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EXECUTIVE SUMMARY 
 
Last year, the Human Resources Branch (HRB) conducted an extensive review 
of the Canada Revenue Agency’s (CRA) Employee Assistance Program (EAP). 
The final report of this review, dated June 2008, included the following major 
findings and recommendations: 
 
REVIEW FINDINGS 
 

 EAPs have a greater potential to influence wellness if they offer assistance 
through both professional and peer resources who focus on both the 
individual employee and the organization as a whole. Research data, 
workplace wellness theory and best practices in the field support the EAP 
delivery model that CRA provides its employees and the way in which it is 
done.1 

 
 A benchmarking exercise conducted with other federal and non-federal 

organizations revealed that the CRA EAP has a comparatively high 
utilization rate relative to other federal and private organizations examined. 
Cost per employee is lower at CRA than three of five federal department 
and agency EAPs, and cost as a percentage of salary mass is lower than 
four of five federal department EAPs examined, while CRA generally 
provides more services to its employees.2 

 
REVIEW RECOMMENDATIONS 
 
The report recommended that the current service delivery model be maintained, 
while increasing rigour and soundness through the following initiatives3: 
 

 Review and refocus EAP roles and responsibilities as appropriate. 
 Review training provided to the EAP network to ensure roles are 

understood and the network is adequately and effectively supported. 
 Continue to move towards regional contracts while maintaining local 

involvement. 
 Align roles and responsibilities of EAP stakeholders with CRA’s corporate 

vision of Workplace Wellness. 
 Consult and involve regional management and national unions in the 

development of action plans flowing out of the evaluation report.  
 

                                            
1 Rick Csiernik, PhD, RSW, Final Report, Evaluation of the Employee Assistance Program,  
June 2008, Executive Summary p. ii, and p. 38 
2 CRA Program Evaluation Division, Final Report, Evaluation of the Employee Assistance 
Program, June 2008, p. 33 
3 Final Report, Evaluation of the Employee Assistance Program, June 2008, p. 64 
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While results of this review were positive, HRB decided to complete its evaluation 
of the EAP by undertaking a series of employee and manager consultations in 
the spring of 2009, to ensure that the current EAP is meeting and will continue to 
meet the needs of the CRA and its employees.   
 
Key findings and recommendations flowing out of this current consultation 
process are noted below: 
 
CONSULTATION FINDINGS 
 

 All services provided by EAP – counselling; advisory; support, information 
and referral; training; critical incident stress management; and 
preventative/wellness services – are seen as valuable, equally important, 
and complementary.   

 
 All service providers – coordinator-counsellors; external contractors; and 

referral agents – are valued, supported, and appreciated by employees 
and managers. 

 
 The EAP’s neutrality was perceived as directly correlated to its value and 

effectiveness. The role of the coordinator-counsellors in ensuring this 
neutrality was seen as fundamental.   

 
 Program services are seen as having a positive impact on organizational 

wellness; team effectiveness; employee morale, productivity, and 
attendance; as well as managers’ ability to effectively manage people. 

 
 EAP services are contributing to the overall perception that CRA as an 

employer cares about its workforce and its well-being and strives to create 
a healthy work environment.   

 
 EAP training workshops for employees and managers are seen as very 

useful and as important as technical training.   
 

 There is a need for increased program visibility to ensure that all 
employees and managers are aware of the suite of services offered by the 
EAP.  

 
OVERALL CONCLUSION  
 
The results of these consultations support and confirm the findings and 
recommendations of the 2008 Evaluation.   
 
There is overwhelming support for EAP services and the Program’s current 
service delivery model. Participants indicated that EAP, with its slate of 
high-quality services and multiple access point model, is meeting current needs 
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and is well positioned to meet emerging needs of employees, managers and the 
organization. 
 
PARTICIPANTS’ RECOMMENDATIONS 
 
An analysis of participants’ feedback and suggestions is summarized in the 
following recommendations. The CRA’s EAP should be strengthened through the 
following four main thrusts: 
 

 Strengthen EAP Role – Strengthen the strategic role of the EAP within 
the organization to enable senior management to better utilize the 
Program’s resident expertise in their decision-making processes. 

 
 Increase Program Awareness – Increase awareness of EAP services 

through national and regional initiatives, especially as it relates to advisory 
and training services. 

 
 Emphasize EAP Training – The EAP Union/Management Workshop 

should become mandatory for managers and local union representatives. 
Other EAP training workshops should be strongly recommended. 
Attendance at EAP awareness and information should be encouraged and 
facilitated.  

 
 Allocate Additional Resources – It is anticipated that an increase in 

awareness would inevitably lead to an increase in demand for services. 
This, coupled with the need to focus on training and complementary 
advisory services, leads to the recommendation that the CRA consider 
allocating additional resources to the EAP. 
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1.0   BACKGROUND 
 
In January 2007, an independent consultant was contracted by the Workplace Relations 
and Compensation Directorate (WRCD) of HRB to conduct an evaluation of the CRA’s 
EAP. The purpose of the evaluation was to provide senior management with the 
information needed to ensure that our EAP services and delivery model will meet future 
needs of the organization in a cost effective manner.  
 
