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By RaeAnn Thomas

You know the drill — a
supervisor of one of your
clients calls, requesting

help. “We need some training to
help employees deal with
change…” You feel a little queasy,
but brightly say, “Sure, how can
we help?”

What is the role of the employ-
ee assistance program in organiza-
tional change? Can EAPs provide
unique services to help employees
manage personal and workplace
issues in times of organizational
change? If left unresolved, the
stress of change will likely have a
negative impact on personal and
work effectiveness. Does planning
and participating in organizational
change fit into that service? You
bet it does.

As the workplace continues to
evolve, change needs to become
our forte’. If EAPs miss the
chance to influence organizational
change, they miss a window of
opportunity to provide service
when it is most effective.
Prevention and early intervention
are the most effective ways to
assist organizations in successfully
navigating the sea of organization-
al change.

But more often, EAPs get the

call to assist employees in dealing
with change from a “post change”
or “ineffective coping” perspec-
tive. We offer brief training, indi-
vidual interventions for employees
with emotional and behavioral
issues surrounding change, and
pseudo “debriefings” for the walk-
ing wounded. We help bandage up
the survivors of the organizational
change, and march them back out
to their workstations, to move on,
and accept the fact that all organi-
zations deal with change. But does
change have to be so painful?
Why do we wait for a phone call?
Why not participate early in an
organizational change, and avoid
having to do so much damage con-
trol later?

Maybe we don’t provide pre-
vention and earlier intervention
services about change because we
don’t understand the elements of
this process ourselves. Becoming
an expert in organizational
change makes your EAP an even
greater asset to the organizations
you serve. Instead of merely
treating the organizational illness-
es of “low moral” or “poor work
performance related to unclear
expectations”, EAPs can assist
organizations in creating “change
wellness plans” — plans that
maintain or improve organization-

al wellness in the midst of change.
Knoster illustrates the various

elements involved in successful
change (see change grid on page
3). Without effective work in each
of the aspects required in success-
ful change — vision, consensus,
skills, incentives, resources, and an
action plan — members of an
organization experience feelings of
confusion, anxiety, resistance, and
frustration. They may also sabo-
tage the change or detach from the
organization, experiencing what
Knoster calls a “treadmill” feeling.
The EAP, however, can promote
effective change by assisting man-
agement in addressing ALL
aspects of change, and offering
expertise and direction to meet
each of those needs.

Managing complex change can
be tricky. EAPs serve many cus-
tomers within the same organiza-
tion. Frequently, those customers
have competing goals. In the vari-
ous organizational levels, from top
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management, to middle manage-
ment, supervisors and the people
on the front line, EAP counselors
address very different needs and
goals when we serve these “com-
peting  customers.” That is a fact
of our work life — the individuals
we serve in EAP often have com-
peting needs. Managers need to
swiftly initiate change, while
employees seek security and pre-
dictability. Still other employees
need a chance to grow.

How can we possibly organize
this barrage of needs into a work-
able set of attainable goals?  The
secret is getting in on the ground
floor. When EAP is involved in
organizational change during the
planning process, we are able to
meet ALL of the various needs. By
using Knoster’s change grid, we
can address all aspects of change
and assist individuals in an organi-
zation in meeting their personal
goals about the change.

While aspects of change like
vision may be created at a man-
agement level, failure to communi-
cate that vision to employees who
must implement the change will
result in stalled efforts and confu-
sion in many staff. Knowing and
anticipating the issues related to
the components of change will
prevent negative symptoms in
employees, and lessen the need for
EAP damage control after the
change initiative. 

Understanding the cause of
these symptoms will provide
effective tools for the organization
to use in treating any symptoms
that may arise.

1. First, WE need to understand
the dynamics of managing
complex change and the
needs that accompany it.
Become a change expert.
Analyze what elements con-
tribute to effective change

and understand how they
apply to the organization you
serve. Lead, rather than fol-
low change, to provide the
optimum services for all of
the customers you serve in a
particular organization.
Regularly meet with admin-
istrative and management
staff to keep abreast of cur-
rent trends and needs in the
workplace. Anticipate needs
about change initiatives,
offer insight and input about
the issues involved in change
from ALL perspectives; the
organization’s market, its
administrative staff, and
frontline employees.

