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THE EFFECTIVENESS OF SUPERVISOR TRAINING:
ONE YEAR FOLLOWUP
NEIL B. COLAN
ROB SCHNEIDER
Boston University

This study used an experimental design to compare three groups that
received supervisor training with a control group that received no training. A
total of 403 supervisors were randomly assigned to one of the four study
groups and tested immediately after training and one year following training.
Supervisors who received training showed increased knowledge of the EAP
(p<.001) at one-year followup as well as more consultations (p<.05) with
and referrals (p<.01) to the EAP compared to the control group. However,
only those supervisors who received previous training showed a significant
increase in their referrals to the EAP (p<,01). This study provides empirical
support for the efficacy of EAP training for supervisors. In addition, these
data suggest that supervisor training should be viewed as a "process" in
which multiple training sessions are necessary for supervisors to transfer
knowledge to on-the-job behavior.

services available at the EAP, the criteria
used to evaluate job performance and the
steps of supervisor intervention. Over
90% of EAPs surveyed use EAP staff to
conduct supervisor training even though
this often places time and financial
constraints on the EAP. Typically, training methods consist of a stand-up presentation, aquestion and answer period and
often the use of a film or video. Finally,
most EAP directors believe that training
is effective in achieving a variety of goals
including increasing supervisors' knowledge of the EAP, improving attitudes
toward troubled employees, increasing
supervisors' ability to identify troubled
employees and increasing EAP utilization
rates.
Several other studies have explored

INTRODUCTION
For more than twenty years Employee
Assistance Programs (EAPs) have developed and implemented supervisor training programs in the workplace to the
extent that supervisor training has become recognized as a "Supporting Technology" for EAPs (Roman &Blum, 1988).
A recent report on a national survey of 94
EAP directors (Schneider, Colan & Googins,1990) found that supervisor training

has become quite standardized across
most EAPs. The overall goal of virtually
every training program is to teach supervisors how to identify troubled employees and refer them to the EAP. In
particular, most training is designed to
instruct supervisors on the definition of a
troubled employee, company policies,
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supervisor training practices and supervisor attitudes towards troubled employees
(Gerstein, Eichenhofer, Bayer, Valutis &
Jankowski, 1989; Googins and Kurtz,
1981; Trice & Belasco, 1968). However,
only one study his looked at the effectiveness of supervisor training using an
experimental design (Trice & Belasco,
1968). Unfortunately, this study focused
exclusively on attitudes about and projected behavioral predispositions towards
hypothetical alcoholic employees and did
not include supervisors' on-the-job behavior as an outcome measure. Therefore,
there is virtually no empirical data to
support and guide EAPs when training
supervisors. This lack of knowledge is not
confined to EAP training. Several reviews
ofthe training evaluation literature.(Campbell, 1971; Campbell, Dunnette, Lawler &
Weick, 1970; Goldstein, 1980; Wexley,
1984) have concluded that few well
designed training evaluations have been
conducted. One cumulative study (Burke,
&Day,1986) applied meta-analytic procedures to the results of 70 managerial
studies. Overall, different methods of
managerial training were found to be
moderately effective in improving learning and job performance. However, the
authors concluded that the relationship
between managerial training and the
acquisition of managerial skills is still
unclear. Given the considerable resource
constraints which many companies and
EAPs now face as well as demands on
EAPs to provide additional kinds of
training, studies which address the efficacy of training are clearly warranted.
This article ,will present data which
were collected during the second phase of
a study, funded by the National Institute
of Drug Abuse, to examine the effeetiveness of EAP training for supervisors.
Results for this paper are based on
information collected from first-level supervisors immediately after receiving
training and one year following this
training. A control group. which did not

receive training is used as a comparison
group using measures of knowledge,
attitudes and behaviors as outcome variables.
This study also explores the question of
whether it is necessary for EAP staff to
conduct EAP supervisor training. While
there are no current empirical data on this
subject, many EAP directors feel that their
own staff can best reflect the company's
culture and better develop the personal
connections necessary for successful referrals. However, it may also be that use
of outside trainers provides EAP directors
with greater flexibility regarding their use
of staff. time and function. These and
other- issues:regarding the use of outside
trainers to conduct EAP training have
bean discussed elsewhere (Schneider et
al., 1990). The present study addresses
this question by comparing in-house EAP
trainers with external, contracted trainers
while both groups employed a standardized training program.
Finally, this study examines the use- of
an alternative training program and format. While most EAP training programs
for supervisors have incorporated a standard curriculum and format, no empirical
data has yet been collected to test the
efficacy of such an approach. Moreover,
as demands for EAP training steadily
spread to cover other areas, such as drug
testing, AIDS and wellness (Googins,
Schneider & Colan, 1991), more economical training strategies may be necessary.
To begin exploring this question, a final
group of supervisors was trained using a
30-minute video training format. This
format did not require any EAP staff time
for
and, therefore, offered the potential.
increased cost- effectiveness.

