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Is Your EAP Relevant?

Follow these Action Steps to Help Ensure that it is
By Don Jorgensen, PhD, CEAP

H

ow is your EAP coping with some of the most
challenging business changes ever faced? I
first asked this question at an EAP presentation in 2018 – long before anyone had added “global
pandemic” to risk management plans. A scant two
years later, we witnessed rapid inflections in trends
unimaginable to most professionals. Unemployment
rose faster in three months during Covid-19 than during two years of the Great Recession.
The short-term fiscal impact on organizations was
but one immediate consequence. The pandemic
grouped together several distinct threats, each of
which produced their own significant impacts, including long-term negative shocks to employment.
Only EAP organizations that respond successfully –
and rapidly - to the major global shifts affecting workplaces will emerge from this period intact. In other
words: Evolution is guaranteed; survival is not.
According to author Thomas Friedman and other
global analysts, fundamental shifts are forcing massive change on businesses worldwide. How is your
EAP adapting to these new demands?
The Technology Shift
The pace of technological evolution is increasing
exponentially, and EAPs are challenged to keep pace.
The pandemic required countless businesses to shift to
remote, synchronous communication systems far
sooner than anticipated. Two-year development schedules shrunk to two-months, requiring instant expertise
with unfamiliar service platforms.
The forced demands of teleworking have created new
challenges for EAP service delivery and their clients,
customizing services for teleworkers in management and
December 2020/January 2021

professional occupations, while adjusting services for
people unable to work from home, e.g. service, construction, or maintenance occupations. Still, an EAP’s
value is no longer found in technological advantages
but in customized, targeted service delivery.
The Demographic Shift
Millennials now comprise over 50% of workforces
worldwide. Prior to the global pandemic a large
continued on Page 2
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percentage of workers age 50 or older expected to
remain employed indefinitely. Workplace dynamics
in flux prior to the pandemic have since been massively impacted by the loss of millions of jobs, many
of which will not return.
Widespread reductions have severely impacted
minority and female employment and economic
independence worldwide. Women are particularly
hard hit by the crisis. Lockdowns, childcare
demands, and other restrictions have adversely
affected women’s access to re-employment opportunities and support services.
As demographics evolve beyond 2020 and market
pressures increase, workforce reshaping will be driven
by the need to balance short-term economic survival
with long-term sustainability. Workers of all ages with
specialized, customizable skills, adaptable schedules,
and mobility will increase in demand. Such reshaping
may broaden the gap between generations within the
workforce, creating serious leadership concerns for
EAPs and the organizations they serve.
Winning the Battle for Relevance
Given these monumental challenges, just how can
an EAP win the ongoing battle for relevance?
Determine Where Your Organization Sits on the
“Relevance Curve”
In his book, Winning the Battle for Relevance
author Michael McQueen described a business cycle
common to both successful and failed businesses.
Similar in shape to a bell curve, the relevance curve
progresses through four phases.
Phase One– Every new organization enters the
marketplace in a state of low relevance. EAPs that
survive this early period rise along the curve as they
begin to earn success and a positive reputation.
Phase Two – As the EAP gains momentum they
enter a rising period of high relevance.
In fact, the more successful an organization
becomes the more likely it is that competitors start
“borrowing” their methods. During this period of success, the organization reaches the top of the relevance
curve and faces a tipping point. The danger at this
point is institutional arrogance or complacency, and a
failure to adapt to increasing technological or demographic shifts.
Phase Three – The complacent organization experiences a downward slide (often unnoticeable at first)
into irrelevance.
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Poorly led EAPs remain in denial, perhaps attributing a decline in business to an unforeseen event or a
temporary lull. All organizations reach a crisis (or
opportunity) point somewhere in this phase, during
which re-evaluation and reinvention become necessary
for survival.
Phase Four – EAPs that fail to “self-diagnose”
themselves fade from irrelevance to obsolescence.
The life cycle of most organizations can be
tracked in this manner. Consider the current placement of political parties, labor unions, or service
clubs on their respective relevance curves. All have
reached (or failed to recognize) crisis points in the
current decade.
The impact of the pandemic and this accelerated
age has caused business cycles to shorten significantly, and the failure of an organization to adapt
accordingly portends a shorter life span as well.
(Think Blockbuster Video vs. Netflix.) To maintain or
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regain market relevance the smart organization must
conduct a periodic in-depth assessment.
Conduct a “Self-Diagnostic”
Counterintuitively in this age of acceleration, the
next critical step is to hit the pause button. An internal
reassessment allows the EAP to conduct a self-examination – a serious internal look to reconnect with core
beliefs, rethink assumptions, and re-focus strategic
direction. Consider the following:
v Who and what are you? Instead of “What is our
service?” Ask, “What does our service stand for?”
v Why do you do things that way? If you answer,
“Because we’ve always done it that way,” you virtually guarantee that obsolescence is near.
v Why do you perform a given service?
Examine each service function in detail. Are you
conducting ‘brown bag seminars” for dwindling
audiences or spending funds on paper-based reporting? If a service component is no longer desired or
profitable, drop it.
v Where are you most vulnerable? Are you
one decision or one new competitor away from
obsolescence?
v Can you offer services faster, cheaper? Chances
are, someone can outdo you in these areas. What do
you offer that enhances value and transcends speed
and cost?
v Can you prove your relevance? What systems
have you established to track meaningful outcomes
and return on investment? Do they matter? Do you
know what outcomes are desired by your respective
customers? If so, how do you demonstrate your value
in a way that is meaningful to the purchaser?

