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The facts don’t lie. I have been researching and delivering professional trainings about the return on 
investment (ROI) for employee assistance programs for over 25 years – and there is a wealth of 
research that strongly supports the effectiveness of EAPs. See my review in 2019 on making the busi-

ness case for EAPs and workplace mental health. Despite the evidence, some employers, benefits consultants, 
and insurance brokers still question the value of EAPs. This article presents succinct and data-driven facts that 
answer critical questions about the business value of EAPs, and it offers an ROI case study. 

Q1. Which “quality of life benefit” is purchased the most by employers in the United States? 
A recent national survey by the Bureau of Labor Statistics (BLS) conducted in March of 2021 asked employers 
ZKLFK�EHQH¿WV�WKH\�SD\�IRU�DV�SDUW�RI�HPSOR\HH�RYHUDOO�FRPSHQVDWLRQ��6L[�W\SHV�RI�³TXDOLW\�RI�OLIH´�EHQH¿WV�ZHUH�
VSHFL¿HG�LQ�WKH�UHSRUW��$PRQJ�FLYLOLDQ�ZRUNHUV��ERWK�SULYDWH�VHFWRU�DQG�VWDWH�DQG�ORFDO�JRYHUQPHQW�HPSOR\HUV���
($3�WRSSHG�WKH�OLVW��EHLQJ�R൵HUHG�E\�����RI�DOO�HPSOR\HUV��(DFK�RI�WKH�RWKHU�¿YH�NLQGV�RI�EHQH¿WV�ZHUH�QRW�DV�
SRSXODU��ZHOOQHVV�SURJUDPV��R൵HUHG�E\�����RI�HPSOR\HUV���ÀH[LEOH�ZRUN�VFKHGXOHV��������FKLOG�FDUH��������VXE-
VLGL]HG�FRPPXWLQJ�������DQG�ÀH[LEOH�ZRUNSODFH�������2WKHU�surveys�RI�+5�OHDGHUV�DERXW�HPSOR\HH�EHQH¿WV�DOVR�
XVXDOO\�¿QG�WKDW�($3�LV�UDQNHG�QXPEHU�RQH�DPRQJ�YROXQWDU\�EHQH¿WV��

4���+RZ�PDQ\�HPSOR\HUV�LQ�WKH�8QLWHG�6WDWHV�SURYLGH�DQ�($3"�
7KH�VDPH�%/6�VXUYH\�DOVR�DVNHG�HPSOR\HUV�ZKLFK�EHQH¿WV�ZHUH�SDUW�RI�WKHLU�SDLG�HPSOR\HH�FRPSHQVDWLRQ��0\�
analysis of over 6.6 million employers reveals that over 3.2 million private sector employers purchased an EAP 
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last year. That is a lot RI�SUR¿W�VHHNLQJ�EXVLQHVV�H[HFXWLYHV�ZKR�LQYHVWHG�LQ�DQ�($3�IRU�WKHLU�ZRUNIRUFH��7KH�
report also indicates that over 182,000 public sector organizations purchased an EAP last year. That is a lot of 
leaders in government who decided it was in the best interest of the public to spend tax dollars on an EAP.

Q3. Does providing an EAP benefit vary by the size of the employer? 
%DVHG�RQ�WKH�VDPH�%/6�GDWD��WKH�UDWHV�RI�SULYDWH�VHFWRU�ZRUNHUV�ZLWK�DFFHVV�WR�($3�EHQH¿WV�YDULHG�GUDPDWLFDOO\�
by company size: 29% of companies with 1-49 workers have an EAP; 49% with 50-99 workers have and EAP; 
68% with 100-499 workers have and EAP; and 84% with 500 or more workers have an EAP. The same pattern 
exists for employees of state and local government organizations: 61% of public sector organizations with 1-49 
ZRUNHUV�KDYH�DQ�($3������ZLWK�������ZRUNHUV�KDYH�DQG�($3������ZLWK���������ZRUNHUV�KDYH�DQ�($3��DQG�
����ZLWK�����RU�PRUH�ZRUNHUV�KDYH�DQ�($3��7KHVH�WUHQGV�UHÀHFW�KRZ�ODUJHU�HPSOR\HUV�WHQG�WR�SD\�KLJKHU�ZDJHV�
DQG�KDYH�ULFKHU�HPSOR\HH�EHQH¿WV�WKDQ�GR�VPDOOHU�HPSOR\HUV��ZLWK�WKH�SXEOLF�VHFWRU�EHLQJ�KLJKHU�WKDQ�WKH�SULYDWH�
VHFWRU�LQ�ERWK�DUHDV��+RZHYHU��VPDOOHU�VL]H�HPSOR\HUV�DFFRXQW�IRU�RYHU�KDOI�RI�WKH�8�6��ZRUNIRUFH�DQG�WKH\�DUH�WKH�
fastest-growing market for EAPs (see JEA article by Carney & Knoepke). 

