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Would You Buy Your EAP? 

 
 
 
 

What are your goals for this seminar? 
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Learning Objectives 

 
• Identify available tools for undertaking EAP outcome 

studies 
 
• Learn how to begin to design and implement an outcome 

study at your EAP 
 
• Utilize results to demonstrate value to EAP purchasers. 
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Why EAP? 
 

– Short-term, Solution Focused, Prepaid assistance for a variety of 
behavioral health issues. 

– Employees seem to benefit from counseling, resources given, 
and outside referrals. 

– “Rapid social change caused by industrialization and 
urbanization has led to varied and perplexing problems.  For 
most people, the pace of change is simply too fast and creates 
serious problems of adjustment” (Nair & Xavier, 2012). 

  
 
 
Jacobson, J.M., Jones, A.L., & Bowers, N. (2011). Using existing employee assistance program case files to demonstrate           
 outcomes. Journal of Workplace Behavioral Health, 26(1), 44-58. 
Nair, P. & Xavier, M. (2012). Initiating employee assistance program (EAP) for a corporate: An experiential learning. The IUP 
             Journal of Organizational Behavior, 11(2), 67-76. 
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Why EAP? 

 
• Federal parity law of 2008 promised higher access to 

behavioral healthcare including prevention, which 
bolsters the value of EAPs. 

• Demonstrating outcomes and highlighting the value of 
employee assistance services are critical (Jacobson et al., 
2011) 
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Would You Buy Your EAP? 

 
 
 

What makes your EAP special? 
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What do Critics Say? 

 
• Research exists that demonstrates that EAPs are 

effective, although, the evidence is controversial…I’d like 
to see that EAPs actually work – or not.” (Heathfield, 2014) 

 
– Because of the lack of strength and a sufficient amount of 

scientific research, the verdict is still out on EAPs in general. 
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What does the research state? 

• The Employee Assistance Research Foundation states: 
 

– “Simply stated, the EA field has not produced a sufficient body of 
compelling research adequate to its provision of services to 
millions of workers, both in the United States and abroad. The 
highly competitive EAP marketplace, the typically proprietary 
nature of EAP data, and other obstacles have resulted in few 
researchers engaged in rigorous EA research and a paucity of 
empirical studies. Although some of these suggest EAPs are 
generally effective, the existing literature is dominated by studies 
and program evaluations that fail to meet rigorous scientific 
standards, leaving many critical questions unanswered.” 

 
 
Taken from: http://www.eapfoundation.org/8-19-14 
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Research 
• In a review of evaluations performed to date, Colantonio 

(1989) reports that EAP evaluations are truly lacking in 
true scientific design  
– From 1975-1988, only 26 studies were performed to evaluate 

EAP effectiveness. 
– The measures used were not previously evaluated for reliability 

and/or validity.  

• From 2000-2009, 42 studies were performed to evaluate 
the effectiveness of EAPs. 
– Most were scientific or pseudo-scientific in design 
– Results were that EAPs “provide positive outcomes including 

saving organizations money as well as in producing positive 
change in those who sought counseling” (Csiernik, 2011) 
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Current Research (continued) 

• Of the 60,000 that used EAP services (Selvik et al, 2004) 
– Presenteeism was improved from 15%-5% 
– Absenteeism was improved from 2.37 days to .91 days 
– Client’s perception of health status improved significantly 

• For all the companies in the Hartford Book of Business 
(The Hartford Group, 2007) 
– Disability claims for psychiatric concerns for those who used 

EAP were 17 days shorter on average (56 vs. 73) 
– Disability for muscoloskelatal claims were 13 days shorter for 

those who used EAP 
– Disability for cancer claims were 19 days shorter for those who 

used EAP. 
– Employees who used EAP were more likely to return to work 

(33% vs. 16%) 
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Would You Buy Your EAP? 

 
 
 
 

Where does your EAP stand? 
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Would You Buy Your EAP? 

 
 
 
 

Do you currently evaluate your EAP?  If so, how? 
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Types of Evaluation Tools 

• Satisfaction Surveys 
– Internally made 
– Survey Monkey 

• Outcome Tools 
– Outcome Suite  
– Short 2 question evaluation form 
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Outcome Suite 

• Studies 
– Proven to have both structural and content Validity and 

statistically acceptable levels of Reliability (Lennox et al., 2010) 
– Measures Absenteeism, Presenteeism, Work Engagement, Life 

Satisfaction, and Workplace Distress 
– Free of charge 
– Obtainable at www.chestnutglobalpartners.org 
 

 

http://www.chestnutglobalpartners.org/
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Designing an Outcome Study 

When your EAP has Outcome Study Data: 
 

• You do not have to just say you have a great EAP… you 
can prove it! 