Editor’s Notebook
For Editor’s Notebook, see “Living in
Times of Peril” at
https://www.writeitrightllc.com/blog

Reposition Your Organization
Once an honest self-diagnostic is completed, the final
step requires that the EAP communicate directly with the
client organization. Answers to the following questions
can guide EA leaders toward successfully repositioning
their organizations, services, and delivery systems.
1. What motivates or impresses potential clients?
Getting answers to subjective ‘thought’ questions
requires the use of multiple tactics to acquire useful
data. Do not limit your survey only to EAP users.
Ensure that your respondents include a diversity of
leaders, non-users, and employees across age, geographic, and gender groups. Do not limit your
responses to checklists, yes/no or Likert scales.
Encourage comments to enhance survey value.
2. What disappoints or frustrates them? What
are the knowledge or skills gaps, or unaddressed
future needs? Ask not just about EAP services and
functions, but also add questions about other needs for
which the EAP may provide a solution or identify new
opportunities for service.
3. Who else is currently meeting their needs?
(Remember, your next competitor could come from
anywhere.) Does the organization speak highly of consultants providing services tangential to the EAP service array, e.g. training, supervisory consultation, or
conflict management?
4. How are you currently perceived? (Perception
is everything. Are you out of sight; out of mind?)
Is your EAP easy to access? Are you viewed as a
disciplinary component or a duplicative, passive benefit? Conversely, are you respected as a responsive service partner? Is your EAP considered a valued
resource by leadership and critical work groups?
How effectively are Millennials utilizing your services? Any meaningful analysis of survey results
must explore the question: Why is the EAP relevant
(or not relevant) to them? An EAP maintains relevance only to the extent that it meets the needs of the
client organization.
continued on Page 8
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Quick Ideas

Thanking Employees for their Hard Work (Part II)
By Deb Boelkes

A

t the height of the COVID-19 pandemic, a lot
of very public gratitude was showered on
essential workers, especially those on the
front lines of healthcare. That’s a great thing, but the
reality is that to the organizations who count on them,
all employees are essential.
A number of simple and creative tips for thanking
employees were presented in the last issue of EAR.
Below are some additional ideas:
v Tailor rewards to specific employees. For
example, if a team member will be stopping by the
office to pick up supplies, a supervisor might leave a
box of the employee’s favorite cookies on his or her
desk – or perhaps a gift card, or even something else.
What would the employee appreciate most?

Quick Ideas

During a time when everyone needs a boost of positivity, leaders should not underestimate the power of
thanking employees for their efforts. 
Deb Boelkes is the author of Heartfelt Leadership: How to Capture
the Top Spot and Keep on Soaring (Business World Rising, 2020,
ISBN: 978-1-734-07613-4, $19.95), www.businessworldrising.com.

