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Documenting the Value of An EAP to
Administrators In Higher Education:
A Survey of Customer Satisfaction by

Supervisors and 1Vlanagers
DAVID W. JOHNSON, M.A., CEAP, AND MARGIE L. TOMSIC, PH.D.

Abstract

With the rising costs of llighei• education ai d d~c need to justify these costs Lo taxpaye~;s, cii~~ectors of employes assisCance

programs (EAPs) are ender increasing pressure to document the value oL flleir services [o i~~embers of the cam~~us com-

munity. ~1'his is often clone by monitoring the s~CisTactiou levels of currenC and former clients, tallying the number of pec-

sons served by such scr•viccs, and analyzing the performance records of~ Yllose sc~~ved. More recently, ~nP directors have

begutl to document the benefits of such services to supervisors and managers as they manlge issues that sucrou~~ci au

increasingly diverse workforce. The'ollowing study examines the attitudes oL supervisors rind m<l~aagers towards an EAP

at ~ Bid Ten institution, usizlg a satisfaction survey modiileci from a study of adinitiis[rators served by an GAP in the cor-

poratc sector. lmplicaCions oI' ciu~cenC 1°lndin~s and suggestions for fuCtu•e study ai~c discussed.

Background

Nationwide, approximately 100 members of the International

Association of Employee Assistance Professionals in Education

provide employee assistance services to accommodate the diverse

needs of an educational workforce. As the costs of higher educa-

tion continue to soar', directors of employee assistance programs

(EAPs) may find it prudent to justify the benefits of having an

EAP housed within their campus communities. EAP directors

typically evaluate their programs by surveying the satisfaction

levels of current and former clients, analyzing performance

records of those served by a program, and tallying the frequency

rates of persons served. Yet, satisfaction surveys have their limita-

tions.
Errors in conducting surveys can lrise from the way in which

persons are sampled and in how questions are asked. They can

further become evident when researchers fail to use statistical

sampling techniques or when they ignore non-respondents.2 In

fact, until recently, few EAP directors gathered perceptions from

supervisors Ind managers, whose participation in an EAP often is

critical to the success of such services.'

Studies suggest that knowledge and ease of access are necessary

if supervisors and managers are fo utilize the services of an EAP. In

a study by Googins and Kurtz°, knowledge of the EAP was lssociat-

ed direcfly with its use by supervisors. Moreover, supervisors who

did not make referrals or encourage employees to use an EAP were

less likely to see such a service as useful to an organization.

Similar studies by Parks, Braun, and Novakb have demon-

strated alink between EAP famililrity, program use, and percep-

tions of effectiveness. Supervisors and managers with EAP

training were more likely to see the need for an EAP than those

with little or no training. Moreover, those who perceived such ser-

vices as accessible and easy to use were more likely to rate EAPs

as effective and necesslry for an institution, more likely to refer

others to such services, and more likely to recommend such ser-

vices to their colleagues.'

In a study conducted within an industrial setting, Harlow'

further identified several factors related to the positive perceptions

of EAPs among administrators. These factors included the impor-

tance of knowing others who had used the EAP, the desire to know

more or the degree of comfort with current knowledge about the

EAP, perceived ratings of confidentiality, end satisfaction with the

quality of information shared between EAP directors and admin-

istrators. Given these findings, the authors of this study used such

factors to document and analyze the value of having an EAP with-

in an institution of higher learning.

Purpose of This Study

This study examined the attitudes of supervisors and man-

agers towards an EAP at a Big Ten institution. Its purpose was to

explore the degree of supervisors' familiarity and satisfaction with

1n EAP located within a university setting. More specifically, the

authors wanted to assess administrators' knowledge and use of the

EAP and their perceptions of the information exchange and value

the EAP added to the University of Minnesota.