Consultations with all stakeholders were held – national unions, senior and regional 
management, the coordinator-counsellors, external contractor representatives, referral 
agents, local EAP advisory committee members and the National EAP Office. An 
anonymous, random on-line survey of 1,000 employees was also conducted to gauge 
employees’ awareness of the program.  
 
After receipt of the draft evaluation report in August 2007 and its review by several 
stakeholders, including regional managers, national union representatives, and 
Corporate Audit and Evaluation Branch’s (CAEB) Program Evaluation Division (PED), 
the contract was terminated because of timeliness and quality concerns.   
 
Subsequently, WRCD approached PED to assist them in finalizing the evaluation. 
Agreement was reached that PED would analyze the validity of the consultant’s findings 
and recommendations in light of information provided by the consultant, along with 
additional information gathered by the Program area.  
 
Because of the difficulties inherent in finalizing the project based on limited data, it was 
suggested by PED that a peer review of their analysis be conducted by an expert in the 
field of EAP. Dr. Richard Csiernik, professor at King’s University College, University of 
Western Ontario, and author of more than 75 articles and three books was hired to 
conduct this peer review. He was also asked to provide expert advice on CRA’s EAP 
based on best practices in the EAP field and research in EAP and workplace wellness.  
 
In order to complete the evaluation, HRB then undertook, in the spring of 2009, to 
conduct employee and manager consultations in every region, to ensure that current 
EAP services are meeting and will continue to meet employee and organizational needs. 
The following report provides the results of these consultations. 
 
 

Human Resources Branch and the National EAP Office wish to 
thank employees, managers and directors who took part in the 
consultation meetings and provided valuable feedback on the EAP 
and its services. Thanks also to the numerous employees, both at 
Headquarters and in the regions, who offered their support in the 
organization of the sessions.    
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2.0   CONSULTATION PROCESS 
 
2.1   Introduction 
 
The consultation process was developed in consultation with Public Affairs Branch (PAB) 
who provided advice and recommendations regarding sample size; participant selection; 
the facilitation process; and the questions to be utilized during the sessions. Executive 
Compensation Policy and Services (ECPS) – who had carried out a similar process in 
the past – generously shared documentation and advice on the process. The unions 
were consulted throughout the project and provided feedback on the questions. 
 
2.2   Site and Participant Selection 
 
It was determined that consultations would be held in all regions, including Headquarters 
(HQ), as follows: 
 

 In each region, two sites would be selected, generally one Tax Services Office 
(TSO) and one Tax Centre (TC). 

 At HQ, two groups would be consulted. 
 In each TSO, TC, and group, 10 employees, 10 managers, and 1 Director would 

be consulted. 
 
This resulted in a sample size of 120 employees (approximately 0.3% of the employee 
population); 120 managers4 (approximately 3.8% of the manager population); and 12 
directors.   
 
The following chart provides a list of the regional sites visited: 
 

REGION OFFICE 
Atlantic Nova Scotia TSO, Halifax Site 

Summerside TC 
Québec Shawinigan TC 

Montérégie-Rive-Sud TSO 
Ontario Sudbury TC/TSO 

Toronto West TSO 
Prairies Winnipeg TSO 

Calgary TSO 
Pacific Surrey TC 

Penticton TSO 
 
 
Participant selection and logistics of the consultation sessions were arranged through 
the Regional Directors of Communication and appropriate HQ contacts. In order to have 
employee and manager groups reflect as closely as possible the population of the 

                                            
4 Definition of manager: In this consultation process, the term ‘manager’ refers to team leaders, 
supervisors and managers. 
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respective sites, participant selection guidelines were provided to the various sites as 
follows:   

 The selection of participants should be made so as to obtain a representative 
sample of employee groups of the work site.  

 Participants must not be involved with the EAP, either as an EAP referral agent 
or as a member of the local EAP advisory committees, as these groups were 
previously consulted in the evaluation process.  

 Sampling should try to reflect gender balance typical of the region.  
 Employment Equity (EE) designated groups should be included.  
 Range of ages should reflect the demographics of CRA and the work site in 

particular and should also strive to include a strong representative sample of the 
newer generation of employees and managers. 

 
As the EAP is supported jointly by both union and management, it was important for the 
program to have the unions involved in this process. Union representatives who 
participated acted strictly as observers, having already had the opportunity to provide 
feedback on the program during the earlier evaluation process. 
 
2.3   Group Process and Individual Interviews 
 
Consultations took place from April to end of June 2009. While employees, managers 
and directors were provided with documentation prior to the sessions, each session 
began with a short presentation on the program by the EAP subject matter expert, 
Hélène Grandmaître, Senior EAP Advisor at the National EAP Office, to ensure all 
participants had a good understanding of current EAP services.   
 