METHODS
Sample
A total of 403 supervisors from 71
volunworksites within a single company
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teered to participate in the study.The company used as a study site is a large, multisite utility company located throughouX
the Northeast region. Supervisors were
divided into strata based on geographic
location (Metropolitan Boston, northern
suburbs, western suburbs, southern 'suburbs), job types of supervisees (phone,
service, office, technical) and size of
worksite (less than 200 employees,
greater than or equal to 200 employees). A
stratified sampling procedure was then
used to create the three experimental
groups and the control group. This initial
group was comprised of 117 supervisors
from the in-house trainer group, 114
supervisors from the external trainer
group, 112 supervisors from the video
training group and 60 supervisors from
the control group. A total of 234 supervi=
sors completed the followup questionnaire one year later. This constitutes a
successful followup rate of 58°/o. Of this
final sample, 61 supervisors were from
the in-house trainer group, 66 supervisors
from the external trainer group, 57 from
the video training group and 50 from the
control group. The total sample was 50%
male with an average length of employment of 19.5 years. The average number
of years in a supervisory position was 9.2
and the average number of supervisees
was 12.9. Of the total sample, 61% had
previous training in managing .troubled
employees and 51%had previous experience with the EAP.
Data Collection and Instruments
Data were collected from supervisors in
all three experimental groups
immediately after training and one year
following
training. Questionnaires consisted of demographicinformation,employment data,
training history, ratings of the training and
trainer, the Employee Assistance Know1edge and Attitudes Survey and the Behavioral Index of Troubled Employees
(BITE)
~$ayer &Gerstein, 1988). The initial ques-
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tionnaire was administered and collected
by a research assistant after the
trainer had
left the room. Approximately one
year after training supervisors were
mailed a followup questionnaire and a stamped,
selfaddressed envelope for return mailing. If
subjects did not return their surveys within
two weeks,a reminder letter was sent.
Subjects were also contacted by.phone and
urged to complete the questionnaire. Similar data were collected by mail for the
control group within the same time frame
as the experimental groups.
The Employee Assistance Knowledge
and Attitudes Survey is a 10-item questionnaire that produces two factors:
Knowledge of the EAP and Attitudes
Toward Managing Troubled Employees.
This survey was developed specifically
for.use in this study. The method used to
develop the Employee Assistance Knowledge and Attitudes Survey is described in
detail elsewhere (Schneider & Colan, in
press) and was based on Dawis' (1987)
recommendations for scale construction.
Figure 1 displays the instructions, survey
items and scoring instructions for the
Employee Assistance Knowledge and Attitudes Survey.
The Behavioral Index of Troubled Employees is a 23-item survey that measures
a supervisor's ability to identify behaviors
displayed by troubled employees. The
four behavioral patterns it focuses on are
the following: Industriousness, Resistance, Acrimoniousness and Disaffection.
Factor analyses of the 23 BITE items
using data from the present study produced virtually identical results with the
original factor analyses for the Industriousness factor as reported by Gerstein et
al. (1989). Though these analyses also
produced a four factor solution, the other
three factors originally reported by Gerstein et al. (Resistance, Acrimoniousness
and Disaffection) were not reproduced.
These results suggest that additional
research must be conducted on these
factors before their validity can be estab-
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during asix-month time period. Two of
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authors)•
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Description of the Trainings
Once the groups were formulated~ed
conduct
total of 36 trainings were