2. Next, be an integral part of
the PLANNING process dur-
ing the organizational
change. We must help top-
level management under-
stand that properly managed
change will not require post-
change debriefings. Offering
assistance, intervention, and
education during the change
process will result in a much
more effective journey
toward the anticipated goal.
Even organizations with the
best of intentions, will not
necessarily effectively initi-
ate or manage change.
Become their change “go-to”
person.

3. The EAP must then provide
education at many levels in
the organization. Help man-
agement and employees
understand that a collabora-
tive approach to change will
result in a higher probability
of success and a more pro-
ductive organization in the
long run. Getting buy-in
from administration, man-
agement, and employees will
help increase your EAP’s
effectiveness and impact
through the change process.

EAPs must become involved in
the change process with senior
management, before implementa-
tion, as early as when the change
process is being considered, to be
most effective. We must promote
ourselves and our services to top
management in terms of our
impact on the bottom line; the pos-
itive impact early EAP involve-
ment can have on the financial
aspect of change.

Your Employee Assistance
Program can effectively assist

2 EA Report Visit EA Report’s website at www.impact-publications.com November 2004

continued on Page 3

Winds of Change continued from Page 1

Editor - Mike Jacquart
Design/Layout - Amanda Miller

Director of Customer Service - Dan Waid
Publisher - Scott Kolpien
Circulation - Kim Bartel

COPYRIGHT © Impact Publications,
Inc. 2004. Employee Assistance Report
(ISSN 1097-6221) is published monthly
by Impact Publications, Inc., E3430
Mountain View Ln., Waupaca, WI 54981,
phone: 715-258-2448, fax: 715-258-
9048, e-mail: impact@impact-publica-
tions.com. POSTMASTER: Send
address corrections to Employee
Assistance Report, E3430 Mountain View
Ln., Waupaca, WI 54981. No part of this
newsletter may be reproduced in any
form or by any means without written
permission from the publisher, except for
the inclusion of brief quotations in a
review which must credit Employee
Assistance Report as the source, and
include the publisher’s phone number,
address, and subscription rate. Yearly
subscription rate is $189.00. 
Material accepted for publication is sub-
ject to such revision as is necessary in our
discretion to meet the requirements of the
publication. The information presented in
EAR is from many sources for which
there can be no warranty or responsibility
as to accuracy, originality or complete-
ness.  The publication is sold with the
understanding that the publisher is not
engaged in rendering product endorse-
ments or providing instructions as a sub-
stitute for appropriate training by
qualified sources. Therefore, EAR and
Impact Publications, Inc. will not assume
responsibility for any actions arising from
any information published in EAR. We
invite constructive criticism and welcome
any report of inferior information so that
corrective action may be taken.

EMPLOYEE ASSISTANCE REPORT



• Workplace Bullying
• Boosting Employee
Morale
• Diversity

UPCOMING EAR FEATURES...

November 2004 Visit EA Report’s website at www.impact-publications.com EA Report   3

organizations in managing change
by providing service and expertise
in a pro-active manner, rather
than waiting for that dreaded
phone call. n

RaeAnn Thomas is the Executive
Director of Associated Employee
Assistance Services, an Employee
Assistance Program providing ser-
vices to small and large organizations
throughout the Midwest. She is a
CEAP specializing in Administration,
consultation and services to organiza-
tions with a variety of needs regard-
ing issues of change, and
organizational management. She is
also a former contributing editor of
“Employee Assistance Report”.
RaeAnn can be reached at
1-800-540-3758.
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Vision + Consensus + Skills + Incentives + Resources + Action Plan = Change

  Consensus + Skills + Incentives + Resources + Action Plan = Confusion

Vision +   Skills + Incentives + Resources + Action Plan = Sabotage

Vision + Consensus +   Incentives + Resources + Action Plan = Anxiety

Vision + Consensus + Skills +   Resources + Action Plan = Resistance

Vision + Consensus + Skills + Incentives +   Action Plan = Frustration

Vision + Consensus + Skills + Incentives + Resources +   = Treadmill

Leading & Managing Complex Change

Adapted from Knoster, T. (1991) Presentation in TASH Conference. Washington, D.C.         Adapted by Knoster from Enterprise Group, Ltd.

