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Conflict Management Services
Considerations for the EAP

By Janeen Haller-Abernethy, LCSW

As EA professionals, we are tasked with addressing 
work organization productivity issues and job per-
formance concerns. As guided by EAP core compe-

tencies spelled out by EAPA, the Colorado State Employee 
Assistance Program (CSEAP) offers various services to 
assist employers and employees in mitigating the negative 
impact of workplace conflict. This article will offer an over-
view to the efficacy of EAP conflict-focused services for 
employees and employers. (Additional details are provided 
in a case example in this month’s Brown Bagger insert.)

Coaching is One Option
After learning the details of a distressed employee or man-

ager, CSEAP may start by offering professional coaching ser-
vices. Using a 360-feedback instrument like the Goleman and 
Boyatzis Emotional and Social Competency Inventory (ESCI), 
could assist the employee or manager in better understanding 
how he or she is perceived by others in the workplace.

The 360 results may show discrepancies between 
self-ratings and ratings by others. This variance is 
used by the coach to encourage employee goal-setting 
in the four EI competency quadrants:

• Self-awareness;
• Self-management;
• Social awareness; and
• Relationship management.

General professional coaching on soft skills like 
managing emotions, managing conflict, and interper-
sonal skills for the workplace are also offered by 
CSEAP to both referred and voluntary coaches.

Mediation & Work Group Facilitation
Further opportunities for EAP conflict intervention 

include addressing workplace disputes between 
employee dyads and among the team. From our inter-
nal findings, the mediation process serves to de-esca-
late conflict by offering a neutral setting for 
employees to present their differing views and also 
gain an understanding of their colleague’s perspective.

How does this differ from the 360-degree perspective? 
While a byproduct of work group facilitation may include 
individual improvements in conflict communication, this 
process focuses more on bolstering effective team dynam-
ics to support overall improvements to productivity.
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This CSEAP team service incorporates team mem-
ber feedback (vs. individual 360 feedback) in order to 
reduce maladaptive team behaviors and increase civil-
ity in their work-related communication, particularly 
as it pertains to conflict or difficult dialogue. 

Through multiple facilitated discussions, teams dis-
cover workplace-culture concerns, and structural or 
organizational issues potentially contributing to team 
conflict. These discoveries lead to increased under-
standing of workplace conflicts or tensions and the 
related impact on morale or productivity.

Teams then identify goals focused on improved work-
place interactions, and strategies for increased team com-
munication or soft skills improvement – all of which 
could be implemented through the comprehensive EAP 
offering of coaching, training, and facilitation services. 

Considerations for the EAP
The following are considerations for internal and 

external EAP providers seeking to develop or increase 
conflict-related services. 

v Coaching vs. counseling. EAPs need a clear 
understanding of the differences between coaching 
and counseling. While it may be appropriate for a 
licensed mental health provider to use coaching strate-
gies with both trainees and counseling clients, coaches 
without mental health licensure must understand their 
limitations should mental-health related concerns enter 
a coaching conversation. CSEAP licensed providers 
wear both coaching and counseling “hats.”

What are the factors in selecting one over the 
other? The EAP must be astute in determining the 
appropriateness of coaching versus counseling, or use 
of both services. For CSEAP, coaching typically 
focuses on setting and achieving goals for improve-
ment in professional life while counseling is focused 
on mental health or personal concerns.

When coaching sessions become solely focused on 
personal or health-related matters, we pause on pro-
fessional coaching and focus on counseling support or 
refer the trainee to an additional provider for these 
counseling sessions. 

v Qualified and trained staff are necessary. 
Internal and external EAPs must identify the training 
requirements for various professionals in their state. 
For example, mediation is not a regulated practice in 
Colorado; therefore, we defer to national standards 
that require 40 hours of mediation training.

Coaching regulations are also minimal in most 
states; therefore, EAPs must research established and 

reputable coaching training programs to make  
available to their staff or seek out providers that  
have reputable training in the service areas targeted 
for expansion.

External EAPs might also consider providing train-
ing or certification to preferred providers vs. seeking 
agreements with new providers who may have training 
but don’t have a history with the EAP or its clientele. 
Suggested resources for vetting providers include the 
Association of Talent Development (ATD), National 
Registry of Mediators (NRM); additional mediation 
resources include adr.org and americanbar.org.

v Support the multiple “hats” worn by your EAP 
team. Offer opportunities for external providers or inter-
nal team members to discuss the challenges and benefits 
of offering conflict-related support to your clientele. 
CSEAP offers quarterly or bi-annual meetings focused 
on coaching and mediation services to staff working in 
these roles. These meetings allow for case presentations 
and discussion, and shared opportunities for case brain-
storming or problem-solving related to these services. 

v Costs and pricing. As an internal program, fully-
funded in state statute, CSEAP provides all services as 

continued on Page 3
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Editor’s Notebook
Conflict is unavoidable in the 

workplace, but it does not HAVE 
to be contentious. In this month’s 
cover story, Janeen Haller-
Abernethy describes the services 
her EAP offers “to assist employers 

and employees in mitigating the negative impact of 
workplace conflict.” Would coaching help? Mediation? 
Janeen presents some of the options available while 
discussing additional conflict management recommen-
dations in this month’s Brown Bagger insert.

