in Chicago, I understand that 
travel expenses can be tough to 
swing in today’s budget-strapped 
economic climate. As a result, 
(especially) for EAR readers who 
aren’t planning on going to World 
EAP, Tamara’s article offers a 
great overview about what’s going 
on in both EAPA and in the EAP 
field in general.

*****
Even in today’s day and age in 

which communication is nearly 
instantaneous no matter where 
we are, or what we’re doing, 

work organizations and to provide 
assessment, referral, and reinte-
gration into the workforce. This 
will not be an easy job since 
treatment resources are shrinking 
and marijuana use disorder is not 
taken seriously.

EAR: The Workplace Outcome 
Suite (WOS) has been endorsed by 
EAPA as a best practice for evalu-
ating work-related outcomes of 
services provided by EAPs. Do you 
think there is anything that EAPA 
could do to further promote use of 
this important tool?

TC: The WOS is a great tool 
that looks at workplace indica-
tors, not just clinical signs and 
symptoms. It should be SOP for 
every EAP intake. As a field we 
need a critical mass of EA pro-

fessionals to generate even more 
reliable data. The data collected 
with the WOS gives us valuable 
information to look at the impact 
of EAP intervention on employee 
behavior and engagement. 
Widely distributing this data, and 
conclusions drawn from this 
information, can help promote 
the use of the WOS tool. 
Chestnut Global Partners and 
EAPA recently released the first 
Workplace Outcome Suite 
(WOS) Annual Report 2016.

Currently, more than 600 EAP 
firms utilize the WOS. A recent 
evaluation that included roughly 
8,100 EAP users from 20 differ-
ent EAP providers revealed gains 
in workplace effectiveness after 
using EAP services measured by 
the Workplace Outcome Suite. 
Chestnut and EAPA will distribute 

State of EAPs... cont’d from Page 2

continued on Page 4

On the Job

Employee Wellness:  
Doing it the Right Way (Part I)

Companies often struggle to 
get their employees fired 
up about wellness pro-

grams at work. Their engagement 
“incentive” often consists of giv-
ing participants a coffee mug and 
then listing their names in a quar-
terly newsletter. Really? Managers 
want all the benefits of wellness 
programs — lower healthcare 
costs, higher productivity, 
improved recruiting — but too 
often they motivate employees 
with nothing more than a tote bag 
that’s probably left over from a 
trade show two years ago.

Successful wellness programs 
take a page from recess at elemen-
tary school — they’re social and 
they’re fun. Nobody has to tell 
kids to run and play with their 
friends. The best wellness pro-
grams tap into our inner school 
kid. Employee Benefit News lists 
10 ideas from companies that are 
doing wellness right. Five of them 
are presented here, with the 
remainder appearing next month.

v Make wellness part of your 
brand. Karl Strauss Brewing 
Company ties its wellness program 
to the firm’s core tenets, “learn, 
improve, [and] grow.” It uses vocabu-
lary from its company culture to 
describe behaviors such as “brewing 
it forward” that it wants to encourage.

v Make it a game. Motley 
Fool sponsored a company-wide 
push-up challenge with prizes that 
included Fitbits and a custom pair 
of Nike running shoes. Hack 
Reactor hosts weekly wellness 

competitions among its staff and 
awards prizes. One recent contest: 
Count the number of times staff 
members conducted meetings 
while taking a walk rather than sit-
ting in a conference room.

v Recognize that wellness 
shouldn’t be a chore. Harmless 
Harvest hosts healthy field days at a 
nearby park, complete with tennis, 
soccer, or a game of catch, followed 

by a healthy picnic dinner. Find out 
what activities staffers enjoy in their 
free time, and incorporate them into 
the next wellness initiative.

v Tailor rewards to what 
employees really want. Karl 
Strauss offers one-on-ones with 
executives for workers who want to 
learn leadership skills. Generic gift 
cards may not motivate some, so 
offer personalized rewards unique 
to your wellness themes, company 
culture, or employee interests.

v Model good eating habits. 
Instead of ordering pizza for your 
next company get-together, pro-
vide healthier options. Snack 
Nation sponsors healthy potlucks 
several times a year. 

Source: Employee Benefit News.

In the News

EAPA Updates Bibliography 

The Employee Assistance Professionals Association (EAPA) has 
published the 2016 update of its comprehensive Annotated 
Bibliography of EAP Statistics and Research Articles. The bib-

liography, which includes hundreds of EAP-related research articles 
published in the U.S. and other countries from 2000 through June 
2016, is a unique EAPA members-only benefit.

Articles in the bibliography address EAP return-on-investment stud-
ies, program effectiveness research and other important topics. A brief 
summary of each article is included in the bibliography, along with the 
publication reference.

EA professionals, HR decision-makers, benefits brokers and others 
will find the bibliography to be a valuable resource in making evi-
dence-based decisions affecting the future of individual programs and 
even the profession. EAPA members can access the bibliography here: 
http://www.eapassn.org/EAPresearch. 
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this annual report, in the form of 
a USB, to all attendees at our 
World Conference in Chicago. 
EAPA’s endorsement and contin-
ued efforts to make the tool an 
accepted part of practice will 
strengthen EAPs and help inform 
management of the value of a 
well-utilized EAP.

EAR: Could you briefly dis-
cuss the current state of EAPA? 
What have been a few successes 
this past year that EA profes-
sionals should be aware of? 
What are some goals or other 
challenges that lie ahead for the 
organization? 

TC: EAPA continues to be a 
strong global voice for EA profes-
sionals. EAPA membership num-
bers are holding steady, as are the 
number of Certified Employee 
Assistance Professionals 
(CEAPs). Currently, 9% of EAPA 
members are from 40 different 
countries. The Employee 
Assistance Specialists (CEA-S) 
trainings continue around the 
country. These trainings are 
focused on providers who deliver 
services to EAP clients.