This model is a simple, but powerful tool to connect the organizational symptom with
the components of change.

Often, leaders may sense that something around the change is wrong, but they may
not understand how to resolve it or determine the root of the problem. For example, if the
change agent senses or anticipates sabotage as a symptom within the organization, then
the ability to work through consensus through collaboration is of paramount importance.
If there is as high level of resistance, then the leader needs to identify incentives and
determine what will personally motivate individuals to change.

The EAP can assist change agents to understand the complex dynamic of managing
change, understanding symptoms and working through the elements of change to maxi-
mize the effectiveness of the change process.

Are you ready to lead? What
is your vision of leadership?
These two simple, yet extra-

ordinarily challenging questions con-
front Mark Gibson in Alan Price’s
new book, Ready to Lead? A Story
for Leaders and Their Mentors. Like
so many businesspeople today faced
with new challenges, Gibson must
discover the answers to these two
crucial questions as the key to
preparing himself to assume new
levels of responsibility.

This book inspires the readers —
just as we see Mark Gibson become
inspired — to work through their
own definition of leadership, and
then put it into action. Leadership is
revealed as situational and distinctly
different from management.

Price’s inspiring and thoughtful
prose engages the leader in self-
examination. Ready to Lead? is a
story of leading change that can
apply to any industry. The book
demystifies the process of leadership

and serves as a “play book” for
accelerating leadership develop-
ment. 
Ready to Lead? applies to any-

one in a leadership position or in the
position of mentoring leaders. The
book changes the paradigm of lead-
ership development and defies the
“old mythology” model, introducing
a practical, empowering model for
leadership.
Ready to Lead? A Story for

Leaders and Their Mentors by Alan
Price (ISBN: 0787969516) is avail-
able from Jossey-Bass/A Wiley
Imprint. It costs $22.95 and runs
148 pages.

Jossey-Bass/A Wiley Imprint books
are available at local bookstores, all
major online booksellers,
www.josseybass.com or call 800-
956-7739. n

Are You Ready to Lead?
BOOK REVIEW

What’s Bothering
Managers

8Check out the
What’s New 

section on our website:
impact-publications.com



techrepublic.com.com/5100
63311030446.html
Tech Republic. When your firm
restructures, merges with another
company, or is bought out, your
immediate reaction is probably
panic. It’s possible, however, to sur-
vive and even benefit from the
change. This site offers help on how
to do just that.
www.jjaconsultants.com/org.htm
JJA Consultants. This consulting
firm offers ways to determine the
effectiveness of current organiza-
tional structures and tools for align-
ing structures, staffing levels,
budgets, and work processes with
mission and vision to improve orga-
nizational performance. 

www.themanager.org/me/restructur
ing.htm
Corporate Restructuring. When is
it a good time to restructure? When
does restructuring improve perfor-
mance? Gain numerous insights on
this site.
www.knowledgeandsuccess.com/or
ganizational_development.htm
Knowledge & Success, Inc. Use an
Organizational Development
Analysis (ODA) to evaluate your
full talent pool, for organizational
restructuring. You can also use it to
provide employees with career plan-
ning guidance, and identify effec-
tive team match-ups. Participants
receive instructions and take the
assessment online, making it a con-
venient fit into an organization’s
workflow.
benefitslink.com/links/20010119
008785.html
BenefitsLink. This site provides a
link to a report that identified
challenges confronting organiza-
tions and their employees under-
going restructuring.

By Patricia Gardner

Even when you are a talented
and ambitious salesperson, it
can still be difficult to market

yourself. You can be a great salesper-
son, but if you don’t use your skills to
your advantage you are making a huge
career mistake.

Consider the basic sales tools —
an initial benefit statement, probing
effectively, asking good questions,
handling objections, closing tech-
niques, and effective listening — and
contemplate how you can use these
techniques to your advantage around
the office. It sounds easy, but studies
show that most people simply do not
do this.

1. Define Your Image — How you
are perceived in an office is as
important to your career as your
work. Your image is based on
how you dress, groom, and your
personal style. While we
shouldn’t be paid based on our
looks, we are still judged on our
professional appearance.              