The sessions were then facilitated by Annemarie Montminy, Marla Simlett and 
Michel Goguen – CRA employees at HQ – using the process delineated in the 
Facilitator’s Guide developed with the support of PAB. Group discussions and individual 
interviews were recorded and extensive notes were taken of all comments and opinions. 
The notes were subsequently transcribed. Recorded discussions and transcribed notes 
will be destroyed once the report is finalized. 
  
2.4   Consultation Questions 
 
The following questions were fully explored with employee and manager groups as well 
as with individual directors:  
 

 What do you see as the three most important services that the EAP currently 
offers? 

 
 How do you think that the services that you have chosen best serve the needs of 

the Agency’s employees? 
 

 Is it your sense that current EAP services are meeting the needs of employees 
and managers? 

 
 What changes do you feel could be made to the services that would assist the 

EAP to better meet the evolving needs of the organization? 
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Each question was followed up with probing questions to ensure a full understanding of 
opinions and comments. 
 
2.5   Participation 
 
The attendance rate was very high. One hundred and six (106) employees or 0.27% of 
the employee population and 102 managers or 3.22% of the manager population were 
consulted. Twelve (12) senior managers were interviewed: two from HQ, (one from a 
small Branch and one from a large Branch), seven regional site directors and three 
regional senior managers replacing the site director.   
 
A few factors may have impacted on employee or manager attendance, such as the tax-
filing season and the labour negotiations with the Professional Institute of the Public 
Service of Canada (PIPSC).  
 
 
 

PARTICIPATION RATE TABLE 

ALL REGIONS PLANNED ACTUAL 

# % of all CRA 
employees or 

managers
1
 

 

# % of all CRA 
employees or 

managers 

 
Managers 

 
120 

 
3.8% 

 
102 

(85% of 
planned target) 
 

 
3.22% 

 
Employees 
 

 
120 

 
0.3% 

 
106 

(88% of 
planned target) 
 

 
0.27% 

 
Directors/SM 
 

 
12 

  
12 

(100% of 
planned target) 

 

 
 
 
 
 
 

                                            
1 Calculations are based on October 2008 data.  No. of managers: 3,160.  No. of employees: 
40,126. 
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GROUP PROFILE DATA 
 
The following two tables show the demographic profile of consultation participants 
according to gender and age.  
 
 
 
 
 
 
 
 

AGE MANAGERS EMPLOYEES TOTAL  % CRA 
POPULATION 

% CONSULTATION 
PARTICIPANTS 

0 – 29   2 8 10 6.1 4.8 
30 – 39 17 29 46 20.3 22.1 
40 – 49  51 37 88 36.3 42.3 
50 – 54  22 18 40 19.1 19.2 

55 + 10 14 24 18.2 11.5 
TOTAL 102 106 208 100 99.9 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

GENDER MANAGERS EMPLOYEES TOTAL 
Male 44 25 69 
Female 58 81 139 
TOTAL 102 106 208 
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         As can be seen by the chart below, the demographic profile of consultation 
participants closely mirror the demographic profile of the overall CRA population. 
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Consultation participants represented the following occupational groups:  
 
 

GROUP NUMBER 
AU 17 
SP 79 
MG 97 
CS 9 
FI 2 

HR 3 
EC 1 

TOTAL 208 
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3.0   GENERAL COMMENTS  
 
 
Employees commented that: 
 

 EAP services are highly important because of 
the complex and demanding personal and 
professional lives of today’s individuals and 
families.  

 
 EAP services should be mandatory services 

for all organizations. 
 

 
 
“In general, people need 
someone to talk to, it is a stress 
reliever, a financial stress 
reliever … - not everyone has 
the money to seek private 
counselling: it helps – I know it 
does.”  Employee 
 

 

 Employers have a responsibility to support their employees through services 
such as the EAP because the lines between personal and work spheres in 
society are blurred. 

 
 
Managers stated that: 
 

 The job of managers has evolved from 
autocratic and hierarchical to a more 
humanistic and approachable role. 

 

 Employers need to provide EAP services to 
their workforce as part of a modern way of 
managing employees as ‘whole persons’. 

 

 
 
“Having worked in other federal 
departments and considering 
the size of our organization, I 
am a strong believer in the 
importance of these types of 
services. I really appreciate the 
quality of CRA’s EAP services.”  
Site Assistant Director 
 

 

 The employee who shows up at work with stressful personal issues has an 
impact on the team’s productivity and the quality of the team’s work.  

 

 One of the clear benefits of EAP for the CRA is employees’ increased 
productivity and attendance. 

 

 Because of the size of the CRA, the nature of its services and the regular contact 
of employees with the public, it is important to have the kinds of services that our 
EAP provides. 

 
 
Both employees and managers felt that: 
 

 It is important that managers be aware and 
knowledgeable about the EAP in order to refer 
employees to the program as part of their 
management role. 