EAR Goes Bimonthly!

The Need for EAP!

E

mails. Posters. Bulletin board notes.
However, and wherever possible, it’s important to remind employees that their EAP is
there to help – especially during these crazy times!
Tell them you’re there to:
v Listen. You’re there to listen, in confidence, to
the situation or problem, whatever it may be.
v Share feelings. No single person is alone in
their struggles. The truth is, we are all dealing with
something, it’s just a matter of what it is and to what
degree.
v Seek help. Whatever the problem, the first step
to recovery, regardless of whether “recovery” is from
addiction, depression, or anything else, lies in contacting the EAP. Seeking help is not a sign of weakness – it’s a sign of strength! 
Source: Adapted from Samaritan Counseling Center.

4 EA Report

v Be generous with time off and encourage
employees to use this time. A supervisor might allow
changes to employees’ schedules, grant extra days off,
or periodically dismiss employees early or tell them to
come in late the following day. During periods of
remote work, employees might need reminders that
they can make time to recharge and take breaks.

The year 2020 was a difficult one for many of us,
both financially and in other ways. Starting with this
issue of Employee Assistance Report (EAR), this
newsletter is changing to a bimonthly (every other
month) schedule. The next issue after this one will be
available approximately February 1 as the February/
March 2021 EAR, the April/May EAR will be posted
on or about April 5, and so on.
This change should actually be a good thing for
readers, as some of you were saying the monthly frequency was getting to be too much to keep up with.
An alternating month schedule means you will be
able to remain current on important EA trends, topics,
and news, while taking a breather in between!
So, mark February 1 on your calendar, and be on
the lookout for timely EAP blog posts between now
and then at https://www.writeitrightllc.com/blog Any
questions about how this will work, let me know!
In the meantime, Merry Christmas and Happy
New Year!
Mike Jacquart,
Editor, Publisher
715-445-4386 or
mjacquart@writeitrightllc.com
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Special Report

Coronavirus Q and A

Professionals Air Thoughts: Time for EAPs to Shine!
Editor’s note: The coronavirus pandemic has proven
to be a challenging time for many of us in recent
months, although it’s also meant increasing opportunities for EAP practitioners. The following is an edited
summary of anonymous responses from Employee
Assistance Report (EAR) readers.
EAR: How has the pandemic changed your practice? Are there any aspects that have surprised you?
A: Utilization actually decreased initially as the
mandates changed peoples’ lives dramatically. We
pivoted to televideo, which became the majority of
people’s preferences. Now that everyone has
become overwhelmed with Zoom meetings, many
clients are preferring telephonic or in-person counseling as well as text and chat-in-the-moment support. It’s also worth noting that HR consultation
increased tenfold.
EAR: In terms of your EAP, what has been the most
difficult aspect of trying to conduct “business as
usual” in wake of the pandemic?
A: Keeping our sense of team collaboration and
belonging. Burnout has also been an issue as has
engaging people via text/chat with no visual or auditory connection.
EAR: What particular method or technique has
worked well that you could share with readers?
A: The ability to converse with co-workers in real
time via Slack including team, company-wide and
private channels has helped people collaborate and
stay connected.
The executive team conducted 30-minute pulse
meetings via Zoom with every staff member. The
purpose of the conversation was to hear how everyone was doing, ask for feedback about work and suggestions on how we can best support them, and
answer any questions they had of us. We all were
grateful for the time together. The process generated
some great ideas for adapting to our new normal.
People really felt cared about.
EAR: What is the biggest challenge the pandemic
has posed in terms of your own life, and, if applicable, the impact that has had on your practice?
December 2020/January 2021

