Organizational Impact
Assessing the Needs
of Employers

by Richard Paul, ACSW, and Dale Masi, D.S.W.

he events of Sept. 11, 2001, were unprecedented in

our nation’s history and presented unique chal-

lenges to the EAP industry. Responding to clients’

needs following the terrorist attacks and related
upheavals that followed, such as the anthrax scare, required
unparalleled organizational and professional collaboration
within the employee assistance field.

Given the uncertainty of the situation, ValueOptions, a
national provider of EAP services, sought to discern both the
immediate and long-term needs and concerns of employers. To
do so, ValueOptions staff contacted the University of Maryland
School of Social Work and asked students and faculty in the
employee assistance specialization to assist in interviewing and
surveying clients.

Working together, ValueOptions staff and student
researchers developed a survey tool to measure satisfaction lev-
els with the services that were provided and, perhaps more
importantly, to ascertain the organizational impact of the ter-
rorist attacks on both managers and employees and their per-
ceived needs. In addition, the survey was designed to capture
what respondents perceived to be the managerial skills that
were most valuable in dealing with the events and aftermath of
Sept. 11.

Beginning in October and lasting until 90 days after the
attacks, telephone interviews were conducted with the key
contacts and/or account liaisons responsible for coordinating
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and arranging trauma response services on behalf of their
organizations. At the conclusion of each interview, participants
were asked if they could be surveyed again at a later date.

Developing and defining the
most effective channel within

an organization to disseminate
information and communication
materials will be critical should a
disaster of this magnitude occur
in the future.

The survey results summarized in this article represent the
responses of 36 organizations. Fifty-one percent of survey
respondents identified themselves as human resources/benefits
staff, 46 percent as company managers and supervisors, and 3
percent as executives/CEOs.

Organizations asked to participate in the survey represent-
ed a mix of both centralized and decentralized businesses locat-
ed throughout the United States. Two-thirds of the accounts
surveyed had employees and/or work locations in the New
York City, Washington, D.C., and western Pennsylvania areas.
The accounts ranged in size from 300 to 130,000 employees
across a wide range of industry types, including telecommuni-
cations, airlines, technology, and manufacturing,

Effectiveness of Services

The services that survey participants were asked to evaluate
included both on-site support and ancillary services, defined as
the following:

+ Individual services: On-site crisis intervention services
and counseling support for individual employees. In some
instances, this included simply having a counselor avail-
able on-site for drop-in assistance.

«  Group services: On-site group interventions, including
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crisis management, critical incident defusing (CID), and
debriefing services. Group services consisted in some cases
of formal debriefing sessions but often were large educa-
tional defusing sessions, depending upon the need of the
specific organization.

* Management consultation: Telephonic and in-person
consultative support of managers, supervisors, and execu-
tive teams, with a focus on managing duﬁng a crisis.

*  Web services: Access to an EAP Web site with content rel-
evant to the events of Sept. 11, plus access to EAP coun-
selors. This Web site typically is password protected but
was opened to the public and all clients for 90 days and

TABLE -

Which service(s) did you receive?

Individual
Services

Educational
Materials

Management
Consultation

included the addition of 70-plus articles and tools on cop-

ing with trauma, talking to children, post-traumatic stress

disorder, and similar topics. The site received more than

11,000 hits in the first 24 hours it was offered.

e Educational materials: Tip sheets, newsletters, e-mail
communications, posters, and other relevant content.

The survey found that educational materials, group
CIDs/debriefings, and Web services were utilized most fre-
quently in response to the events of Sept. 11 (Table 1). On
average, 90 percent of survey participants rated the services
they received as being “helpful” to “extremely helpful” (Table
2). The services perceived as being most helpful for both
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employees and the key liaisons included group CIDs, individ-
ual services, and management consultation. Table 3 depicts
how helpful those surveyed perceived the services to be for
their employees.

When asked to identify trends observed in employees
since Sept. 11 (Table 4), survey respondents reported the fol-
lowing;

+ 70 percent of respondents reported an increase in employ-
ee fear of, or refusal to, travel for company business

» 59 percent reported significant decreases in employee con-
centration on work tasks

s 45 percent reported significant reductions in work per-

EAB L Eg

How helpful did you perceive these services to be for
your employees?

100 poree
80
60
40
20
0 = 1 I
Educational Web Group Management Individual
Materials Services CID Consultation  Services
[ Extremely Helpful Helpful [l Somewnat Helpful [ Unhelpful ] Extremely Unhelpful

formance and productivity among their employees
+ 20 percent reported increased absenteeism (both excused

and unexcused) among employees

Survey participants also were asked to rate how important
they perceived certain managerial skills to be in dealing with
the events and aftermath of Sept. 11 (Table 5). The ability to
plan effectively for future emergencies was mentioned most fre-
quently as an extremely important managerial skill, followed
by listening skills, determining which company resources to
use during a crisis, and developing strategies for facilitating
communication among employees. It is important to note that
the anthrax scare was of additional concern during the survey
period and many clients expressed concern about not knowing
what crisis or event might affect their organization next.

Narrative Comments

Narrative responses to the survey indicated that the vast major-
ity of respondents felt that all employee needs were met,
though respondents themselves felt they were ill-equipped to
deal with the events of Sept. 11 and their aftermath, particu-
larly through their existing disaster recovery and trauma
response plans. Many participants reported that on-site coun-
seling and debriefing services were extremely helpful.

When asked which employee needs were not met, several
survey participants reported their organizations were not well
prepared to distribute information in a quick and effective
manner. Some said they felt their human resource departments
should have been more involved in responding to the trauma.

TABLE 4

Which of the following trends have you observed in your employees since the events of September 11th?
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Other concerns expressed in narrative comments includ-
ed not having written policies or information on evacuation
procedures or dealing with threats of bioterrorism. Some man-
agers said they would have liked more education on what to
expect from employees during a crisis of this magnitude and
better communication skills to deal with the emotional
reactions of employees.

The overall responses from survey participants indicated
that the EAP reacted swiftly to the Sept. 11 attacks and was
supportive and extremely helpful. The results suggest that
longer-term goals and opportunities for the EAP include not
only training opportunities but also active participation in the
development and implementation of crisis response plans and
policies, including the promotion of greater coordination
among company departments. In addition, developing and
defining the most effective channel within an organization to
disseminate information and communication materials will be
critical should a disaster of this magnitude occur in the future.

The intent of this project was to identify, at the time the
crisis was unfolding, both common and unique needs of organ-
izations. The information gleaned from the survey resulted in
the development of original content and educational materials,
specialized training programs, and various on-site consultative
interventions. Many of the organizations that participated in
this survey have agreed to be surveyed again in a year to deter-
mine how their needs have evolved. @
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