 

 
 
“Happier and less stressed 
employees work better, have 
better concentration and better 
attendance as well as get along 
better with their peers.” 
 

 

 The EAP’s presence in the workplace contributes to the sense that CRA is an 
organization supportive of its workforce. 

 
 Though many acknowledged that stigmatization still exists, many more indicated 

they believe that there is less stigmatization at CRA for employees to consult 
with, or be referred to, EAP because it is a well-known, accepted, and credible 
program.   
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4.0   KEY FINDINGS ON EAP SERVICES 

 
 
4.1   Introduction 
 

1. At the beginning of the discussion on EAP services and their ability to meet current 
and emerging needs, participants were asked – What do you see as the three 
most important services that the EAP currently offers? 

 
 In every group, all of the services were consistently selected by various 

participants. In other words, none of the services was ever omitted.   
 When probed in the ensuing discussion on their reasons for selecting certain 

services and not others, participants in general indicated that they considered all 
services to be important. Their choices were motivated more by the restrictions 
placed on them by the question, rather than a belief that the other services were 
not as important. 

 Several managers and most directors did not want to select only three, stating 
that all services are equally important, complement each other, and are not 
separate, but form part of a continuum of services. 

 Only one of the 208 participants felt it was not necessary to have EAP services, 
stating a personal preference to consult their circle of friends and family 
regarding personal issues and to find resources in the community by 
themselves. 

 
The following table provides a listing of the EAP services according to the overall 
number of times each service was selected by participants.  
 

 EMPLOYEES  MANAGERS 
1.   Counselling Services 1. Counselling Services 
2.   Support, Information, and 

Referral Services 
2. Support, Information, and 

Referral Services  
3.   Training Services  3. Training Services 
4.   Preventative/Wellness Services  4. Preventative/Wellness Services  
5.   Critical Incident Stress 

Management Services 
5. Advisory Services 

6.   Advisory Services 6. Critical Incident Stress 
Management Services 

 
Results for both employee and manager groups are consistent, except for the last two 
services.   
 
The following section provides the participants’ detailed feedback on each individual 
service, in response to the following questions:  
 

 How do you think that the services that you have chosen best serve the 
needs of the Agency’s employees? 

 Is it your sense that current EAP services are meeting the needs of 
employees and managers? 
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4.2   Counselling Services 
 
Counselling services are valued by employees and are seen to meet employee and 
organizational needs for the following reasons:   
 
Universality Services are available to all employees regardless of 

gender, race, age, group level, or financial status. 
 

Solid Fundamental  
Principles 

Confidentiality and neutrality of the services foster 
trust and high utilization. 
 

Accessibility Several access points on and off site (referral agents; 
coordinator-counsellors; and external service 
providers) provide clear advantages: 
 employees located in smaller cities especially 

liked the anonymity in the workplace and the 
community; 

 the related flexibility of the service hours and 
locations; 

 the crisis phone numbers available 24/7 in all 
regions was mentioned several times. 

 
Timeliness The program’s short-term model has the ability to 

offer quick assessment and/or referral, to solve 
problems quickly. 
 

Family Coverage The program’s accessibility to family members and 
the broad definition of family members at the CRA 
make the service really useful. 
 

Reputation People who have accessed the program think highly 
of its services. 
 

 
In addition to the above, manager groups noted the following key points: 
 
Normalization Having EAP visible in the workplace contributes to the 

de-stigmatization of seeking help. 
 

Impact Managers have noticed a positive impact on 
employees who have received counselling. They felt 
that if employees do not have access to counselling in 
a timely manner, they end up lost to the organization. 
When an employee is helped swiftly, everyone wins. 
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Employees and managers who currently or previously had counsellors on site – either 
the external provider or the EAP coordinator-counsellor – stated that it was helpful to 
have on-site services. They recommended that the program try to have regular on-site 
access, if only for one day a week. Those who previously had access to EAP 
counsellors on site spoke of it as a loss in the level of service. 
 

“Love, illness, death, all are ageless. That is basically what the EAP is all about. 
Everyone will go through a rough time at some point in their lives.” - Manager 

 
 
4.3   Information, Support and Referral Services 
 
While all EAP access points provide information, support and referral services, these 
services represent the key role of referral agents (RAs). Employees value these 
services for many reasons: 
 
Relieve Stress Information, support and referral services ease the 

pressures employees encounter when trying to 
manage their personal responsibilities – especially 
high-stress family situations – during the work day, 
thereby minimizing the impact on workplace 
attendance and performance.  
 

Save Time These services are a time saver because employees 
are directed to the most appropriate route to best 
manage the situations they are dealing with. 
 

Provide Reliable 
Key Information 

The services provide access to resources and skills 
that are needed because of the changing nature of 
the family and the resulting demands – single 
parenthood, shared parenting responsibilities, 
separated or blended families, as well as 
responsibilities for ageing parents. 
 
The information on community supports and 
resources is provided by a knowledgeable source. 
 