If you are on a tight budget,
mix and match to get optimum
use out of your clothing.  Get an
updated hairstyle and if you are
a woman, make sure your
make-up is also very modern
and chic. Hairstylists are always
happy to make suggestions.

2. Learn to Manage Your Manager
— To be successful in your
career, you must make your
boss successful. To get started,
sit down and have a meeting
with your manager about his
goals, and how is performance
is measured. Keep in mind the
politics when you make a sale
and have your manager’s goals
in mind.  

3. Don’t Have a Bad Day in the
Office — Successful people are

professionals all of the time.
They don’t get in bad moods or
alienate their co-workers. It’s a
good rule to leave all of your
other problems at the door when
you get to work.                 

When it comes to a promo-
tion, 90% of companies will ask
a variety of people what you are
like to get along with. They
want to know how you will
react under pressure when
things aren’t going well. The
nicer you are on the way up, the
higher you will go.

4. Support Your Boss — Top-notch
professionals that want great
careers communicate regularly
with their bosses. They consider
how they can support their boss
and regularly go out of their
way to do it. The best people
I’ve had work for me stop by
my office at the end of the day
and say, “Hey, is there anything
you need from me before I go
home?” It shows initiative and a
great team attitude.

5. Take an Interest — If you want
your boss to notice you, develop
a reputation as someone with a
great work ethic and interest in
the company. Meet with people
in various departments in the
company.  You will learn about
products from different aspects
and increase your knowledge
and, in turn, sales.

Your reputation will spread
throughout the company.
Service people are thrilled when
a salesperson meets with them
and then humble themselves by
saying, “I’d love to pick your
brain and see what you would
suggest…”  

To shine at the office, you must be
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& The Art of Happiness at
Work, by the Dalai Lama and
Howard Butler, $14 Riverhead
books and Penguin Putnam,
www.penguin.com; ISBN 1-
59448-054-0. How does the rela-
tionship between values and those
of employers affect happiness?
What are the main sources of dis-
satisfaction and how can we cope
with them? This book offers help-
ful insights.
& Lessons from the Hive: The
Buzz on Surviving and Thriving in
an Ever-Changing Workplace, by
Charles Decker, $16.95, Dearborn
Trade Publishing, 800-245-2665.
The author shows readers how to
approach change with a positive
attitude and embrace the new oppor-
tunities that come with it.

8 Proposals are being accepted
until Nov. 1 for the 17th annual
EASNA Institute, to be held May
5-7, 2005 in Chicago. Information
and submission forms are avail-
able online at www.easna.org.
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9 Workplace Wellness Programs’
What’s in it for me? How to
Motivate Your Employees and
Boost Participation is a new CD-
ROM that covers how companies
have successfully used incentive
programs to boost participation in
employee wellness programs. To
find out more, contact American
Business Publishing, 800-516-4343.

9 Take Charge of Your Life,
$99 (17-minute video), Whole
Person Associates, 800-247-6789;
www.wholeperson.com. Part of a
six-session video course, this
video deals with helping people
manage stress, support their val-
ues and develop a plan to take
charge of their lives.

8 www.workplacethermometer.
com was created to provide
employees with a non-confronta-
tional forum for constructive criti-
cism where they can objectively
and anonymously express their
concerns.
WorkplaceThermometer.com is a
service of Interactive Employment
Training, Inc. (IET). IET, located
at www.hrtrain.com produces

online training about workplace
issues and assists HR profession-
als with online surveys, exit inter-
views, and orientations.

& Between Trapezes, by Gail
Blanke, $22.95, Rodale Books,
224 pages, ISBN 1-57954-928-4.
Are you in a situation in which
the present is no longer safe, and
the future is scary and unknown?
This well researched, easy-to-read
and personable book provides
practical and inspirational guid-
ance to those who have to let go
of their safety nets in order to
move on with life.  

& When Painkillers become
Dangerous, by Drew Pinsky,
M.D., Hazelden Publishing, 800-
328-9000;
www.hazelden.org/bookstore. This
book is not designed to denigrate
pharmaceutical manufacturers or
doctors who treat pain. Rather, the
intent is to educate people about
opiate addiction. People who take
painkillers for legitimate medical
reasons can end up as addicts.
People in recovery from alcohol
or other drug addiction can
relapse on prescription drugs.