Hopefully your corporate clients are not engaged in 
masculinity contest cultures, but if they are advice is 
offered on page 5 in this month’s newsletter. Whatever 
the specifics, EAP conflict-focused services can be 
very effective for employers and employees alike.

*****
Referring an EAP colleague to this newsletter is 

as easy as “Maureen” telling “Chuck” at a meet-
ing they attended that she enjoys reading the EAR, 
and if Chuck calls to subscribe, she will receive 

$10.00 off her next renewal. (Keep the number 
715-445-4386 handy.)

What does Chuck get out of it? He pays the full 
amount – still only $99.00 for one year! – But then 
Chuck IS ELIGIBLE for a discount when HIS first 
renewal comes due, if a referral of HIS results in a 
new EAR reader. Talk about paying it forward!

*****
Also in this issue, EAR continues its series on finan-

cial resources EAPs can pass along to their clients, this 
time profiling Debt Relief. The Debt Relief helpline is 
800-388-2227.

Finally, if you are missing a back issue of EAR, 
nearly all of them are available online at https://
archive.hshsl.umaryland.edu/handle/10713/2345. See 
page 6 on how to access them. 

Mike Jacquart, Editor
(715) 445-4386

mjacquart@writeitrightllc.com

a ‘value add’; that is, included at no additional cost for 
agencies or employees. However, CSEAP does negoti-
ate extraneous expenses – i.e. travel, assessment tools – 
from agencies that request these services.

An external EAP provider would be prudent to con-
sider the market rates for trained facilitators, media-
tors, coaches, and necessary tools (e.g. 360 
assessment) in order to decide on appropriate fee-for 
service or capitated pricing. Rates will vary signifi-
cantly depending on the region and the service.

A survey from the Conference Board Council on 
Executive Coaching found that coaching services can 
range from $200 to $500 per hour. Consider contacting 
your statewide mediation association, organizational 
development, human resource consultants or consor-
tiums of these providers to inquire about market rates 
for facilitation, mediation, or 360 assessment services.  

v Data collection and destruction. EAPs would 
be wise to consult with their legal counsel regarding 
recordkeeping for conflict services as laws and stan-
dards regarding privacy may vary based on locale. 
Internal and external EAP providers alike must be 
judicious in their efforts to standardize documentation 
and retention requirements for these ancillary services.  

Summary
Beginning with a micro-focus on conflict manage-

ment skills for individuals and expanding the lens to 
view team strategies for processing conflict, EAP con-
flict-focused services can be very effective for both 
employees and employers. 

Janeen Haller-Abernethy, LCSW, Program Manager for 
CSEAP, is trained in mediation and holds certifications in 
Intrinsic Coaching (™) and Emotional Intelligence Coaching. 
She serves as the primary trainer and facilitator for CSEAP. To 
contact her or for a list of references used in this article, Janeen 
may be reached at janeen.hallerabernethy@state.co.us. The 
following individuals were also instrumental in the crafting of 
this article:

Matt Steinkamp, LCSW, is the Director of the CSEAP, and is a 
certified coach and trained mediator. He has significant experience 
in developing and providing training on conflict.

Jeremiah Dahlen, LPC, CEAP, Program Lead for CSEAP, is a 
certified Emotional Intelligence coach, trained mediator, and has 
specialized in EAP since 2006. He has extensive experience provid-
ing counseling, coaching, management consultation, and critical 
incident response.

Editor’s note: A case study and other examples of conflict manage-
ment services are provided in this month’s Brown Bagger insert. 

Conflict Management Services          cont’d from Page 2
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On the Job

Staff Meetings Matter: Part III
By Kate Zabriskie 

For a myriad of reasons, many managers don’t 
hold regular staff meetings. Furthermore, most 
who do don’t get the most they could from 

them, and that’s too bad. Good staff meetings can 
focus a team, energize employees, and engage them 
in ways ad-hoc interactions don’t.

How do you turn a ho-hum approach to staff meet-
ings into a high-functioning management tool? We 
have presented a number of ideas in this three-part 
series. The final suggestions appear below.