Value Added Benefits  
Of Referral Agents 

Special mention was made numerous times 
throughout the regions, of the advantages of having 
referral agents deliver these services because of their 
easy accessibility and visibility in the work site, as well 
as their knowledge of community resources.   
 
In one site only, concern was expressed regarding the 
perception of lack of anonymity in meeting with 
referral agents. Upon probing further, it was 
determined that this was based on opinion and not on 
experience. 
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Managers raised many of the same points and mentioned the following additional 
benefits: 
 
 
Better Use  
Of Resources 

The counsellors are freed to offer the professional 
services: counselling, advisory and training. 
 

Encourage Access to 
Counselling 

For employees still experiencing a stigma attached to 
seeking counselling, the referral, support and 
information services can give people confidence to 
make a first contact with the EAP.   
 

Provide Reliable  
Key Information 

Management is often consulted by their employees. 
Thanks to these services, managers can re-direct 
their employees to the referral agents, reassured that 
they will get to the right resources. 
 
Managers saw referral agents as a good source of 
information for themselves so they can provide 
informed support to their employees. 
 

Value Added Benefits  
Of Referral Agents 

Managers familiar with referral agents commented 
regularly on the value-added effect observed in their 
work sites.   
 
Having a referral agent in one’s work unit was 
deemed to have two notable benefits: a positive 
impact on employee morale; and as one manager 
noted, while there was an increase in the number of 
his employees seeking EAP services, the overall 
absenteeism rate in his team had clearly diminished.   
 

 
“Who the heck knows where to find info? This is like one-stop shopping. It minimizes 
stress – saves time – sometimes we have no choice and we would be doing this search 
for resources at work. On Google – you get all kinds of hits. With this we get trusted 
referrals from someone who has more information. They also do follow-up, checking 
back in to see – a cross-reference process.” (Employees) 

 



 12 
 

4.4   Advisory services 
  
Employee and manager groups explained that while advisory services are important, 
they are a less visible, less well known service directed to a specific group as opposed 
to all employees. For this reason, most did not choose them as their top three when 
having to make a limited choice. 
 
Employees see these services as crucial, given managers’ key responsibility of 
managing human resources. They noted the following benefits: 

 
Support People Management 
Skills 

Managers are often the first point of contact for 
employees seeking counsel, support and 
understanding from the organization and should have 
knowledge of EAP, and strong ‘people management’ 
skills. 
 
The advisory services help managers develop these 
skills. 

 
 
Managers feel these services should be better advertised, to ensure managers will 
benefit from them when needed. They provided the following additional feedback: 

 
First Point of Contact Managers described themselves as the front-line: they 

are regularly approached by employees dealing with 
personal issues at home or in the workplace, and they 
look to the EAP coordinator-counsellors for advice 
and guidance. Access to these mental health 
professionals was important to them. 
 

Evolving Role Managers are increasingly being asked to perform 
activities previously delivered by HR professionals 
and requiring a different set of skills. They need to be 
proficient in people management issues. 
 

Support Consistent People 
Management Skills 

These services support managers in dealing with 
complex people management issues. They help to 
create consistency in management’s approach to 
people issues. 
 

Timely Early Intervention J.I.T. (Just In Time) services are a great advantage.  
 
The services help ensure that managers are well 
equipped to recognize things early on and deal with 
them before they create negative impacts. 
 

 
“As a manager, because you are dealing with people, people problems are mostly what you 
deal with. Managers and employees are then in a difficult place. If your senior manager has not 
had the experience or training – they cannot coach you. We may talk to our colleagues on how 
to manage these situations but they do not have the skills. If we did not have this service, we 
would be in worse shape.”  (Manager) 
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“Consulting the counsellor, asking – Where do you think I should go with this? – is useful. The 
counsellor is someone the team leader or manager can tap into to help them do their job.” 
(Director) 

 
 
4.5   Training and tools 
 
Employees and managers agree that the courses offered by EAP are important for 
employees and managers since they allow them to develop the leadership qualities 
necessary to create a culture of well-being in the organization. The extensive range of 
topics of tools and workshops impressed the participants, but many were unaware of 
several of these resources and felt they should be better advertised.   
 
Employees spoke highly of the training provided by EAP: 
 
Should be Mandatory The Managing Suicidal Calls workshop for employees 

should be mandatory. It is as important as technical 
training. 
 
Managers should be mandated to attend the EAP 
Workshop for Managers and Union Representatives 
so they can be fully aware of the resources available 
to support them in the management of complex 
situations, know how to refer, seek advice or organize 
workshops.   
 

Create a Supportive 
Environment 

The Mental Health workshop helps identify when a 
colleague is struggling and fosters workplace well-
being. 
 
Workshops for managers help them develop their 
emotional intelligence. They benefit by being skilled in 
addressing issues early on and preventing things from 
getting worse. 

 
Managers echoed the employees’ views, adding the following points: 
 
Fill Void EAP training fills a void in the training on people-

management skills available to managers.  
 