Resources

sincere, have good communication
skills, and project a trustworthy atti-
tude. Reach out and make connec-
tions around the office. Use your
sales skills to your advantage and you
will meet with incredible success.
You already know the basics what to
do — you just need a slight change in
direction.   n

In her 30-year career, Patricia Gardner
has closed million-dollar deals in two sales
calls, and has trained others to do the
same. She is president of Maximum Sales,
an executive management and sales train-
ing consulting firm, and has written “The
Million Dollar Sales Call” designed to help
sales professionals unlock the five secrets
of strategic sales.  For more information on
her services or her book visit
www.maximumsales.com.

Showcasing continued from Page 4
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By Tom Terez

John Keller is a can-do kind of
person. He built his 30-per-
son printing company from

scratch, and he plans to buy a
new building and add 15 more
employees within two years. He’s
also a walking reference
book of positive quo-
tations.
“Problems are
just opportuni-
ties in dis-
guise,” he likes
to say.

Job performance
at the company had
always been good,
but John felt he
could motivate people
to do even better. So he decided
to reward the best performers to
develop an “Employee of the
Quarter” program that would give
each recipient a celebratory lun-
cheon, an engraved plaque, and a
weekend stay at a nearby lodge. It
seemed like a great idea at the
time. There was just one
problem: not a single employee
submitted a nomination.

John and the HR manager fig-
ured that employees didn’t under-
stand the program, so they
explained it in greater detail at a
meeting. Still no nominations.
They concluded that the program
needed to be more prominent, so
they posted signs in the break
room. Still no nominations. Then
they decided to take a more per-
sonal approach and ask employ-
ees directly to give it a try and
nominate one of their co-workers.
The result? You guessed it: no

nominations. What happened? 
John wanted to boost job per-

formance, and he assumed that a
bit of healthy competition and
public recognition would have a
motivating effect, so the employ-
ee-of-the-quarter approach
seemed perfect. He assumed that

people would respond to mon-
etary value, which is why he
included the free weekend at
the lodge. He assumed that
employees would want
some say in the selection
process, which is why he
gave everyone a chance to
submit nominations. John
also assumed they would be

interested enough to do so.
They weren’t. In the end, John’s
good intentions were undone by
his assumptions.

The only way to steer clear of
the assumption trap is by asking
the right questions from the out-
set. It’s a matter of reframing. In
John’s case, he began by asking:
How can I reward the highest-
performing employees for doing
exceptional work? He should
have stepped back, widened his
angle of view, and explored a
more fundamental question: What
factors have the biggest impact on
performance among employees?
And instead of conjuring up his
own answer, he should have
posed this question to the
employees themselves. They’re
the real experts on what drives
great performance.

In fairness to John, all of this
is easier said than done. We natu-
rally gravitate to the narrow ques-
tions, with their built-in
assumptions, because they’re so

ingrained in our workplace think-
ing. Here are the most common:

1. “How can we do a better
job of communicating with
employees?”
Communication “prob-
lems,” such as breakdowns
or a lack of communication,
tend to be symptoms of
deeper problems. For
instance, that person who
complains about being left
out of the communication
loop might actually be
revealing that she doesn’t
have all the tools and
resources she needs to get
the job done. Solving the
“problem” by adding her to
an e-mail distribution list or
including her in another
meeting is unlikely to get to
the heart of the matter. Try
asking this instead:

“Where are communica-
tions breaking down, and
what are those breakdowns
telling us about our work-
place systems?”

2. “How can we get employees
to take more responsibility
for their work?” Most work-
places are task-driven, with
sharp divisions between
management and everyone
else. In this kind of culture,
people punch in and out with
a basic mentality:

“Pay me fairly and I’ll
give a fair day of work.”
For people to take responsi-
bility, there needs to be a
sense of mission, and man-
agers and workers need to

continued on Page 7

Quick Ideas

Communicate, Don’t Assume
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be partners who pursue that
mission together. Try asking
this instead: 

“What could we do to
help you be more successful
in your work?” Try to
uncover a story:

“When during the past six
months did you really get
fired up about your work?
Tell me about it. What could
be done to have more of
these positive experiences?”