There are also many changes 
afoot at EAPA. We have a new 
CEO, Greg DeLapp, who is a 
seasoned EA professional. Half 
of the Board of Directors will 
turn over this year at the Annual 
World Conference in Chicago. 
The focus of our Board’s efforts 
is to make certain that our pro-
fessional association and our  
certification remain relevant to 
EA professionals.

We are also re-energizing a 
committee to track state and fed-
eral legislative initiatives that 
impact the world of EAP.

Further, we are looking for 
ways to provide development 

opportunities for young profession-
als. Introducing new professionals 
to EAP will benefit not only the 
association but the field at large.

We are also making efforts to 
strengthen our chapter system and 
at the same time developing a host 
of virtual services and web pro-
grams for EA professionals who 
do not have a chapter close by.

With efforts in the areas of 
membership recruitment and reten-
tion, membership service, product 
development, continually improv-
ing the World Conference, expand-
ing certification, developing 
publications, and marketing and 
technology initiatives scheduled 
throughout 2017, we are poised for 
growth in a very challenging envi-
ronment. It is an exciting time to 
be involved.

EAR: What is some final advice 
that you have for your peers in the 
EAP field?

TC: Given the number of 
responsibilities that EA profes-
sionals juggle on a daily basis, 
joining a professional organiza-
tion may not be one of your top 

priorities. After all, who has time 
for more meetings and activities? 
But such thinking can cause you 
to miss out on the numerous ben-
efits that membership in EAPA 
offers. To thrive these days, one 
has to work harder with less. 
Membership in EAPA can have a 
very positive impact on your abil-
ity to succeed in the rapidly 
evolving area of behavioral health 
in the workplace.

When you participate at any 
level in EAPA, you’ll deepen 
existing relationships and make 
new contacts on a regular basis. 
Such networking goes beyond 
the exchange of business cards – 
as you attend periodic meetings, 
and become active on a commit-
tee or take a prominent leader-
ship role. You’ll forge lasting 
ties with others who have com-
mon professional interests and 
similar business concerns. I 
know that participation in EAPA 
has certainly enriched my 35 
years as an EA professional. I 
encourage every EA professional 
to take the time and invest in 
yourself by becoming active in 
an EAPA chapter, committee  
or project. 

Clinical Perspective

Study Confirms Effectiveness of EAP

A recent study in the 
Journal of Occupational 
& Environmental 

Medicine, funded by the 
Employee Assistance Research 
Foundation (EARF) and imple-
mented within the Colorado State 
Government internal EAP, signif-
icantly improved upon prior 
research by formally testing 
whether relationships between 
EAP and workplace outcomes 
are mediated by reductions in 
clinical symptoms.

The study was conducted by 
Melissa Richmond and Ana 
Nunes (ONMI Institute), Fred 
Pampel (University of Colorado 
Boulder), and Randi Wood (State 
of Colorado Department of 

Personnel and Administration). It 
used a prospective, quasi-experi-
mental design that matched EAP 
employee users with non-EAP 
employees. 

At intake and follow-up  
(2-12 months later), all 344  
participants completed validated 
measures of depression, anxiety, 
alcohol use, and three scales 
from the Chestnut Global 
Partners’ Workplace Outcome 
Suite (Absenteeism, 
Presenteeism, Workplace 
Distress). Results indicate that 
internal EA services significantly 
reduce symptoms of depression 
and anxiety but not at-risk alco-
hol use. Thus, mental health clin-
ical improvements are stronger 

and potentially realized more 
quickly with the help of EAP.

These reductions in mental 
health symptoms are also strongly 
connected to subsequent decreases 
in absenteeism and presenteeism. 
Study findings conclude that inter-
nal EAP that adheres to EAP core 
technology contributes to 
improved productivity and reduced 
absenteeism by improving mental 
health symptoms. 

Future research is needed to 
explore whether different EAP 
models affect clinical and work-
place outcomes differently. 
Additional research on the role of 
the contemporary EAP to prevent 
or intervene with risky substance 
use is also needed. 
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Clinical Perspective

Job Mismatch Often Leads to Burnout

Feeling exhausted, 
depressed, and unmotivat-
ed at work? Burnout isn’t 

just about a nasty boss or 
grumpy co-workers, it may stem 
from deeper issues within, a new 
study suggests. Researchers from 
the Universities of Zurich and 
Leipzig say burnout often results 
when your personality and inner 
motivations are a mismatch with 
your job situation.

The study’s lead author, 
Veronika Brandstätter, told CBS 
News that the scientists were 
interested in how a misfit between 
a person’s individual needs and 
their job characteristics affect job 
burnout and the physical symp-

toms that may result. In addition 
to giving study participants a 
questionnaire asking about their 
physical well-being, researchers 
used a picture story exercise to 
delve deeper.

Short Stories Prove Revealing
The researchers asked the par-

ticipants to write imaginative short 
stories to describe five pictures. 
The images showed an architect, 
trapeze artists, women in a labora-
tory, a boxer, and a nightclub 
scene. The exercise is a tried-and-
true tool psychologists use to help 
reveal people’s inner thoughts and 
motivations, explained psycholo-
gist Curtis Reisinger.

The researchers found that 
when things that motivated peo-
ple emotionally – as revealed 
through the storytelling exercises 
– were at odds with the jobs they 
actually held, they suffered the 
most job burnout.

For example, someone whose 
story exercise reveals they’re “power 
motivated,” or highly interested in 
taking responsibility, but whose job 
doesn’t give them the opportunity to 
influence other people, may feel 
frustrated and burned out.

The greater the mismatch, the 
higher the risk of burnout, said 
Brandstätter.

continued on Page 8