Complement Advisory 
Services 

The training is one part of the services required by 
managers. Since the circumstances where the need 
to use training may be a few years down the line, the 
training needs to be supported by the advisory 
services. 
 

High Quality and Practical Some of the better courses have come through EAP: 
they are well-structured, timely and well-received. 
They help by offering a different perspective and by 
providing the opportunity to practice new skills with 
peers. 
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“It is in our best interest to have employees taking care of their health. The more MGs know 
about the program the better… All MGs should attend the Union/Management session and a 
one hour refresher per year…  You cannot separate the issues from the people – this fits in 
with other training MGs need, for example performance management.”  (Managers) 

 
 
4.6   Critical Incident Stress Management (CISM) 
 
Both employee and manager groups explained in the discussion that while this service 
was important, it did not rate as one of the top three simply because a critical incident is 
a less frequent occurrence.   
 
There was usually one participant per group who had participated in a debriefing or 
defusing session following a critical incident. These incidents most often involved the 
death of an employee on site or on their way to work. Other recent, highly stressful 
incidents included the deaths of individuals through violent means witnessed by CRA 
employees. Another occurrence is the lock-down that occurs in the buildings that receive 
mail where, on occasion, a suspicious substance is found. 
 
Both managers and employees stressed the positive impacts of CISM services: 
 
Support Wellness Services promote individual, team and work unit 

wellness. 
 

Reduce Impact of Trauma Services are highly valued for their timeliness, their 
helpfulness, and their ability to mitigate the impact of 
traumatic incidents on individuals and work teams. 
 
In one region it was noted that whenever security has 
to deal with an incident, the security manager 
automatically and strongly recommends that 
management involve EAP in order to manage the 
emotional issues related to such situations. 
 

Help Employees Deal with 
Grief 

Many also commented on the grief sessions put on by 
EAP following the death of a colleague due to illness. 
Participants stated that, given the large age group of 
older workers, they are experiencing much more often 
the death of colleagues. They felt that grief sessions 
are essential to deal with such events.  
 

 
4.7   Prevention/Wellness Services 
 
While all EAP access points contribute to prevention and wellness services, these 
services constitute one of the main roles of Local EAP Advisory Committees (LACs). 
They foster employee well-being through a variety of information sessions offered during 
the lunch breaks, and wellness fairs aimed at health promotion and illness prevention. 
They include the EAP Orientation presentation as well as information sessions and 
documents on topics such as eldercare, parenting, physical health (arthritis, cancer, 
nutrition, etc.) and mental health (stress, meditation, mindfulness, etc.). 
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Employees find these sessions very helpful in: 
 

 creating awareness; 
 providing information; 
 developing skills; 
 identifying community resources and services. 

 
Both managers and employees feel that the prevention and wellness activities: 
 

 help significantly in promoting the EAP services; 
 lessen stigma in seeking services; 
 are often the first step in someone seeking assistance and support; 
 have a significant ripple effect as employees attending sessions share the 

information with colleagues. 
 
“You may not need the information right now, but once you have the information on hand, you 
can easily consult it when the need arises. Very often, the information is shared with other 
colleagues, so these sessions help people who attend them and many other employees.”  
(Employees and Managers) 

 
 
4.8   Site senior management 
 

“You can’t make a cake without all the ingredients.” 
 (Director) 

 
Twelve (12) senior site or branch managers were interviewed. Many had consulted with 
their senior management team prior to meeting with the EAP consultation team. Here is 
a summary of their key comments: 
 
Equal Importance of Services Almost all the senior managers did not want to choose 

the top three amongst the slate of services offered by 
EAP, stating that all services are important, 
depending on the circumstances.  
 

Healthy Work Environment They all spoke of the importance of healthy 
employees and healthy work environments. They saw 
it as the responsibility of management to create an 
engaged workforce in a healthy work environment, to 
ensure that ‘the people are well if we want them to be 
able to do the work’. 
 

In-house Mental Health 
Expertise 

In their experience, managers consult with 
coordinator-counsellors most often on complex people 
management issues, often related to mental health. 
Having EAP’s expertise available to them is crucial.  
 

Support for New Managers The importance of training and advisory services for 
managers was highlighted, especially as a new 
generation of managers is emerging, often with limited 
people management experience and not much 
training or awareness of the EAP. 
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They spoke at length of the importance of the 
advisory services provided by the coordinator-
counsellors and that these services are highly valued 
and should be more visible, especially with newer 
managers. 
 

Prevention They emphasized the importance of prevention. They 
see that all the EAP services contribute to the 
prevention of problems and indicated that they valued 
the wellness activities, the advisory services, the 
training for all employees and managers, the regular 
and systematic promotion of the EAP in a variety of 
formats. 
 

Increased Need for Services Their concerns centered on increasing the visibility of 
the services, the training provided by the EAP and site 
service delivery, especially around advisory services 
to managers. 
 