The authors wished to determine users' levels of satisfaction

with EAP contacts as well as their willingness to refer others to

the program. Particular areas of interest included the EAP's

impact on resolving organizational problems, improving the pro-

ductivity of employees, contributing to improved morale, and

building a more effective workforce. In addition, the authors

wanted to know what impact education and training efforts had on

the EAP's mission, especially concerning the effect of initiatives

developed to educate staff on depression, stress-related issues, and

the promotion of 1 respectful, violence-free workplace.

Description of the EAP

The EAP in this study is an internal program at a Big Ten

institution in the upper Midwest. The program serves 7,000 Civil

Service Ind bargaining unit employees. Staffing for this group

includes 1.75 FTE administrators and counseling staff and 0.25

FTE support staff. A full range of EAP services is provided,
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AREA OF KNOWLEDGE N %YES

Awareness of Organizational Services Provided by the EAP 1,419 66

Knowledge of How to Contact The EAP 940 70

Could Explain EAP Use to a New Supervisor 1,354 37

Desired More Information About the EAP 1,349 55

Desired More Training With The EAP 1,339 29

Table 1. Percentage of Supervisors With Knowledge of the EAP

including assessment and referral, supervisory consultation, and

training and education offerings. The study involved 2,225 super-

visors and managers responsible for the work of the Civil Service

Ind bargaining unit employees.

Method

Sample. The Office of Human Resources supplied the names

and campus mailing addresses of 2,500 managers and supervisors

from a university staff list. The list was coded to track the names

of persons who supervise Civil Service and bargaining unit staff

at a large university in the Upper Midwest. All persons on this

supervisory list are responsible for directing non-academic uni-

versity work activities. The list was then reduced to include only

persons located on the main campus of the university with cam-

pus mailing addresses, since these persons are most likely to use

and have access to the EAP. The final mailing consisted of 2,225

names, or 89 percent of the original sample.

Survey. The survey inshument consisted of a two-page form

developed for persons in an industrial setting and adapted for peo-

ple in education. The questions in sections titled "Knowledge of

the EAP," "Use of the EAP," and "Information Exchange" were

patterned after those developed by Harlow to analyze the effect of

knowledge, use of services, Ind information exchange on super-

visors' perceptions of an EAP. These particular items were select-

ed because they correlated significantly well with variables

relating to quality.
Additional survey items in the lreas of training, effective-

ness, and background information were expanded and tailored

specifically to the goals of the institution by a team of university

experts that reviewed the instrument. Researchers ultimately hope

to make regional comparisons on items similar in content to those

in the Hu~low study.
Most of the questions used a five point Likert scale, ranging

from sriongly disagree/very ineffective to strongly agree/highly

effective. Background items provided information on job catego-

ry, sex, age, years in the position, and ways in which respondents

learned about the program. Specific items in a section about

adding v11ue to the university included ratings of effectiveness in

such areas as promoting aviolence-free workplace, educating

staff on depression and shess-related issues, and contributing to a

more effective workforce. A final area of the questionnaire pro-

vided space for comments.
Procedure. Surveys were mailed to all supervisors and man-

agers in the spring of the academic year, using their campus mail-

ing addresses. Each respondent received a cover letter from the

EAP director along with a copy of the survey and a pre~ddressed

envelope to return the completed survey to the Office of

Measurement Services. Respondents were hacked using preas-

signed identification numbers and were sent up to two mailings of

the survey and 1 reminder card. Participation was voluntary, but a

drawing for one of four $50 gift certificates from the university

bookstore was used as an incentive to increase participation.

Surveys were scanned, and descriptive statistics and relation-

al statistics were used to analyze results. Comments were later

summarized and analyzed by content area. Comments from per-

sons who did not respond to the rating portion of the survey also

were summarized.

Results

A tot11 of 1,419 surveys were returned, for a response rate of

64 percent. Two-thirds of the respondents were women, Ind 45

percent were between the ages of 41 and 50. Forty percent had

been in the same position for five yelrs or less, while 15 percent

had remained in the same position for more then 20 years. The

demographics of this sample were similar to the population of

employees as a whole and to those who used EAP services at the

University of Minnesota.