• There is value ($$$) in an Outcome Study (billions of 
dollars in lost productivity due to factors for which EAP’s 
can help) 

• You support our profession, strengthen our methods, and 
can combat skeptics with evidence 
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Designing an Outcome Study 

Where to start? – Remember the Scientific Method 
(pseudo-scientific) 
 

1. Research question and purpose: Is our EAP doing, improving, 
changing, cost effective, helpful, etc? 

2. Background research/hypothesis – what are we currently doing, 
what data do we have, what educated guess can we make 
about our EAP 

3. Design – Based on our question about our EAP what/how will 
we collect the data needed? 

4. Observe/Collect Data – forms, pre/post test, emails, flyer etc. 
5. Analyze/Report – share it, learn from it, replicate, change it 
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Designing an Outcome Study 
 

Simple Design Changes for Employee Survey 

Common Issues  
 
1. Often subjective 
2. Selective sample size  
3. Rate us: poor-perfect (and we 

only care about % perfect) 
4. Most respondents are happy 

or mad 

 
 

Easy Design Changes 
 
1. Make it a two choice survey 

(yes/no) 
2. Make it a scaling survey (1-10 

or 1-5) of when they first 
started (scale) and finished 
(scale) 

3. Move to a qualitative survey – 
can craft new questions 

4. Mandate everyone receive a 
survey 
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Designing an Outcome Study 
 

Simple Design Changes for Pre/Post Test Survey 

• Common Issues 
1. Time is at a premium 
2. Second survey difficult to 

obtain 
3. I have the data now 

what? (statistics was a 
long time ago!) 

• Easy Design Changes 
1. Data collection does not 

have to happen 
overnight (pace yourself) 

2. Getting the second 
survey is a challenge be 
creative! (simple form 
letters, emails etc. use 
technology and the $1 
method) 

3. Use downtime, or other 
employees to help 
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Value of an Outcome Study 

• Results of an outcome study add value by answering 
these 3 questions: 

 
1. How much money are you saving your 

clients/contracts? 
2. How effective are you in helping your clients? (clinical 

outcomes) 
3. How effective are you in helping your companies? 

(business outcomes) 
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Employee/Education Survey Changes 

Old Rating Scale 
 
1) Excellent 
2) Good 
3) Average 
4) Fair 
5) Poor 

New Scale 
 
Rate the questions from 1-5 

(one being worst and five 
being best) 
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Employee/Education Survey Changes 

Old Ratings 
 
Out of 100 Survey’s 
- 80 Excellent 
- 10 Good 
- 5 Average 
- 3 Fair 
- 2 Poor 
How do you report this? 
80% excellent? 

New Ratings 
 
Out of 100 Survey’s 
- 80 x 5 = 400 
- 10 x 4 = 40 
- 5 x 3   =15 
- 3 x 2   = 6 
- 2 x 1   = 2 
- Total = 463 
- 463/100 = 4.63 out of 5 
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Employee/Education Survey Changes 

Old Survey -if Counselor goes from 80 to 75 excellent 
rankings and 10 to 15 good’s how do you measure that? 

 
New Survey: 
- You can measure each counselor against their own 

improvement and as a group.  Top presenter, top ranked 
counselor, year to year company 
improvements/decreases 

- You can determine year to year if a counselor’s scores 
are changing significantly (above example the client 
would go from 4.63 to 4.58 = not a statistically significant 
change).   
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Value of an Outcome Study 
How much money are you saving 

your clients/contracts? 
• Hours missed on the job, or off the job 

are easy to calculate (see graph)  
• Employees and employers like to know 

what their issues is costing them 
– Employee – how much time-off, 

extra money do I now have as a 
result of being back at work? 

– Employer – how much money am I 
saving by having an employee back 
to work? 