Many directors recommended that the number of 
coordinator-counsellors be increased, citing that their 
impact in the workplace is great and an increase in 
their numbers would be extremely beneficial.   
 
They also cited the current high workload of the 
coordinator-counsellors as a reason for the 
recommended increase. 
 

 
 “Our success as an organization will depend on how engaged our employees are. If employees 
are disgruntled or unhappy, their state triples the effects on colleagues and the work 
environment as a whole.” (Director) 
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5.0   EMERGING NEEDS 
 
In responding to the question – Is it your sense that current EAP services are 
meeting the needs of employees and managers? – participants overwhelmingly 
indicated that the services are indeed meeting employee, manager and organizational 
needs. As part of this discussion, facilitators explored with participants their views on 
emerging needs within the organization. The following are the notable findings flowing 
out of the consultations. 

 
5.1   Demographics  

 
Intergenerational Issues Younger employees’ expectations of their employers 

are very different. Because of the blurring of the 
personal and professional spheres, some divergence 
of views and needs are occurring more and more in 
work teams. Younger employees expect that the 
workplace will provide them with the flexibility to 
manage their lives and their work in the manner that 
best suits their personal needs.  
 
On the one hand, there is a need to assist employees 
in understanding the generational differences, and on 
the other hand, there is a need to train managers on 
managing the issues that may arise, especially the 
younger managers who will encounter different, 
complex people management issues in their careers. 
 
EAP consultations and training are deemed helpful in 
supporting managers in developing the strong ‘people 
management’ skills required to manage the 
intergenerational workforce. 
 

Multiculturalism Many of our employees are directly affected by 
traumatic events occurring around the world – 
tsunamis, earthquakes, war – because they have 
family living in other countries. Their sense of anxiety 
may be strong and immediate, while other employees 
may not be sensitive to this reality.   
 
Differences in cultural, ethnic and religious 
backgrounds need to be considered in the creation of 
positive workplace relationships. 
 

Age-related Issues Many older employees are dealing with the multiple 
responsibilities of parenting teenagers or young adults 
as well as taking care of ailing elderly parents. The 
ensuing stress due to the conflicting demands of 
personal and professional responsibilities can be 
overwhelming. Younger employees also bring age-
related concerns to the workplace. 
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5.2   Societal Issues  
 
Addictions The increased use and easy accessibility of 

recreational drugs, the overuse of over-the-counter 
medication, gambling, video lottery terminals (VLTs) 
in certain regions are reflected to varying degrees in 
the workplace. 
 

Economy Issues that are expected to continue to impact 
employees include financial stress related to 
economic uncertainty, loss of jobs for family members 
and loss of retirement savings. 
 

 
5.3   Health Issues  
 
Physical Some emerging health issues are related to the 

ageing workforce (diabetes, cancer, cardiovascular 
disease, menopause). However, the younger 
generation faces issues such as the health impacts of 
caffeinated drinks, cell phones, inappropriate 
computer usage, etc.  
 

Mental There is an on-going need to raise awareness, and to 
train and support employees and managers on mental 
health issues as the concerns about mental health are 
increasing in the workplace. These include significant 
duty to accommodate and performance management 
issues. 
 

 
5.4   Organizational Issues  

 
Complexity Work environments are increasingly complex, with 

constant change and information coming from all 
directions continuously. Managing the modern 
workplace requires a different and more complex 
approach than the accounting framework that was 
used in the past.   
 

People Managers need training and support to develop 
effective people management skills: effective 
communication skills, dealing with complex situations, 
managing increasing mental and physical health 
issues showing up in the workplace. 
 

 
These trends and issues are far-reaching and entail responsibilities that go beyond the 
mandate of the EAP alone. However, they will all at some point have an impact on the 
CRA, its programs and its people, and will be raised with our EAP access points by our 
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clients. It is therefore important for the EAP to be aware of these issues and the impact 
they can have on their clients. 
 

 
6.0   PARTICIPANTS’ SUGGESTIONS 
 
In response to the question – What changes do you feel could be made to the 
services that would assist the EAP to better meet evolving needs of the 
organization? – participants made the following recommendations. 
 
Awareness There is a need to increase awareness of EAP 

services, especially advisory and training services.  
 

Annual orientation/reminders about the Program to 
everyone, either directly through managers at team 
meetings or at all-staff meetings, should be mandated 
to ensure that everyone is aware of the services 
available to them. These reminders should include 
key details on the types of services offered, the types 
of situations for which employees and managers can 
consult the EAP, the training available and the three 
access points’ contact information numbers. 
 
EAP should strive to engage more the younger 
employees: for example, EAP should connect to the 
CRA Youth Committee. 
 
A protocol should be developed so managers are 
required to involve EAP in the decisions made in the 
management of security incidents. This would ensure 
the emotional issues are addressed and assist in the 
mitigation of negative impacts on individuals and the 
workplace. 
 