Focus on Lessons Learned and Continuous Improvement
Staff meetings that include an opportunity to share 

lessons learned help drive continuous improvement. 
At first, people may be reluctant to share shortcom-
ings. However, if you follow step four, you should 
begin to develop better communication and a sense of 
trust with your team. Modeling the process is a good 
place to start. 

“I learned something this week I want to share with 
you. I had a call with a client that could have gone 
better. I’m going to tell you what happened and then 

I’ll discuss some ideas about how I would handle 
something similar in the future.” 

The more you practice this exercise, the greater the 
gains you should experience.

Develop a Schedule and Stick with It
Almost anyone can follow the previous steps listed in this 

series some of the time, but those who get the most out of 
staff meetings hold them consistently. They publish a meet-
ing schedule, and they stick with it. They may shorten a 
meeting from time to time or reschedule, but they don’t treat 
their chance to gather the team as the least important priority.

Summary
Good staff meetings aren’t perfunctory activities 

that add little value. On the contrary, when used to 
their full capacity, they are a dynamic management 
tool. Now what are you going to do about yours? 

Kate Zabriskie is the president of Business Training Works, Inc., a 
Maryland-based talent development firm. She and her team help 
businesses establish customer service strategies and train their 
people to live up to what’s promised. For more information, visit 
www.businesstrainingworks.com.

“I Need to Make a Change to My 
Subscription!”

Hey, we know things change. You move. You land a 
new job. You decide to sail off to Tahiti. Whatever, the 
change, you’ll want to contact us today so that we can 
update our records accordingly.

Contact us anytime you want to:
• Change the name and email address of the  

individual receiving EAR.
• Change or add phone number or email.
• Renew, start, or cancel a subscription.
• Check the status of your subscription.
• We appreciate any ideas or suggestions  

you may have.

Thank you for your time and staying in touch!

715-445-4386 or  
mjacquart@writeitrightllc.com

EMPLOYEE
ASSISTANCE 
REPORT

In the News

EACC Seeks Commissioners

The Employee Assistance Certification Commission 
(EACC) is seeking applicants to succeed the 
Commissioners whose three-year terms are ending 

at the close of the upcoming EAPA 2019 St. Louis 
Conference & EXPO in late September 2019. 

The EACC is the credentialing governance body 
responsible for upholding all professional standards, poli-
cies, and procedures concerning the Certified Employee 
Assistance Professional (CEAP ®) credential. Applicants 
must be active CEAPs, current members of EAPA, and 
available to participate in one yearly meeting at the 
EAPA Annual Conference and a monthly conference 
call, generally held on the second Thursday of the month. 

Commissioner travel, accommodations, and meals 
associated with attendance at in-person EACC meet-
ings are reimbursable, with restrictions.

The deadline to apply is June 7, 2019. For more info 
and to apply, visit http://www.eapassn.org/EACCapplicants.
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Clinical Perspective

Addressing ‘Masculinity Contest Culture’

If you’ve ever wondered why bullying, harass-
ment, and toxic leadership are tolerated, a reveal-
ing new research study by psychologists from 

Lawrence University and the University of British 
Columbia, puts a new three-word label on the root of 
the problem: masculinity contest culture.

The researchers found that a masculinity contest cul-
ture “endorses winner-take-all competition, where win-
ners demonstrate stereotypically masculine traits such as 
emotional toughness, physical stamina, and ruthlessness.”

In turn, the research asserts, society ends up pro-
ducing “dominant, tough, risk-taking, aggressive, rule-
breaking” men. And many of these men become 
leaders, producing “organizational dysfunction, as 
employees become hyper-competitive to win.”

As reported in Harvard Business Review, the 
researchers assessed workplace cultures through a val-
idated instrument consistent with an overarching mas-
culinity contest construct. Across two studies 
involving thousands of workers, they found that bul-
lies are tolerated and even, at times, highly praised. 
Sabotage is common and illness, burnout, and sexual 
harassment are prevalent.

Norms that Define a Masculinity Contest Culture
Four masculine norms, which together define mas-

culinity contest culture, were found:

1. “Show no weakness.” “A workplace that 
demands swaggering confidence, never admitting 
doubt or mistakes, and suppressing any tender or vul-
nerable emotions (‘no sissy stuff’),” the report stated.

2. “Strength and stamina.” “A workplace that 
prizes strong or athletic people (even in white collar 
work) or those who show off their endurance (e.g., by 
working extreme hours).”

3. “Put work first.” A workplace where nothing 
outside the organization – even families – can inter-
fere with work; even taking a break or time off may 
come across as lack of commitment.

