
The Retention Metric: 
The Role of EAP in in Workforce Development



Assumptions in Workforce 
Development
Understanding the “Skills Gap”

“SKILLS GAP”: 
This term explains that 
available jobs require 

technical training that job 
searchers do not yet 

have 

Education: Say Yes, Trades 
initiatives, One Stop models 

Training: Northland 
Corridor project 

Placement: BETC, 
Employ Buffalo 
Niagara, WIB

2014-2024 Employment 
Projections in WNY=

Construction

Entertainment

Healthcare

75,100



Imagine that your employee has…

Unexpectedly 
called off 3x in 

the past two 
weeks… ...and when they 

do come in, they 
are late. 



As their supervisor, you

Confront them about 
the issue



They tell you

That they struggle with transportation
&

They are too embarrassed to be late, so they do not come in at all





At any given 
time, one in five 
employees is 
experiencing a 
personal problem 
that could lead to 
separation from 
employment.

2016 Turnover Survey



Low 
Income

Immigrant
/refugee

Transition

Single 
Parent

Mental 
Illness

Marginalized Populations: Groups of people 
who may be vulnerable to experiencing 
occupational challenges

Minority



Households in 
poverty: Erie 
County 

Households experiencing financial hardships:



HR Actionable

Not trained 
to support

Absence

Tardiness
Performance

Policy 
ViolationsObservable 

Behaviors

Caring for 
an aging 
parent

Marital 
IssuesTransportation

Mental 
Health

Traumatic 
Experience

Parenting

Drug/Alcohol
Use

Financial 
Stress



Retention: The Missing Metric

RETENTION
SUPPORT

EDUCATION ● TECHNICAL TRAINING ● PLACEMENT



Why do people engage an EAP? 

EMPLOYER DRIVERS: 

 Raising workforce 
productivity

 Lowering absenteeism rates
 Reducing accidents
 Resolving workplace conflicts 

and complaints
 Demonstrate a return on 

investment

EMPLOYEE DRIVERS: 

 Financial Stability 
 Wellbeing/Mental Health
 Family care 
 Resolving workplace 

conflicts and complaints
 Supplement insurance
 Confidentiality

BOTH groups require best-practice, 
evidence based approach to services.



Addressing EAP Industry Challenges:

 Lack of regulation
 Different types of models 
 Price slashing/Benefits bundling
 Utilization
 Wellness industry changes



What’s Important? 

The “How” is less 
important than:

 Critical 
Components

 Quality
 Service

{
Organizational
Services  

Employee 
Services  



Critical Components for 
the Individual

Clinical Services



24-hour Crisis Response

 Calls should be answered by a LIVE 
PERSON 24 hours a day, 7 days a week 

 Immediate telephonic crisis counseling by 
licensed clinicians provided at any time

 If using an outside service for after-hours 
and weekends, the core EAP provider 
should be reachable at any time for 
organizational crisis response. 

 Provider should have knowledge of local 
crisis-response teams for direct 
intervention.

CRISIS RESPONSE CHECKLIST:



Confidential Assessment and 
Counseling 

Counseling and assessment may
vary in number of visits. Most
programs fall within a 3-8 visit
model. The goal of EAP intervention
is short term resolution-focused
intervention.

For some issues, (i.e.: substance
use disorder, eating disorder)it may
be determined in an initial
assessment, that a referral for long-
term treatment is more appropriate.

 Master’s level Clinicians
 Licensed 
 Experienced
 Referrals
 Follow-up provided
 Substance Abuse 

Expertise (SAP), CEAP

Employees cite 
Confidentiality as a  
key concern when 
using EAP services  



Dependent Coverage 

Define “family” Coverage:
Ideally, anyone living with an 
employee should be covered  
by your EAP. 

If someone living under that same 
roof as the employee is having a 
serious issue, there is no doubt 
that the employee would also be 
affected. 



Guaranteed Confidential Record 
Keeping



Critical Components for 
the organization

Consultation, Training and Evaluation



Orientations

Online and in person



Supervisory Training and consultation

• EAP Services
• Confidentiality
• Signs of the Distressed Employee
• Supervisor Role
• Types of Referrals
• Barriers to Confronting 

Employees
• Addressing Concerns with an 

Employee
• Constructive Confrontation with 

an Employee

Supervisors are often the first to notice a concern



Mandatory Referrals

• The intention of the referral process is to encourage 
an employee who is having personal concerns that 
may be affecting job performance to engage with 
the EAP. 

• It is the expectation that the EAP will provide 
objective assistance and support that may allow the 
employee to address their current challenges, so 
that they can return to their former level of 
acceptable performance. 