4���+RZ�PDQ\�ZRUNHUV�KDYH�DFFHVV�WR�DQ�($3"�
Based on the BLS data, roughly 58.4 million private sector employees had access to an EAP (based on 51% of 
114.5 million total workers represented in their study). Another 14.6 million workers at the state or municipal lev-
HOV�RI�JRYHUQPHQW�KDG�DQ�($3��EDVHG�RQ�����RI������PLOOLRQ�WRWDO�ZRUNHUV���$OVR��DOO�����PLOOLRQ�ZRUNHUV�DW�WKH�
IHGHUDO�OHYHO�RI�JRYHUQPHQW�KDYH�DFFHVV�WR�DQ�($3�WKDW�LV�SDUW�RI�WKH�ODUJHU�)HGHUDO�2FFXSDWLRQDO�+HDOWK�SURJUDP��
When combined, about �����PLOOLRQ�8�6��ZRUNHUV�KDG�DQ�($3�EHQH¿W�LQ�\HDU�������7KLV�DGGV�XS�WR�D�VLJQL¿FDQW�
number of workers who have access to EAP services. 

4���+RZ�PXFK�GRHV�DQ�($3�FRVW"�
$OWKRXJK�WKHUH�LV�QR�UHOLDEOH�SXEOLF�GDWD�VRXUFH�WR�DQVZHU�WKLV�TXHVWLRQ��,�FDQ�R൵HU�VRPH�estimates from my 
consulting experience. In general, as in most industries, the larger the size of the employer, the lower the price of 
the EAP. On average, using the recent 2021 BLS data on the percentage of micro, small, medium, and large sized 
employers that have an EAP, with corresponding per employee per year (PEPY) pricing of $30, $25, $20, and 
$15, respectively, I estimate the purchase cost in the U.S. for the average private sector employer to be $22 per 
employee per year (PEPY).

4���+RZ�PXFK�LV�$PHULFD�VSHQGLQJ�RQ�($3V"�
$JDLQ��WKHUH�LV�QR�FUHGLEOH�QDWLRQDO�VRXUFH�WR�DQVZHU�WKLV�TXHVWLRQ��%XW�LI�ZH�PXOWLSO\�WKH������PLOOLRQ�HPSOR\HHV�
HVWLPDWHG�WR�KDYH�DQ�($3�EHQH¿W�E\�P\�HVWLPDWH�RI�D�����3(3<�FRVW�RI�WKH�EHQH¿W��WKH�UHVXOW�LV�$1.63 billion dol-
lars. 

Q7. What is the hourly cost per employee to provide an EAP over a year? 
A full-time employee typically has a schedule of 40 hours of work expected per week. Over all 52 weeks in a 
\HDU��WKLV�EHFRPHV������WRWDO�EHQH¿W�UHODWHG�ZRUN�KRXUV��7KH�����3(3<�FRVW�ZKHQ�GLYLGHG�LQWR�WKH������KRXUV�RI�
compensated work time for the year is just one cent per hour. 