3. “How can we generate
greater creativity and inno-
vation among staff?” Every
person brings tremendous
creativity to the workplace,
so it can be terribly frustrat-
ing when people do things
the same way day after day.
So how do most managers
respond? They set aside cre-
ative time at meetings and
try to get people to think
harder. Or they have a
retreat in which everyone
brainstorms long lists of
ideas. If you’re unsatisfied
with the results, take a dif-
ferent tack by asking
employees about their deep
interests. That’s right, skip
the part about knowledge,
skills, and abilities — and
learn more about the activi-
ties and pursuits beyond
work that stir their greatest
enthusiasm. Say you learn
that a colleague is an avid
weekend jazz musician. This
gives you a new key into
their creativity. Now ask: 

“Are there any similarities
between our efforts at team-
work and the challenge of

putting together a good jazz
ensemble?”

For someone like John, with
his bias toward action, questions
like these can seem awfully
roundabout. The resulting answers
often lead to more questions and
more exploration and still more
questions. But John will be the
first to confirm that this inefficient
approach is also the most effective
in the long run.  n

Tom Terez is a speaker, workshop
leader, and author of the book
“22 Keys to Creating a
Meaningful Workplace.”
His website,
http://BetterWorkplaceNow.com, is
filled with tools for building a
great work environment. Write to
Tom@BetterWorkplaceNow.com
or call 614-571-9529.

Communicate continued from Page 6 EAR Conferences
Check out the complete listing of conferences on
our website: www.impact-publications.com

• SAP Qualification Training & Written Test 
Date: November 3-5, 2004 
Place: Birmingham, AL
Contact: Professional Training Center, Inc.,

888-876-7770; tfa@tir.com;
www.professionaltrainingcenter.com

• Cognitive-Behavioral Treatment Issues
and Psychopharmacology of Obsessive-
Compulsive Disorder

Date: November 9,  2004
Place: Oconomowoc, WI
Contact: Rogers Memorial Hospital,

800-767-4411, ext. 566;
www.rogersmemorialhospital.org/seminars

• SMART Recovery:10th Anniversary
Celebration 

Date: November 12-15,  2004
Place: Chandler, AZ
Contact: 440-951-5357;
www.smartrecovery.org

• Post-Induction Therapy Training
Date: November 15-19,  2004
Place: Wickenburg, AZ
Contact: The Meadows, 800-240-5522;

events@themeadows.org;
www.themeadows.org

• SAP Qualification Training & Written Test 
Date: November 17-18,  2004
Place: Detroit, MI
Contact: Professional Training Center, Inc.,

888-876-7770; tfa@tir.com;
www.professionaltrainingcenter.com

• EAPA 2004 Conference 
Dates: November 18-20, 2004
Place: San Francisco, CA
Contact: EAPA, www.eapassn.org

• SAP Qualification Training & Written Test 
Date: Dec. 8-10,  2004
Place: Las Vegas, NV
Contact: Professional Training Center, Inc.,

888-876-7770; tfa@tir.com;
www.professionaltrainingcenter.com

• SECAD 2004: "An International Conference
for Alcohol and Drug Addiction
Professionals" 

Date: December 1-4,  2004
Place: Atlanta, GA
Contact: SECAD, 888-506-7394;

secad@naatp.org 

• Expanding the Vision: 17th Annual EASNA
Institute

Date: May 5-7,  2005
Place: Chicago, IL
Contact: www.easna.org

• 30th Annual National Wellness
Conference: Putting Wellness to Work

Date: July 9-14,  2005
Place: Stevens Point, WI
Contact: National Wellness Institute,

800-243-8694; nwi@nationalwellness.org;
www.nationalwellness.org

E-mail or fax upcoming events 
Employee Assistance Report 

715-258-2448
E-mail: info@

impact-publications.com
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Principles jointly adopted by a committee of the American Bar Association and a Committee of Publishers.) Employee Assistance Report does not necessarily endorse any products or ser-
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review which must credit Employee Assistance Report as the source, and include the publisher’s phone number, address, and subscription rate.
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By Ray Mickevicius

In my last column, I invited you to
re-energize and refocus yourself by
engaging in an exercise. I asked you

to consider the basics of what you’re
doing and how you’re doing it, specifi-
cally as it pertains to two areas of great
importance to you and your clients:
your personal and professional develop-
ment, and your effectiveness and impact
as an employee assistance professional.