• Multiply hours saved by employee 
hourly rate by number of days/weeks of 
improvement 

0

1

2

3

4

5

6

7

8

9

Absenteeism Presenteeism Workplace
Distress

Outcome Study Data Example 
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Value of an Outcome Study 

How effective are you in helping your clients? (clinical 
outcomes) 

 
• What EAP model are you using and should you consider a change (3 

session, 6 session, telephone EAP sessions etc.) 
• Client survey’s can give a scale of individual counselors perceived 

effectiveness/impact (helps find high/low performers) 
• Which counselors give you the most bang for your buck (Counselor X 

consistently shows at least a 3.5 hours on the job improvement for their 
clients, the rest of the office is at 2.4 hours) 
 
 



4/10/2015 25 

Value of an Outcome Study 

How effective are you in helping your companies? 
(business outcomes) 

 
• If you are measuring 5 metrics (like in the outcome study suite) you will 

know what areas your EAP is impacting the company the most 
 

• Businesses have a lot of money loss in their employees (billions of dollars) 
 

• EAP’s that can measure and show outcome improvements can tie into the 
wellness and health initiatives which are much more prevalent with changes 
in healthcare.   
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Value of an Outcome Study 
Productivity Costs 
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Value of an Outcome Study 

 
 
 
 
 
 
 
 
 
 
 

“Actual costs of absences may differ by industry and employers” 
Popul Health Manag. Apr 2011; 14(2): 93–98.  

doi:  10.1089/pop.2010.0014 
 

Potential Cost Savings for EAP Outcome 
Research and Effective Programs 

http://www.ncbi.nlm.nih.gov/pmc/articles/PMC3128441/
http://www.ncbi.nlm.nih.gov/pmc/articles/PMC3128441/
http://www.ncbi.nlm.nih.gov/pmc/articles/PMC3128441/
http://www.ncbi.nlm.nih.gov/pmc/articles/PMC3128441/
http://www.ncbi.nlm.nih.gov/pmc/articles/PMC3128441/
http://www.ncbi.nlm.nih.gov/pmc/articles/PMC3128441/
http://www.ncbi.nlm.nih.gov/pmc/articles/PMC3128441/
http://dx.doi.org/10.1089/pop.2010.0014
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Conclusions 

Creating an Outcome Study is an easy way to prove 
employer’s Return on Investment, which is how you gain 
and retain business.   
 
1. You can prove how much money you are saving your 

clients/contracts. 
2. You can determine your clinical effectiveness. 
3. You can create a full picture of the benefit you are 

providing to your companies. 
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Appendix A 
How much are troubled employees costing you? 

 
Total employees in your company     ______ 
  
In a given year, 20% of your employees      
have a performance impairing issue.1      x .20 
 
Total number of troubled employees    ______ (A) 
 
 
 
Average salary of a typical employee     ______  
 

                                                           

1 Mental disorders are common in the United States, and in a given year an estimated 26.2% of 
Americans aged 18 or older – about one in four adults – suffer from a diagnosable mental disorder. While 
mental disorders are widespread in the population, the main burden of illness is concentrated among a 
much smaller proportion (about 6 percent, or 1 in 17) who suffer from a seriously debilitating mental 
illness. Despite these high numbers, it is estimated that less than one-third of adults with a diagnosable 
mental disorder receive mental health services. (National Institute on Mental Health). Kessler RC, Chiu 
WT, Demler O, Walters EE. Prevalence, severity, and comorbidity of twelve-month DSM-IV disorders in 
the National Comorbidity Survey Replication (NCS-R). Archives of General Psychiatry, 2005 
Jun;62(6):617-27. 
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Appendix A (cont.) 
For each of these employees, estimate 25% 
in lost productivity and higher medical costs.12     X .25 
 
Annual productivity cost for 1 troubled employee  ______ (B) 
 
Total annual cost to your company     ______ (A x B) 

                                                           
1 A recent article by Kessler et al. (2006) found the average number of lost productivity days for those 
with major depressive disorder was 27.2 per year, with a standard error of 4.8. The data was taken from a 
nationally representative sample of U.S. workers in the National Comorbidity Survey Replication. Both 
absenteeism and presenteeism were measured with the WHO Health and Work Performance 
Questionnaire. Absenteeism accounted for 8.7 days lost per year while presenteeism accounted for 18.2 
lost days per year. Kessler RC, Akiskal HS, Ames M, Birnbaum H, Greenberg P, Hirschfeld R, Jin R, 
Merikangas KR, Simon GE, Wang PS (2006). Prevalence and Effects of Mood Disorders on Work 
Performance in a Nationally Representative Sample of U.S. Workers. The American Journal of 
Psychiatry, 163: 9, 1561-1568. 

 
2 The burden of depression on employers has been estimated to be $6,000 per depressed worker per 
year. Greenberg PE, Kessler RC, Nells TL, et al. Depression in the workplace: an economic perspective. 
In: Feighner JP, Boyer WF, eds. Selective Serotonin Reuptake Inhibitors: Advances in Basic Research 
and Clinical Practice.2 nd ed. New York: Wiley and Sons; 1996.  
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