Emergency Intervention/
Critical Incident Response 

Workplace Trauma: homicide, 
suicide, unexpected death of 
someone in the organization, 
major accident, and multiple 
losses in a short period of time, 
etc.

Workplace Change: layoffs, new management, 
expansions or other events that impact the 
organization as a whole, or an event that generates 
concern for a direct or anticipated effect upon 
employees, etc.



Program Promotion

• Onsite/online Orientations 
• Program Postcards and 

Wallet Cards
• Flyers and Posters
• Presence at Company 

Sponsored Wellness Fairs
• Promotional Materials 

(online audio-visual and 
printable)



Training and Seminars

EAP provides regular opportunities for personal and 
professional enrichment. EAP seminars are carefully 
developed  and designed to: 

 Reduce stress
 Build foundational work skills
 Specific topic awareness
 Resource education
 Activity and engagement
 Safety



Utilization Reporting

 Quarterly Reports 
 Annual Reports
 Automatically sent 
 Educated on how to 

interpret

EAP Industry Benchmark 
for Clinical and 

Consultative Services 
(not including seminars, trainings, account 

management)



Work-Life Supports
Preventative and Specialized Services



Financial Services 

Individuals experiencing financial distress 
are %500 more at risk for depression and 
anxiety. 



Child Care and Elder Care Consultation



Legal Consultation 

• Present a case
• Receive explanation of legal 

implications
• Learn probable trial outcomes
• Understand associated legal 

costs 
• General questions 

EAP will link employees to a practicing 
WNY lawyer for a one hour consultation…



Nutrition Services

A Registered Dietician can provide 
professional consultation 
regarding nutrition concerns. 

 Energy level
 Food and Emotions
 Review Popular diets
 Weight management
 Allergies
 Medical



Understanding the model

Building Resiliency:
Employee Assistance
Programs are designed to 
provide strategic analysis, 
guidance, and consultation 
throughout the organization 
to apply the principles of  
human behavior in order to 
enhance employee wellbeing,
organizational performance, 
culture and business success. 

▪ Work-Life supports 
▪ Enrichment seminars
▪ Trainings
▪ Newsletters

▪ Individual counseling
▪ Management Consults
▪ Mandated Referrals

Critical Incident 
Response

BUILD

STABILIZE

RESTORE



Mandatory Referrals

• The intention of the referral process is to encourage 
an employee who is having personal concerns that 
may be affecting job performance to engage with 
the EAP. 

• It is the expectation that the EAP will provide 
objective assistance and support that may allow the 
employee to address their current challenges, so 
that they can return to their former level of 
acceptable performance. 



Making the Right Choice
What separates a quality EAP?



“Free” or low cost programs

Unfortunately, it seems 
that many employers still 
select their EAP provider 
strictly on the basis of 
price. Although a price tag 
may be low, the actual cost 
of a poor decision can be 
high – especially in times 
of crisis or when the need 
for EAP assistance is the 
greatest. “Differences” vs. “The Difference”



Red Flags- What to Watch Out for

• Fail to promote the program as a 
way to prevent utilization

• The Price seems too good to be true.  
• Offer fewer services than promised.
• Utilize unqualified or poorly trained, 

less costly staff to provide services.
• Sub-contract services to 

underqualified affiliate providers at 
lower rates.

• Encourage clients to rely on Internet 
or telephone intervention as the 
primary clinical medium.



What Clients are saying…

97.43% of counseling 
clients would recommend 

EAP to a coworker or family 
member 

“First session was scheduled 
immediately, and took place 
the day after my first call.”

“The counselor was very 
knowledgeable.” 

“Excellent assistance and 
service. Thank You.”



Workplace Outcomes Suite: 2018
Chestnut Global Partners evaluation of Child and Family Services EAP

1. Absenteeism: Decreased by 83% – number of hours in the last 30 
days the employee missed work due to their EAP concern

2. Presenteeism: Improved by 20% – evaluates how distracted the 
employee is at work due to their EAP concern 
3. Work Engagement: Improved 3%– focuses on how involved or 
stimulated the employee is by his or her job 
4. Work Distress: Improved 7% – concentrates on the employee’s sense 
of “dread” about going to work 
5.  Life Satisfaction: Increased by 31%– a general measure of personal 
well-being or quality of life

Chestnut Global Partners Workplace Outcome Suite (WOS): the only 
psychometrically validated tool designed to measure the workplace effects 
of EAP. Below are the 2018 results for Child and Family Services EAP. 



Accessing EAP: 

716.681.4300

Child and Family Services
Employee Assistance Program

2495 Main Street 
Buffalo, NY 14214

EAP.cfsbny.org

Outside of Erie County: 1.800.888.4162
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