EAP Role EAP statistics need to be used more effectively to 
provide strategic advice to regions or work sites on 
the issues coming up. Additional analysis of statistics 
would enable these to be used more as a diagnostic 
tool, to understand the drivers. 
 
The role of EAP should include an 
educational/strategic advice role for senior 
management, Agency Management Committee 
(AMC), and Board of Management (BoM) on impacts 
and consequences of issues and decisions on the 
bigger picture and the people.  
 

Services and Resources Employees, managers and directors feel that 
everyone should have increased access to EAP 
training. It was also felt that managers in particular 
would benefit from the additional support that advisory 
services offer. 
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Employees and managers who currently have or 
previously had external or internal counsellors on site 
stated that the EAP should try to have regular on-site 
access, if only for one day a week. 

 
Many directors recommended that the number of 
coordinator-counsellors be increased, at least during 
the critical time period of February to late June, when 
the overall population at CRA grows significantly.  
 
EAP should continue to offer services to retirees for 
the first transition year.   
 
The EAP web site should be more interactive and 
accessible from home and off-site. 
 
In one site, employees recommended that EAP have 
dedicated funds to assist employees with immediate, 
small financial issues, like unexpected parking costs 
due to a crisis situation.  
 

Training The EAP Union/Management workshop should be 
mandatory for all managers and union 
representatives. 

 
Many workshops should also be mandatory, including 
all manager workshops, the ‘Managing Suicidal Calls’, 
and the Mental Health workshops for managers and 
employees. Other EAP workshops should be 
considered as important and relevant as technical 
training and highly encouraged.   
 
The majority of employees suggested that attendance 
at EAP information sessions should be encouraged. 
Work sites should develop measures to create the 
flexibility for everyone who is interested to attend. 
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7.0   CONCLUSION 
 
There is a trend in the Canadian workforce in general, in the federal public service, and 
within the CRA, towards better and more effective people management as well as the 
creation of healthy organizations. This leads to increased expectations on the part of 
employees and managers for support services to achieve these objectives.   
 
Based on this extensive consultation process, we can conclude that at the Canada 
Revenue Agency:   
 

 There is a strong consensus in all sites and in all regions that current EAP 
services are meeting the needs of employees, managers and the organization. 

 
 EAP, with its slate of high quality services and multiple access points, is well 

positioned to meet emerging needs. 
 

 EAP services are seen to have a positive impact on organizational wellness, 
employee performance, attendance and productivity at work. 

 
 EAP services support managers in better managing their teams, dealing with 

complex work situations related to mental health and work performance, and 
creating a supportive work environment. 

 
 EAP services are contributing to the overall perception that CRA as an employer 

cares about its workforce and its well-being and strives to create a healthy work 
environment. This leads many to believe that the EAP has a positive impact on 
CRA’s workplace culture and recruitment and retention strategies. 

 
Finally, the consultations confirm the conclusions drawn by Dr. Rick Csiernik in the  
2008 EAP Evaluation, namely that research data, workplace wellness theory and best 
practices in the field support the EAP delivery model that CRA provides its employees 
and the way in which it is done.   
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8.0   RECOMMENDATIONS AND NEXT STEPS  
 
It is recommended that union and management consider consultation participants’ 
suggestions as summarized in the following four major areas:   
 
Strengthen EAP Role Strengthen the strategic role of the EAP within the 

organization to enable senior management to better 
utilize the Program’s resident expertise in their 
decision-making processes. 
 

Increase Program Awareness Increase awareness of EAP services, especially as it 
relates to advisory and training services. 
 

Emphasize EAP Training Make the EAP Union/Management Workshop 
mandatory for managers. National unions should also 
consider making it mandatory for their Local union 
representatives, or should strongly recommend that 
they attend.   
 
Strongly recommend other EAP training workshops.   
 
Encourage and facilitate attendance at EAP 
awareness and information sessions.   
 

Allocate Additional 
Resources 

It is anticipated that an increase in awareness would 
inevitably lead to an increase in demand for services. 
This, coupled with the need to focus on training and 
complementary advisory services, leads to the 
recommendation that the CRA consider allocating 
additional resources to the EAP. 
 

 
Finally, the challenge for CRA’s EAP, as is the case of any long-standing and effective 
program, is to maintain its quality and effectiveness. The program’s success lies in its 
quality services delivered through three access points: coordinator-counsellors, referral 
agents and external service providers. The Local Advisory Committees’ activities add to 
the EAP network’s positive impact on individual and organizational well-being. Through 
its functional role, the National EAP Office ensures that CRA’s EAP Policy and 
standards are rigorously adhered to. Building on its consultations with the National EAP 
Advisory Committee, and regional and national senior management, the National EAP 
Office also plays a strategic role, all the while overseeing the delivery of a program that 
is seen by many to be a leader in the federal public service.  
 
Many organizations are currently moving towards developing an integrated healthy 
workplace, or wellness, strategy. Because of its EAP, CRA is well-positioned to consider 
such initiatives should the organization decide to move in this direction. 