I invited you to consider the following
four statements by using this rating scale:

1. I disagree;
2. I mostly disagree;
3. I’m not sure;
4. I mostly agree;
5. I agree.
A. It is important for a professional

to be a lifelong and highly
focused learner.

B. It is important to measure the
effectiveness and impact of one’s
work, not merely one’s activity or
‘busy-ness.’

C. I have specific personal and/or
professional learning commit-
ments, goals, and timelines in
place, and I am behaving in a
way that will meet these commit-
ments.

D. We have in place a process to
monitor the effectiveness and
impact of our employee assis-
tance programs.

I think you’ll find that if you talk
with your peers about this mini-survey,
the majority of them will rate items A
and B with enthusiastic 5s. However,
you might find that items C and D prob-
ably don’t get the same number of 5s.
While people honestly feel that profes-
sional development is important and
that measuring the impact and effective-
ness of one’s work is important, people
often don’t behave consistently with
what they say is valuable or important
to them. Most professionals don’t have
focused goals or timelines and plans in

place. While they probably measure
their activity, they likely don’t measure
their impact or effectiveness. The ques-
tion is, why do people say that some-
thing is important and then not behave
consistently?

As we all know, there is a difference
between intent and action. Many of us
make New Year’s resolutions that we
allow to fall by the wayside a short time
later. Many of us don’t live the healthy
lives that we know we should. We
intend to exercise more, but we often
don’t. Many of us don’t contribute to
our retirement savings funds…or, well,
you get the point. While some people
might be an exception to this pattern,
most people aren’t.

The simple truth is that we choose to
allow things to get in the way of behav-
ing consistently with our commitments.
We all tend to make choices without
being aware of what’s driving them.
Maybe we’re making another person’s
agenda or priorities higher than our
own…even when we know better.
Maybe we’re afraid of saying “no” to
another’s demands because of what
could happen if we don’t. Maybe we’re
avoiding following through with some-
thing because no one will ever look.
The fact is that many of us need to look
closer about the reason “why” we are
choosing to not do something.

How does this relate to professional
development and measuring the impact
of our work? We might think: 
• Professional development need not

be a priority for our organization.
• Development efforts are “unpro-

ductive” or too expensive.
• We’re developed enough already.
• Extensive goals and development

are for someone else.
• We’re too busy with what we have

right in front of us.
• Tomorrow is far enough away that

we don’t have time to worry about
it now.

• The impact our work can’t be mea-
sured so why even try

Whatever
our “reasons,”
there’s no better
time than the present to question
whether or not these responses are rea-
sonable. Give yourself some time to
reflect on the following questions:
• Where could I stretch myself fur-

ther as a professional?
• Where have I allowed myself to get

sloppy?
• Where am I not getting the results I

promised or would like to get?
• What kind of clients, problems or

situations am I least likely to help?
• How do I know whether my work

has a measurable impact?
• What areas of my work would I be

reluctant to have someone else
observe? 

If you believe it’s important to
stretch yourself further to improve your
performance, and to positively and con-
sistently impact the organizations you
serve, then it follows that you can
choose to behave consistently with what
you say is important to you.  n

Editor’s Note: “One-On-One” is a
new feature that will run periodically
in “Employee Assistance Report.” It
is designed to address employee assis-
tance professionals’ concerns. Ray
Mickevicius is a management consul-
tant, executive coach, and facilitator.
Most of Ray’s work focuses on helping
people and organizations achieve
long-term personal, professional, and
organizational success. Information
about Ray and his company,
“Dynamic Foundations, LLC” can be
found at
www.dynamicfoundations.com. 
He can be reached by email at
rjm@dynamicfoundations.com or
phone (715) 842-8125. Comments on
this article or suggestions for future
“One-On-One” articles should be
directed to Ray or EAR Editor Mike
Jacquart at 715-258-2448;
mikej@impact-publications.com.

One-On-One

Understanding the Difference
Between Intent and Action