A: Personally, I am actually working far more than
ever as work start times and end times are blurred. It
is not a 5-day work week, it is a 7-day work week.
EAR: What do you see as some of the pros and
cons of remote work? How did COVID change things
when you went back to on-site work?
PRO: Most people love remote work as it eliminates commute time, simplifies home life, saves wardrobe expense, etc.
CON: People need to safely be with each other, we
are social creations. We must find ways to build in
gathering times.
CON: Gutting our offices during COVID was a challenge, but necessary to have more open collaborative
spaces for people to safely gather in smaller numbers.
We replaced our cubicles with new ones that are large
enough to feel like a small office with very high walls.
EAR: On an optimistic note, what has been the
most pleasant, unexpected surprise in terms of your
EAP practice that you have witnessed in a pandemic
society?
A: Gratitude. Our employees are grateful that no
one has been laid off, that their jobs are secure, and
they feel cared about. Our customers are grateful for
our strategic partnership to support the well-being of
their workforce. Our executives are grateful that no
accounts were lost during this time and that the world
of work has dramatically acknowledged the need for
mental health support in the workplace. This is the
time for top-tier EAPs to shine because of the value
they bring and for companies with cheap or free EAPs
to recognize that while what they have doesn’t cost
much, neither does it do much.
EAR: I know no one has a crystal ball, but what do
you anticipate changing/improving, etc. with regard to
COVID in 2021?
A: Hybrid work – a combination of remote and onsite work – is here to stay. Everyone will benefit from
learning more about engagement techniques across
various synchronous and asynchronous communication platforms. This holds true for everyone; EAP
practitioners, employees, and employers. 
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Workplace Survey

Video Call Fatigue is Common

A

new study by global staffing firm Robert Half
shows video calls may be wearing on workers. More than three-quarters of professionals
surveyed (76%) said they participate in virtual meetings. Those respondents reported spending nearly
one-third of their workday (30%) on camera with
business contacts or colleagues. In addition:
v 38% said they’ve experienced video call fatigue
since the start of the pandemic.

v The most common video call pet peeves were dealing with technical issues (28%) and too many meeting
participants and people talking over each other (19%).
“While effective in some instances, video calls can
be draining in others,” said Paul McDonald, senior
executive director of Robert Half. “Before setting up a
video call, always determine the goal and if it can be
accomplished via other means.”
Test your tech. Check your computer’s camera,
microphone, and internet connection. Close any
unused programs to increase your bandwidth and
reduce the temptation to multitask.
Limit the guest list. Small groups tend to be more
effective and engaged. Make sure everyone you invite has
something valuable to offer and a stake in the outcome.
Set expectations from the get-go. Send an agenda
and supporting materials in advance so participants
can prepare. During the discussion, capture notes and
action items to share in a recap. 

HR Corner

Remote Work Tips: Relationships Matter!
By Jan Makela

D

ue to the coronavirus pandemic, more people
than ever are working remotely. Employees
like the greater flexibility over their work
schedules and are often more productive with no
long commutes.
But people are also social creatures and are missing
on-site time in which they would be more engaged
with co-workers and managers alike.
Building a good relationship with remote employees ensures that they don’t feel isolated from the
team. But without physical proximity, new avenues
for relationship-building are needed. The following
are some tips for the EAP to share with managers
and supervisors:
6 EA Report

v Managers should use instant messaging for the
types of interactions you have in the hallways with
office-based staff. Ask how their day is going, send a
link to a helpful article or share a joke.
v Managers are not going to just “run into” remote
employees, so connections require deliberate effort.
Set reminders in your calendar to make sure informal
check-ins don’t get overlooked.
v Managers should encourage a couple of minutes
of personal chit-chat at the beginning of calls. Ask
about their weekend, family or hobbies. Follow up on
their comments from previous calls. 
Jan Makela is an executive coach, highly sought-after speaker, and
best-selling author of Cracking the Code to Success and Be the
Manager People Won’t Leave. For more information, visit www.
strengthbasedleadership.net.
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On the Job

M

Focus and Energy are Crucial
Management Traits

anagers are not paid to make the inevitable
happen. In most organizations, 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 managers 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 immediately 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 characteristic—energy—as the
vigor that is fueled by intense personal 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
dissipates into purposeless busyness or, in its most
destructive form, a series of wasteful failures. 
Source: Harvard Business Review.