As shown in Table 1, two-thirds of the simple audience were

aware of services provided by the EAP. Of these, 70 percent knew

how to contact the EAP when necessary, but only 37 percent felt

comfortable explaining how to use an EAP to a new supervisor.

Over half of the sample said they would like more information

about the EAP, and 29 percent desired additional training on how

to use the program.

Fifty-eight percent of respondents knew of other supervisors

who had used the service for training/consultation or for counsel-
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Resolving Organizational Problems

Improving Employee Productivity

Improving Employee Morale

Contributing to a More Effective Workforce

Educating Staff on Depression
and Stress Issues

Promoting aViolence-Free Workplace,

59 60 61

Figure 1. Effectiveness of the EAP in a University Setting.

ing for themselves or their families. But only 29 percent had actu-
ally sought consultation from the EAP regarding an organization-
al problem within their department, and only 27 percent had
referred a specific employee to the EAP.

Of those who had used the services, 88 percent thought the
counselor responded in a timely fashion, 70 percent found the
consultation useful in solving the problem, and 68 percent
believed they received timely guidance on how to handle employees
when a person was referred. Of those who had made a referral, 85
percent said they would refer another employee to the EAP,
though only 43 percent thought the employee's situation had
improved significantly following EAP involvement.

Twenty-one percent of respondents had participated in an
EAP training or seminar session. Of these, three-fourths believed
the topic was important to their work as a supervisor, 65 percent
found that the training content improved the effectiveness of the
unit, and 76 percent said they would recommend these paining
sessions to others.

Variables from the Harlow study were used to demonstrate
the effectiveness of the EAP in a university setting. As in the
Harlow study, use and knowledge of the EAP correlated highly
with perceptions of effectiveness. Two-thirds of respondents
believed the EAP was effective in promoting aviolence-free
workplace, educating staff on depression and stress issues, con-
tributing to a more effective workforce, and resolving organiza-
tional problems. Sixty-two percent believed the EAP was
effective in improving employee morale, and 64 percent found the
EAP improved workers' productivity.

Eighty-three comments were analyzed by first reading all
responses and then coding and tallying the responses by content
area. More than 65 percent of respondents included positive ways
in which specific counselors provided services through workshops
or through individual counseling. As one manager said, ̀ BAP
counselors were very professional and always available to answer
my questions when a problem developed with an employee."

Some supervisors saw the program as a very necessary ser-

62 63 64 65 66 67 68 69

vice for the campus community, saying, "Even though I rarely use
it, it's nice to know the EAP is here." Still others expressed a
belief that the importance of the EAP will continue to grow with
time. Additional comments included the need for more advertis-
ing, along with questions concerning confidentiality and the types
of information managers could receive when employees were
referred.

Most persons who returned the surveys unanswered were
either new to their positions or had never had occasiomto use the
EAP. Negative experiences cited accounted for fewer than 2 per-
cent of the comments analyzed, indicating that they were the
exception rather than the rule.

Discussion

Data fi•om the study indicate that the majority of members
from the university community view the EAP as an invaluable
resource. This was evidenced not only by their assessments of and
comments about the services they used, but also by the rate at
which they returned the surveys. Even those who had never used
the EAP's services considered it a valuable resource. As one per-
son said, "I think the program is invaluable, even though I don't
know about all you have to offer. Any blanks or ̀ no opinions' are
a reflection of what I don't know:'

As indicated in the literature', those who had experience and
knowledge of the EAP rated the program higher than those who
had little or no experience or knowledge of its services. Greater
familiarity with the program was therefore associated with a
greater likelihood of referring employees to the EAP. Such find-
ings point to the need to use surveys not only to document the
effecCiveness of a center, but for purposes of letting others know
what an EAP can do and how persons are using it. In addition,
since supervisors often consult with their managerial peers when
deciding whether it is worth the time and effort required to inves-
tigate aprogram, word of mouth is one of the strongest methods
of spreading information about the EAP.
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In this case, the results of this survey helped the director suc-
cessfully argue for the expansion of progrlm staff in an effort to
increase the visibility of these services to university employees.
Fifty-four percent of the respondents desired more information,
demonstrating the need to provide more staff. The survey findings
also resulted in presentations to key persons on the Civil Service
Committee and the Academic Staff Advisory Committee. Such
presentations led to the use of date as an annual benchmark for
both quality of service and in the planning of future training ini-
tiatives to help supervisors use the program more comfortably.