the experimental training groups utilized
a similar curriculum and format. The
training consisted of a two-hour stand-up
presentation and discussion. The training
curriculum, based on the results of a
national survey conducted in the first
phase of the study, had five components.
In the introduction, the overall goals of
the training program were outlined, a
definition of a troubled employee was
given, and reasons for an EAP were
outlined. Then, the purpose of the EAP
was discussed as well as the services
available, company policies, eligibility,
routes of referral, and rules regarding
confidentiality. The third component of
the training focused on the role of the
supervisor. Specifically, this section detailed responsibilities of the supervisor,
the impact which troubled employees
have on co-workers and the goals of
intervention. In the fourth section, ways
to identify troubled employees, document
job performance difficulties, engage the
employee, monitor troubled employees
and refer them to the EAP were outlined.
Finally, a case example was presented
and participants discussed how they
would handle an employee in job trouble.
The only difference between the first
two experimental groups was the type of
trainers. In the first group, both trainers (a
man and a woman) were staff members in
the company EAP; and in the second
group the two trainers (also a man and a
Woman) were not EAP staff members. All
trainers were selected for their similarity
in training
experience and skill level.
None of the trainers had been formally
trained in training techniques prior to the
study, The goal here
was to make the
study as relevant
as possible to the
average" EAp practitioner by using
trainers who were neither experts
nor
novices. All trainers received
a standardized,
g_Session preparation course conducted by a
rofessional trainer. This
course consistd of
learning presentation

g~

skills, the use of handouts and charts and
the standard training discussed above.
Each trainer also conducted a mock
training session and received feedback
from the training coordinator.
The third experimental group utilized a
different format and focus. For this group,
a 30-minute traininb session was conducted during which an 18-minute video
was shown and information on the EAP
was distributed by a research assistant.
No attempt was made to discuss the video
or answer questions about the EAP.
Instead, supervisors were instructed to
call the EAP directly if they had any
questions. The video was constructed
primarily for use in the study. Like the
curriculum employed by the trainers in
the stand-up presentations, the focus of
the video emphasized information on the
EAP, the role of the supervisor and a job
performance model of problem identification. It differed, however, in one major
area. Instead of training participants in
the steps of constructive confrontation,
the video emphasized a "supervisor consultation" approach in which supervisors
were instructed to call and consult the
EAP whenever they had concerns about
an employee.
RESULTS
Table 1 displays the group comparisons
on all independent variables included in
the analyses. There were no group differences on the following variables: previous
training in managing troubled employees,
length of supervisory experience, and
number of supervisees. There were significant differences among the groups on
sex, length of employment and previous
experience with the EAP. Specifically,
the external trainer group had a higher
percentage of female supervisors (p<
.001) and the video training group had
less previous experience with the EAP
(p<.01). The control group also had a
higher average length of employment
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Table 1
on Independent Variables
Comparisons
Group
~2
~
In-house(n=61)
External(n =6b)
Video(n=5~
Control(n=SD)
Previous training

In-house
External
Video
Control
',J

5

~

Male(0)

Female(1)

51%
~%
67%0
~%

49°I°
71%
33%
~%

yes(0)

No(1)

67%
65%
53%0
~%

33%
35%
47%
~%

Previous F.AP experience

In-house
Extem2~1
Video
Control
Years employed at company
In-house
External
Video
Control

Yes(0)

No(1)

51%
$6%
33%
~%

49%
44%
67%

sd

19.0
17.6
18.8
23.3

~•4
7.9
8.1
7.1

In-house
External
Video
Control
Number of supervisees

In-house
~e~~
Video
Control

9.8
9.1
7.4
10.6

ns

3.7

Attrition

12.3

p <.Ol

F

~

~%

Mean

Years e~cperience as a superv►sor
Mean

p<.001

18.9

5.7

p <.001

sd
6.6
7.3
6.2
~•~

than the other groups (P<,001) though
this difference may not be particularly
meaningful. That is, all four groups
averaged between 17 and 23 years of
employment in the company, so clearly
this was a sample of supervisors with
substantial workplace experience. While
the other group differences may be more
substantive, overall the four groups of
supervisors appeared quite similar in
most respects. Nevertheless, regression
analyses included all the independent
variables in order to control for group
differences which might have had an
impact on any of the dependent measures.

2.2

ns

A total of 169 supervisors (42%)failed
to complete the 1-year followup questionnaire. Fifty-seven subjects were lost to
followup in the in-house trainer group
(48%), 48 from the external trainer group
(42%), 56 from the video training group
(50%) and 10 from the control group
(17%). There were no significant differences between the dropouts and those
supervisors who completed followup on
the following variables: previous training,
previous experience with the EAP, length
of employment, length of supervisory
experience, number of supervisees,
knowledge of the EAP, attitudes toward
managing troubled employees and ability
to identify troubled employees. There
was a significant difference in sex between the dropouts and those who completed the followup. Thirty-two percent
of the men in the study dropped out
compared to 57% of the women (p<.05).