Time Management

Get More Done with ‘The Rule of 3’

W

hat is “The Rule of 3” and why is it important in today’s fast-paced work culture? If
you want to be more productive, then you
should adopt The Rule of 3. This is what productivity
expert Chris Bailey recommends in his book The
Productivity Project.
The Rule of 3 says that at the beginning of each
day, you should mentally fast-forward to the end of
the day, and ask yourself: When the day is over, what
3 things will I want to have accomplished?
Bailey’s idea is a good one because, let’s face it,
taking on too much in a given day will simply set
yourself up for failure!
Bailey suggests… The Rule of 3 says that at
the beginning of each day, you should mentally

fast-forward to the end of the day, and ask yourself: When the day is over, what 3 things will I
want to have accomplished?
Whatever those 3 things are, write them down. Just
make sure you don’t set yourself up for failure by setting unattainable goals.
In other words, what can you REALISTICALLY
get done in a given day? Not what you’d LIKE TO
get done, but what CAN you, in all likelihood,
accomplish?
As blogger Vincent Carlos concludes, “The Rule of
3 may seem simple, but I promise you, no app, tool or
resource will make you more productive in your life
than using this rule.” 
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On the Job

E

Bosses can Reduce
Mental Health Stigma

xperts tell us that one in four adults will struggle
with a mental health issue during his or her lifetime. At work, those suffering from clinical conditions, or minor ones, often hide it for fear that they may
face discrimination from peers or bosses. These stigmas
can be overcome, but it takes more than policies, it also
requires empathetic action from managers. According to
the Harvard Business Review, the following are some
ways managers can help drive a more empathetic culture:

v Encourage open and honest conversations.
It’s important to create safe spaces for people to
talk about their own challenges, past and present,
without fear of being called “unstable” or passed up
for the next big project or promotion. Employees
shouldn’t fear that they will be judged or excluded
if they open up in this way. Leaders should also
encourage everyone to speak up when feeling overwhelmed or in need.

v Rethink “sick days.” If you have cancer, no one
says, “Let’s just push through.” They recognize that
it’s an illness and you’ll need to take time off to treat
it. But few people in business would react in the same
way to signs of stress, anxiety, or manic behavior.
Managers need to be more comfortable with the idea
of suggesting and requesting days to focus on improving mental as well as physical health.

v Be proactive. In a Harvard Business Review survey on employee burnout, nearly 70 percent of
respondents said that employers were not doing
enough to prevent or alleviate burnout. Bosses need to
do a better job helping their employees connect to
resources – like an EAP – before stress leads to more
serious problems. 

Is Your EAP Relevant?

cont’d from Page 3

5. Who are you not connecting with? Consider
age, gender or other worker demographics, leaders,
managers, business sectors, etc.
How are you communicating with your customers?
Despite the massive shift accelerated by recent pandemic-accelerated stampede to Zoom meetings, team
platforms and other remote options, human beings still
crave personal connection. Demand will likely rise for
multi-modal training and consultation focused on socalled “soft skills” such as team leadership, communication, and social reasoning.
Do not limit communications to written or electronic reports. Seek direct (video) or face-to-face contact when possible. Presentations at annual meetings
or similar events provide opportunities for demonstrating value, identifying future needs, and strengthening human and business relationships.
6. What is unique about your EAP? Every organization must be able to answer with clarity “Why choose
your organization?” What made your EAP unique three
years ago – or less - may no longer matter.
8 EA Report

Maintaining relevance requires every EAP to regularly re-examine their UVP (unique value proposition.) Does this difference matter to the organizations
you serve? If not, then your EAP has moved beyond a
critical point on your relevance curve. Survival
demands a serious and immediate review.
Summary
Business no longer just involves transition, business is transition. The successful ones embrace it. To
maintain relevance during this constant state of workplace uncertainty and rapid change, the smart EAPs
do well to recall the statement attributed to Charles
Darwin: “It is not the strongest that survives but the
most adaptable.” 
Don Jorgensen is the owner of the Arizona-based Human Factor
Consulting. He has over 25 years’ experience as owner of a multinational EAP, speaker, and consultant in the areas of leadership,
team development, and change management. He received the
2016 EAPA Lifetime Achievement Award. For more information
or complete list of references used in this article, contact him at
donjorgensen@comcast.net.
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