Data were used to document the effectiveness of the program
in improving morale, resolving organizational problems, and
increasing productivity in the workplace. Findings from the writ-
ten report were sent to all supervisors and managers in an effort to
educate them about the program and increase the program's visi-
bility. Additional follow-up surveys are planned to seek informa-
tion about what kinds of other services are important to provide to
this population.

In the final analysis, fewer than half of the supervisors who
referred employees to the center observed significant improve-
ments in the behaviors of these employees. This is not surprising,
since employees differ greatly both in the severity of the problems
they bring to the workplace and in their reasons for seeking treat-
ment and motivation to change behaviors. This further suggests a
greater need for follow-up and referral of employees for addition-
al treatment, which frequently requires services beyond those

David Johnson is the current president of the International
Association of Employee Assistance Professionals in Education
(IAEAPE) and has directed the EAP at the University of
Minnesota since 1979. A major focus of his work is developing in-
class and online training modules on diversity awareness for
employees at the university.

available through an EAP.
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A Prospective Cost-Benefit Estimate of the
U. S . Postal Service EAP

DIANE STEPHENSON, PH.D., CEAP, AND
DAVID B. BINGAMAN, LCSW, CEAP

Abstract

EAT' suppoi~tei~s often cite anecdotal evidence for the positive impact of LAPS. A st~~dy of the United States Postal
Service CUSPS) SAP condcicted by J. Wrich &Associates for Federal Occ~l~ational ~Iealth (FOII) demonstrates the
value of the EAP from acost-benefit perspecCive. A iTiodel Por conciucCing this type of estimate is presented.

Introduction

Most human resources, benefits, and occupational health
manlgers continue to support employee assistance programs
(EAPs). They are convinced of the ef~cicy of these programs. If
necessary, they lobby with executive manlgement for the contin-
uation of EAPs. These managers often see firsthand the benefits
Ind advantages of the programs.

However, they continue to be given belt-tightening man-
dates. Financial managers are lsking for numbers and dollars,
rather than "convincing logic" or personal anecdote. Positive out-

comes must be measurable and demonstrable; the cost benefits of
EAPs must be quantifiable. And, while positive clinicll outcomes
and positive client satisfaction responses are fine, employers often
ask that they be supplemented with documentation showing a pos-
itive impact on employee productivity and workplace effective-
ness.

Over the past l.5 years, EAP professionals have conducted a
number of studies at various corporations and other employing
organizations that demonstrate support for EAPs from a cost per-
spective. For instance, Amaral and Cross demonstrated cost sav-
ings from supervisory referrals to the EAP within the Los Angeles

EMPLOYEE ASSISTANCE RESEARCH SUPPLEMENT • NOVEMBER/DECEMBER 1999.5



Department of Water and Power.' McDonnell Douglas

Corporation's well-known cost-benefit study cited high savings-

to-investment ratios for its EAP.Z Conti and Burton have been lble

to demonstrate the negative economic impact of depression in

employees through resources gained by maintaining an integrated

data warehouse at First Chicago NBD.' And Ken Collins' recent

report on the cost savings impact of the EAP at Chevron looked at

the cost benefits of avoided terminations and improved pioductiv-

ity.

The EAP staff at many companies and organizations, howev-

er, often do not have access to the resources needed to conduct cost-

ly and lengthy sCudies of these types. Alarge-scale study requires,

or is greatly enhanced by, an extensive, integrated health database

or data wlrehouse to link the personnel, health care, disability, and

absenteeism databases that exist, some of which will be within the

organization and some of which are outside it.s Longitudinal data

may be especially difficult to make lvailabie in a useful form with-

out gaps and missing data. Depending on the datablse and how it is

maintained, ensuring confidentiality and/or obtaining releases of

information may be an issue. Many EAP staff do not have the time

available to conduct extensive cost-benefit studies, nor do they have

the technical, statistical, financial, and reselrch expertise to conduct

full studies and analyses of these types.