4���+RZ�PXFK�LV�WKH�($3�FRVW�DV�D�SHUFHQWDJH�RI�WKH�WRWDO�HPSOR\HH�EHQHILWV�FRVW"�
According to the most recent Bureau of Labor Statistics’ national survey of employers in September 2021, the 
DYHUDJH�SULYDWH�VHFWRU�HPSOR\HU�SDLG��������LQ�KRXUO\�ZDJHV�DQG�DQRWKHU��������SHU�KRXU�IRU�HPSOR\HH�EHQH¿WV��
7KHVH�EHQH¿WV�LQFOXGH�¿QDQFLDO�FRQWULEXWLRQV�WR�HPSOR\HH�UHWLUHPHQW�DQG�VDYLQJV��KHDOWK�LQVXUDQFH��SDLG�OHDYH��
DQG�PDQ\�RWKHU�YROXQWDU\�EHQH¿WV�±�VXFK�DV�($3��2YHU�D�IXOO�\HDU��WKH�W\SLFDO�FRVW�RI�EHQH¿WV�DGGV�XS�WR���������
SHU�HPSOR\HH��2I�WKLV�VXP��WKH�����DQQXDO�FRVW�RI�WKH�($3�EHQH¿W�SHU�HPSOR\HH�LV�RQO\�DERXW�one percent of the 
WRWDO�EHQH¿W�FRVW�
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4���+RZ�PDQ\�ZRUNHUV�XVH�WKH�($3�IRU�FRXQVHOLQJ"�
+RZ�($3V�UHSRUW�WKHLU�OHYHO�RI�SURJUDP�XVH�LV�QRW�VWDQGDUGL]HG�DQG�FDQ�EH�GRQH�LQ�GL൵HUHQW�ZD\V. The clinical 
case rate is one of the most important metrics. The rate measures how many people during the year used the EAP 
IRU�FRXQVHOLQJ�SHU�HYHU\�����HPSOR\HHV�FRYHUHG�E\�WKH�($3�EHQH¿W��,Q�WKH�SDVW��WKLV�UDWH�XVXDOO\�ZDV�DERXW����
or 5 counseling cases per 100 employees for external vendors of EAPs. Two new large national surveys – one that 
I did of 95 EAPs and the other by the ,QWHUQDWLRQDO�)HGHUDWLRQ�RI�(PSOR\HH�%HQH¿W�3ODQV�RI�����8�6��HPSOR\HUV�
±�ERWK�LQGLFDWH�WKLV�DYHUDJH�UDWH�LQ�WKH�8�6��KDV�LQFUHDVHG�UHFHQWO\�WR������LQ�\HDU������DQG�QRZ�WR������GXULQJ�
the pandemic��+RZHYHU��WKH�FOLQLFDO�FDVH�XVH�UDWH�IRU�D�VSHFL¿F�HPSOR\HU�FDQ�YDU\�VXEVWDQWLDOO\�IURP�WKH�DYHU-
age, with some being much lower (especially for employers who have a “free EAPs” that have extremely low use 
ZKLOH�WKHLU�FRVW�LV�KLGGHQ�LQVLGH�RWKHU�LQVXUDQFH�EHQH¿WV��ZKLOH�RWKHU�HPSOR\HUV�ZKR�LQWHJUDWH�WKHLU�($3�LQWR�WKH�
organization enjoy higher use in the 10-20% range.

4����+RZ�PXFK�($3�XWLOL]DWLRQ�LV�QHHGHG�IRU�D�EUHDN�HYHQ�52,"�
:KHQ�WKH�¿QDQFLDO�UHWXUQ�IRU�WKH�SURJUDP�LV�HTXDO�WR�WKH�FRVW�RI�WKH�LQYHVWPHQW�LQ�WKH�SURJUDP�±����LQ�UHWXUQ�IRU�
HYHU\����LQYHVWHG�±�LW�LV�FRQVLGHUHG�D�FRVW�QHXWUDO�RU�EUHDN�HYHQ�W\SH�RI�EXVLQHVV�LQYHVWPHQW��+RZ�PDQ\�HPSOR\-
ees need to use the EAP to get enough workplace-related cost savings from program outcomes to produce a $1:1 
ROI? The answer to this question from research using EAP industry average results for the Workplace Outcome 
Suite© (WOS) is just one employee. See the 2020 LifeWorks white paper Part 1 for details and examples of ROI 
for small, medium, and large size employers in the U.S. 