4. “Dog eat dog.” A workplace where ruthless 
competition rules and no one can be trusted; “win-
ners” are the most masculine, and their intent is to 
defeat the “losers,” i.e., the less masculine.

The Solution
The researchers have put forth several recommen-

dations to address the strongholds of a masculinity 
contest culture:

v Those with the power to speak up and create cul-
ture change (such as HR and high levels of leadership) 
must closely examine and diagnose their work cultures.

v Generate awareness of a masculinity culture and 
its role in creating organizational problems. 

Researchers stress that sexual harassment is falsely 
attributed to a “few bad apples,” when, in fact, the 
current culture is responsible for allowing, even 
rewarding the misconduct. “When organizations do 
not tolerate bullying and harassment, the bad apples 
are kept in check and good apples do not go bad,” the 
report states.

v Promote psychological safety so that team mem-
bers “know that they can raise questions or voice 
doubts without eliciting ridicule or rejection.”

v Become more hospitable and inclusive toward 
women and minorities, which the researchers assert as 
the groups “whose ideas are most often summarily 
ignored or dismissed in masculinity contest cultures.”

v Leaders must publicly reject masculinity contest 
norms. Research has shown that people in masculinity 
contest cultures think their co-workers embrace these 
norms when in fact they do not.

v Leaders need to ensure that people who speak up are 
no longer punished or retaliated against for doing so. 

Additional Source: “Inc.”
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In the News

Jacquart Among Archive Ambassadors

Employee Assistance Report Editor and 
Publisher Mike Jacquart was recently named 
one of the International Employee 

Assistance Digital Archive Ambassadors. 
Representatives are persons who are passionate 
about the EA profession and who have agreed to 
help promote the Archive in meetings, conferences, 
and other relevant opportunities.

Ambassador is a new role that was created to help 
further the growth of the Archive and reach a broader 
audience. For a complete list of Ambassadors (to date), 
visit https://www.eaarchive.org/archiveambassadors.

As the EA Archive recently celebrated its 5th year 
anniversary, officials reported that the Archive has 
grown to include over 3,310 original articles and other 
works and has had over 4,410 visitors to the website 
(https://wwweararchive.org).

Past Issues of EAR Available on Site
Did you know that past issues of Employee 

Assistance Report (EAR) from 2004 onward are 

posted on the Archive website? The best way to find 
them all at once instead of looking for individual arti-
cle authors or subject keywords is to:

• Enter the archive from www.eaarchive.org or go 
directly to https://archive.hshsl.umaryland.edu/
handle/10713/2345

• Click on the Title tab
• Click on the alphabet letter E
• EA Report is the third item listed (so far anyway 

– that will change as there are additional entries)
• Click there and a list of EA Report (EAR) by 

year is shown. 

Quick Ideas

Increase Use of Your EAP!

Most organizations are not reaping the full 
benefits of having an EAP. Business 
Management Daily offers the following 

suggestions for increasing utilization of the EAP:

v Make it convenient. Employees are more likely 
to use the EAP if they can access them 24/7 by phone 
or online. Counselors who are only a short drive from 
work also helps.

v Host wellness seminars. For instance, free 
lunchtime “brown bag” sessions on topics like stress 
management and time management. (EAR provides a 
Brown Bagger article/mini-training each month.)

v Publicize, publicize, publicize. Promote your 
EAP regularly through emails, website updates, and 
free posters and refrigerator magnets that list hours 
and phone numbers. 

Resources
 A new online self-assessment to help people iden-

tify their most comfortable supportive role when inter-
acting with someone with a mental illness has been 
created by Linda Tashbook, EAPA member and author 
of Family Guide to Mental Illness and the Law: A 
Practical Handbook. The self-assessment tool presents 
five scenarios and, for each scenario, asks users to check 
the response that best matches the way they are inclined 
to respond in the situation. The link is at https://pitt.co1.
qualtrics.com/jfe/form/SV_3fsw6FhODHyA29L.

This tool does not collect any identifying informa-
tion and is located on a secure server at the University 
of Pittsburgh.

 Balanced Accountability: Three Leadership 
Secrets to Win Hearts and Maximize Performance, 
by Hernani Alves, entrepreneur, author, international 
speaker, and executive consultant. Alves delivers a 
newfound clarity on the case for accountability and 
the steps organizations and individuals need to take to 
unleash their full potential. Read more about the 
author at www.HernaniAlves.com. 
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Resource Corner

Debt Relief is Major  
Employee Concern

By David Moakler

When employees are stressed financially, their 
physical and emotional health as well as their 
productivity are negatively impacted. According 

to the American Psychological Association (APA) 72 per-
cent of Americans are stressed about their finances. Of this 
total, 22 percent report this stress as being extreme.