Another significant deterrent for EAP staff against conduct-

ing cost-benefit studies is the cost of the study itself. Even with an

existing integrated database, developing the study design, com-

pleting the implementation, and conducting the appropriate analy-

ses and statistical tests would be far too costly for the budgets of

most EAPs.

Program Description

The U.S. Department of Health and Human Services'

Division of Federal Occupational Health (FOH) is the EAP ser-

vice provider for the U.S. Postal Service CUSPS). In 1998 FOH

engaged a consultant, J. Wrich &Associates (JWA), to estimate

the benefit-to-cost ratio (BCR) for the employee assistance pro-

gramprovided to USPS. FOH requested that the consultant devel-

op aprospective benefit-to-cost methodology to provide a

plausible index of the EAP's value. This was acost-efficient,

streamlined approach to gathering and presenting acost-benefit

ratio of the EAP.

The USPS, with nearly 900,000 employees, is the largest

single employer offering EAP services to its workers and their

dependents. The USPS offers and supports abroad-based EAP.

Client satisfaction survey results, outcomes data on productivity,'

qualitative reports, and managers' feedback are some of the ways

in which the value of the Postal Service's EAP has been docu-

mented throughout the past seven years.

The Process

Conducting aprospective-cost benefit analysis involves the

following steps":

Step 1: Gather EAP Utilization Data

From the employer's or the EAP's database, pull the total

number of first-time employee participants in the EAP for a

defined time period.

For the LISPS EAP, FOH maintlins an EAP Informa-

tion System (EAPIS). Statistical data are maintlined

in EAPIS on a wide range of bases: demographics,

identified problems, number of sessions, referral

sources, and many other elements useful for program

review and analysis. According to EAPIS dlta for the

12-month period ending March 31, 1998, first-time

employee plrticipants in the USPS EAP numbered

29,672. This comprised the population used for the

cost-benefit analysis.

Step 2: Determine Pre/Post-EAP Leave Usage

Develop a process or utilize your existing process for obtain-

ing the number of hours/days of unscheduled absences in the

month preceding the first EAP contact and in the month after the

conclusion of EAP involvement/counseling. Subtract the average

number of post-EAP hours/days from the average number of pre-

EAP hour/drys of unscheduled absence. Divide this by the num-

ber of employees identified in Step 1 to obtain the average

reduction in number of hours/days of unscheduled absence.

At their first appointment, USPS EAP clients self-report

the number of days of unscheduled absence they had in

the previous month. They report this same information

a month after the conclusion of EAP involvement. Both

numbers are recorded into the EAPIS database. For the

USPS, this yielded a favorable variance of 1.38 days per

month for the 29,672 EAP first-time employee partici-

pants. Unexpected absences in the USPS are generally,

though not 1lways, taken from the employee's sick

leave benefit.

Step 3: Project Leave Savings

a) Multiply the average number of hours slued (Step 2) by 12

months to obtain an estimate of improvement in work hours

achieved through a reduction in unexpected lbsences.over a year.

For the USPS, this resulted in a projected savings per

employee of 16.56 days of absence for 12 months (1.38

days x 12 months).

b) However, early improvement in unexpected absences, generai-

ly reported under the company's sick leave benefit, is not likely to

be sustained at the same rate for persons with chronic disorders or

persons with substance dependence disorders who have rellpses

as for those with non-chronic disorders. Therefore, instead of pro-

jecting the reduction in unexpected lbsence to continue 1t Che

same rate into fiiture months and years of employment, the report

took a conservative approach and reduced the benefit in days

saved by 50 percent.8~~~10

Using the 0.5 multiplier for the USPS resulted in 8.28

additional days worked per employee participant per

year (16.58 x 0.5).