ROI for EAP: Simple Case Study Example
In the soon to be released 2021 WOS Annual Report by LifeWorks, I analyzed longitudinal data from over 28,000 
($3�FDVHV�LQ�WKH�8�6��DFURVV�PDQ\�GL൵HUHQW�($3V�WR�HVWLPDWH�UHGXFWLRQV�LQ�WKH�KRXUV�RI�ZRUN�DEVHQFH�DQG�WKH�
hours of unproductive time while working (called presenteeism). In the month just prior to using the counseling, 
WKH�DYHUDJH�HPSOR\HH�FOLHQW�UHSRUWHG�PLVVLQJ�DOPRVW���KRXUV�RI�ZRUN�DQG�KDG����KRXUV�RI�ORVW�SURGXFWLYH�WLPH�

After counseling, at the longitudinal follow-up, the average employee client reported missing less than 4 hours 
RI�ZRUN�DQG�KDG�ORZHUHG�WKHLU�ORVW�SURGXFWLYH�WLPH�WR����KRXUV�SHU�PRQWK��7KLV�GL൵HUHQFH�IURP�3UH�WR�3RVW��DIWHU�
some conservative adjustments, was used to determine that an employee in similar degree of personal distress 
who did not use the EAP would have lost 48 hours of productive time over a three-month acute episode. 

7KH�QDWLRQDO�DYHUDJH�LQ�KRXUO\�FRPSHQVDWLRQ�LQ�WKH�%/6�6HSWHPEHU������UHSRUW�ZDV���������ZDJHV���EHQH¿WV��IRU�
private sector employees. Based on best practices in applied economics, compensation was multiplied by 1.3 to more 
UHDOLVWLFDOO\�UHSUHVHQW�WKH�LQÀXHQFH�WKDW�D�KHDOWK\�HPSOR\HH�H[HUWV�RQ�WKH�VKDUHG�SURGXFWLYLW\�RI�FRZRUNHUV�DQG�RQ�
overall work production. Thus, the business value per hour of productive work was $48.41. Using these inputs, the 
estimated cost savings was $2,324 for each EAP counseling case. Note that this result excludes additional savings in 
health care treatment costs and other outcome areas associated with a more comprehensive ROI model.

For a case study company with 100 employees who pays the typical $22 per employee per year price for the entire 
EAP service, it is a $2,200 total annual investment. In this example, it takes just one employee counseling case to 
cover the investment with the $2,324 in workplace productivity-related cost savings.
+RZHYHU��FRQVLGHU�WKDW�LI�WKLV�FRPSDQ\�KDG�D����XVH�UDWH�RI�WKH�($3��WKHLU�52,�LQFUHDVHV�WR������DQG�LI�LW�KDG�WKH�
pandemic-level use rate of almost 10% of employees who used the counseling, their total ROI would be $10:1. 

As an EA professional can plainly see, statistics don’t lie. EAPs provide a SOLID return on investment for busi-
nesses and other organizations!

Dr. Mark Attridge is an independent research scholar as President of Attridge Consulting, Inc., based in Minne-
apolis. He can be reached at mark@attridgeconsulting.com.

http://hdl.handle.net/10713/5137
http://hdl.handle.net/10713/3687
http://hdl.handle.net/10713/16887
https://www.ifebp.org/store/Pages/Mental-Health-Survey-2021.aspx
http://hdl.handle.net/10713/4129
http://hdl.handle.net/10713/13758
https://wellbeing.lifeworks.com/resources/wos/
https://doi.org/10.1002/hec.1266
http://hdl.handle.net/10713/3905
mailto:mark@attridgeconsulting.com


2nd Quarter 2022 | VOL. 52 NO. 2 The magazine of the Employee Assistance Professionals Association

PLUS:PLUS: ATIP: An  
Encouraging  

CIR Tool
Page 34

Mental Health 
Toolbox Growing 

For EAPs
Page 18

The Facts  
Don’t Lie

Page 26

The The 
Hidden Hidden 
Worker: Worker: 
Part IIPart II
Considering Diverse 
Employee Needs 
during COVID-19
|Page 12