The impact of financial stress on employee produc-
tivity is significant. Consider the outcomes of a recent 
Mercer survey:

• Employees spend an average of 13 hours per 
month worrying about personal finances at work.

• These productivity losses have been calculated as 
roughly 5% of total payroll costs.

• Financial stress results in higher employee turnover, 
higher absenteeism, and even theft on the job.

It’s for reasons like these that the majority of 
helplines offered by CareConnect USA are related to 
finances. They include:

• Tax Relief;
• Student Loan Relief;
• Free Bankruptcy Advice, and the topic of this 

month’s column;
• Debt Relief.

The Debt Relief helpline is 800-388-2227. 
Callers will connect with caring experts to discuss 

options to reduce their debt. Actions can be taken to 
reduce the burden of debt including a plan to contact 
their creditors and arrange reductions in interest rates, 
payments, fees, and late charges. The goal is to become 
debt free in a short amount of time, and enjoy the peace 
of mind that comes with financial wellness at work.

NFCC
Debt-relief programs are offered by the National 

Foundation for Credit Counseling (NFCC), the 
nation’s largest and longest-serving financial counsel-
ing organization. The NFCC Member Agency 

Network has community-based offices in all 50 states 
and Puerto Rico. Consumers receive financial coun-
seling and education from NFCC Member Agencies in 
person, over the phone, or online.

Helplines EAPs can Trust
With the “many hats” that EAPs are often required to 

wear, CareConnect USA recognizes that referrals to trusted 
resources are vital. The vetting process of the service pro-
viders we offer is extensive and ongoing. Before we accept 
a provider into the network, we look into their background, 
service reputation, and how their fees and procedures stand 
up against “best practices” set forth in their industry.

CareConnect reminds EAPs that when they are 
contacted by financially troubled employees, they can 
give out these trusted helplines.* 

Summary 
Employee debt problems are caused by unexpected 

expenses, income reductions, or illness. When they 
need a helping hand, troubled workers must know that 
trusted assistance is just a phone call away. 

David Moakler is the Executive Director of CareConnect USA. *Editor’s 
note: A list of the CareConnect numbers was provided in the April Employ-
ee Assistance Report and can also be found at www.careconnectusa.org.
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Quick Ideas

An Employee is  
Being Bullied When…

v He/she is asked to perform the impossible with-
out adequate training or time to learn the skills neces-
sary to do the job.

v He/she confronts the bully to stop the abusive 
conduct, but is accused of harassment instead.

v He/she is accused of incompetence despite a 
solid work history.

v Human Resources suggests that the harassment 
isn’t illegal, that he/she has to “work it out between 
yourselves.”

v A request to transfer to another position under a 
different boss is mysteriously denied. 

Source: Workplace Bullying Institute.

On the Job

Considerations before  
Hiring Foreign Employees

Foreign employees can add some insight and 
unique skills to a workforce. While hiring for-
eign employees has been popular with many 

tech companies, don’t expect the process to be quick 
or easy. It’s a lengthy and detailed process that can 
often take years.

What’s more, it’s getting tougher to get employ-
ment visas; under the Trump administration, there has 
been an increase in the number of H-1B and other 
employment-based visas.

v Embrace the I-9 process. Regardless of 
whether or not you have foreign employees, U.S. 
employers are required to confirm the work autho-
rization of each new hire at the time of hire and to 
keep records to show compliance with this rule. 
Any changes in status need to be meticulously 
documented. As an employer, you always need to 
expect an audit, particularly if you have a high 
percentage of foreign employees.

v Decide if you will keep records of I-9 sup-
porting documents. The employer is not obli-
gated to keep copies of supporting documents 
related to the Form I-9 process (i.e. work authori-
zation documents and forms of identification). 

The employer must verify the employee’s docu-
ments in-person.

The statement of oath is sufficient to confirm that 
the employer has verified the documents. Of course, if 
it is the company’s policy to maintain these docu-
ments, the employer should do so for all employees 
regardless of immigration status.

v You can’t always save everyone. You may 
have an existing standout employee who you happen 
to know is undocumented and are willing to sponsor 
the individual for a green card. Although this may be 
possible in some cases, it is extremely difficult. The 
labor certification process for foreign workers is 
extraordinarily stringent.

Even if you are able to overcome the labor  
certification and I-140 petition, an employee with 
unlawful status will likely run into a road block 
trying to adjust status as a result of years in an 
unlawful status.

If you are serious about hiring a foreign employee, 
seek the assistance of an immigration attorney experi-
enced with employment visas. 