Step 4: Factor in Puy Rates and Fringe Benefits

Obtain a cost equivalent of the additional number of produc-

tive days (days worked) per employee (Step 3b) by multiplying

the average hourly rate plus a blended fringe benefit rate by the

additional number of days worked. This will yield an avenge

annual cost savings per first-time employee participint in the

EAP.
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Year Annual Cumulative Cost of Net Benefit Cost of EAP Estimated
Benefit Benefit 1Yeatment (benefit Operation Benefit-to-

(discounted (discounted and Related less cost of (to produce Cost Ratio
for inflation) for inflation) Time Off treatment the benefit) (at end of

and related each year)
time otfl

1 $1,500,000 $1,500,000 $500,000 $1,000,000 $1,000,000 1.1

2 1,455,000 2,955,000 2,455,000 2.5:1

3 1,411,350 4,366,350 3,866,350 3.9.1

4 1,369,006 5,735,360 5,235,360 5.2.1

5 1,327,936 7,063,296 6,563,296 6.6:1

Table 1. Estimated Annual Benefit-to-Cost Ratio.

Step 5: Calculate Totczl Savings From Absences Averted

Multiply the number of first-time employee participants by the

average annual cost savings obtained in Step 4. This results in the

gross estimated annual cost benefit of the progrlm.

Step 6: Deterrreine Combined Cost of EAP Pczrticipation—

Puid Time Off nncl Cost of Treatment Progrnm

a) Costs of Paid Time Off for Behavioral Health Treatment

Obtained Outside the EAP

Subtract the costs or estimated costs of paid time off for

behavioral health heatmenC. Specific dollar cosCs may be readily

available in some organizations through their own databases or

from their health benefits vendor. If specific numbers are not

available, the following conservative estimates for days off work

for treatment stays/programs may be used: chemical dependency

inpatient care—eight days; mental health inpatient care—three

days; and outpatient programs—three days. Multiplying the num-

ber of participints in each h~eatment category times the estimated

number of workdays off for treatment times the daily salary plus

fringe benefit yields a total estimated cost of time off for EAP par-

ticipants to receive care.

EAPIS, the FOH database for the USPS, was set up to

store information on the modality of care utilized dur-

ing the counseling/treatment process. The largest num-

ber of employees, by far, were treated in the EAP. A

number of employees received treatment in chemical

dependency and mental health inpatient settings, inten-

sive outpatient programs, and other outside treatment

programs Ind settings. The number of employees

referred to treatment at each level of care was obtained

through EAPIS.

b) Costs of Treatment Covered by the Employee's Health Benefit
P11n

Multiply the number of employees receiving treatment at a

specific level of care (Step 6a) by the estimated number of days

of treatment at each level of care by the per diem market cost esti-

mate of the heatment at each level of care. If the actual costs of

such treltment are readily available in your organization, use

these figures; if not, reasonable estimates can be used, as cited

below in the USPS example. The costs of treatment (Steps 6a and

6b) are then subCracted from Che gross annual cost-benefit figure.

For the USPS, the EAPIS database indicated that 7,032

clients received care through the employee health bene-

fit plan. Rather than obtaining client-specific claims

data (a resource-intensive process), market cost esti-

mates were identified for each treatment level of care

(e.g., inpatient mental healCh—$600/day; inpatient
chemicll dependency—$450/day; outpatient care—

$65/session; psychiatrist—$150/session). These per

diem/per session costs were multiplied by the number

of clients referred to each level of care and by the esti-

mated average number of treatment days to obtain total

estimated costs of h~eatment.

Step 7: Subtract the Operating Costs of the EAP

Obtain the total operating budget of the EAP. Subtract this
number from the gross cost benefit of the program.

Step 8: Determine the Benefit-to-Cost Rntio

The number obtained in Step 7 yields the estimated cost ben-

efit of the program. The benefit-to-cost ratio is obtained by divid-

ing the net benefit (Step 6) by the cost of the EAP operation (Step 7).

Step 9: Estimate the Prospective Cumislntive Impact

Table 1 ~ ~ outlines abenefit-to-cost ratio process, including

how to determine the cumulltive impact over a period of five

years, for a sample program using sample data.

EMPLOYEE ASSISTANCE RESEARCH SUPPLEMENT •NOVEMBER/DECEMBER 1999. 7
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The column on the far left identifies the year going for-
ward into the program. The next column discounts the
annual benefit by 3 percent yearly to accommodate for
inflation. The cumulative dollar savings of reduced
absences over the years (third column) minus the one-
time estimated costs of time off for treatment and costs
of treatment received outside the EAP (fourth column)
yields the net benefit at each year ahead into the pro-
gram (fifth column). The total cost of operating the EAP
is subtracted from that benefit (sixth column) to yield
the result in the far-right column: an estimated, conser-
vative, prospective cost-benefit ratio.

Results

The final report on the USPS EAP provided a quantitative,
prospective cost-benefit estimate of one measure of the value of
the EAP—employee productivity—based on the number of hours
of unexpected absence from work before and after EAP use minus
the costs of treatment, the costs of time off for treatment atten-
dance, and the cost of the employee assistance program itself. The
prospective analysis of the USPS employee assistance program,
as administered by FOH, yielded an estimated benefit-to-cost
ratio of 1.27 to 1.0 for the first year, rising to 7.21 to 1.0 for the
fifth year. Therefore, for every dollar spent on the EAP, the
expected savings for the first year would be $1.27. By the fifth
year, $7.21 would be saved for every dollar expended.

The consultant has developed similar prospective benefit-to-
cost ratios for more than 20 other employers. Despite taking a
conservative approach, the consultant found that all 11 of the
employers studied over the past five years have shown significant
benefit-to-cost ratios, with the USPS ranking highest. The USPS
was able to achieve significant benefit-to-cost ratios through a
combination of factors: a good utilization rate, a significant reduc-
tion in the use of unplanned absences after using the program, rea-
sonable costs for outside treatment, and sound overall
administrative management of the EAP.

Conclusion

The methodology outlined here provides a proactive method
for EAP professionals to estimate the status of their programs
from abenefit-to-cost perspective. It yields a conservative esti-
mate of the cost benefits.

This methodology has several advantages. For example, a
prospective cost-benefit analysis model is cost-effective to imple-
ment, yet results in the ascription of dollar amounts to program
benefits. If the benefit-to-cost ratio is lower than anticipated, it
will allow the EAP professional to better identify the areas affect-
ing this (e.g., data collection or costs of EAP administrative oper-
ations) and to make program changes and quality improvements.

Many efforts to justify behavioral health care costs are too
narrowly focused to give a complete picture of the total effects of
the programs. Clinical outcomes measures alone indicate
improvement and recovery rates, but rarely reveal the cost of
achieving those outcomes. Managed behavioral health care orga-
nizations present specifics on annual costs and reductions in
annual costs of heatment, but often do not have the data available
to connect the costs with productivity, sick leave, or related indi-
cators such as accident rates.\

An advantage of the benefit-to-cost ratio addressed here is
that it covers several domains: productivity related to unplanned
leave usage, costs of treatment and time off for treatment, and
program administration costs. While the cost of performing the
lnalysis is minimal, the analysis provides the EAP professional
with financial and productivity data to help substlntiate the posi-
tive implct of the program on work productivity and on the effi-
cient operation of the company or organization.

David B. Bingaman, LCSW, CEAP, is the Federal Occupational
Health EAP Manager of the USPS EAP program. Diane
Stephenson, Ph.D., CEAP, is a clinical and workplcice consultant
with Federal Occupational Health and other behavioral health
care orgc~nizntions. J. Wrich &Associates is ci Chicago-based
health systems performance company that .specializes in the
design, development, nncl evaluation of behavioral health care
programs and employee assistance programs. For further infor-
mation, contact Jim Wrich at (312) 362-9500.
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