Outcome Measures
Mean

sd

13.3
~,6
11.4
2.9

11.5
13.4
5.0
11.8

.44

ns

The primary analyses in this phase of
the study focused on the impact of
training versus no training on supervisors'; knowledge of the EAP, attitudes
toward managing troubled employees,

gg

ability to identify troubled employees,
number of troubled supervisees identified, consultations with the EAP and
referrals to the EAP. Stepwise multiple
regression analyses were utilized to measure the impact of the study groups after
controlling for the potentially confounding effects of the independent variables.
The independent measures included sex,
length of employment(Yrsemp), length of
supervisory experience (Yrssup), previous training on the management of troubled employees (Yesprev), and previous
experience either consulting with or
referring to the EAP (EAPprev). The
number of supervisees for each supervisor(#sups) was forced into the regression
analyses for those outcome measures
which needed adjustment for the number
of supervisees, namely, number of troubled supervisees identified, number of
consultations with the EAP and number
of referrals to the EAP.
Table 2 displays the standardized beta
coefficients from these regression analyses for each of the outcome measures. The
group of trained supervisors demonstrated significantly higher scores than
those supervisors without training on the
following measures: knowledge of the
EAP (p<.001), number of troubled supervisees identified (p<,05), number of consultations with the EAP (p<.05) and

referrals to the EAP (p<,01). There were
no statistically significant differences between the groups on attitudes toward
managing troubled employees and ability
to identify troubled employees.
Table 3 displays the analyses which
compared the three different kinds of
supervisor training (i.e., in-house EAP
trainers, external contracted trainers, 30minute video training) with no training.
Those supervisors who were trained by
in-house EAP counselors scored significantly higher than the control group on
one outcome measure: knowledge of the
EAP (p =.01). However, differences between the in-house and control groups
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Table 4
Pearson Correlation Coefficients for Independent

Table 2
(n =184) vs Control Group (n= 50)
Supervisors
Trained
Regression Analyses for
T

Outcome Measures
Knowledge of the EAP
Attitudes toward
managing troubled
em to ees
Ability to identify
troubled em to ees
Number of troubled
su eroisees identified
Number of consultations
with the EAP
Number of referrals to
the EAP

r2
.1 5
.01

Sex
.04
.04

Beta Coefficients (standaraizeo~
Yrsemp Yrssup Yesprev EAPprev #sups
- . 1 9"` -.07
-.07
-.01

,12+
.03

.21 ""
.03

.04
.09

Trained
rou
.2 1"'
•07

Sex

Yrsemp

.06

-.03 .09

.10

.04

-.21'" •17"

-.09

-.07

-.04

.05

.06

.02

.22'"' .1 8"

.13`
.1 1 "

.OS

,12+

-.07

-.1 2

-.02

.21" .06

.15

.09

-.07

-.02

.01

.21 "' .22"" .1 6"'

Yrssup

#sups

Yesprev
approached significance on two other
measures: number of troubled supervisees identified (p <.10) and number of
referrals to the EAP (p <,10). The group
that was trained by external contracted

trainers showed significantly better results than the control group on: knowledge of the EAP (p <.01), number of
troubled supervisees identified (p =.05),
number of consultations with the EAP

Table 3
Control
Regression analysis for Supervisor Training Groups vs

Outcome
Measures

r2

Sex

Knowledge of .15 .04
the EAP
.01 .02
Attitudes
toward
managing
troubled
em to ees
.07 -.01
Ability to
identify
troubled
em to ees
.11 .06
Number of
troubled

Yrsemp

Yrssup

n =61
-.19`" -.07

Group

Egroup I
n =66

gro p
n =57
22~~

,1P+

.21 "'

.04

,19'"

,25 «`

.04

.05

.10

.04

.04

.13

.07

.02

.10

.13'

.20'

•2~~'

•12+

-.01

-.07

.OS

-.20"' .17"

-.09

-.07

.02

,23"` ,1 g"

-.06

-.11

-.02

.21"

.06

-.07

-.01

•~0

•22~"

+
•22'~~ •12

supervisees
identified
.10 .10
Number of
consults with
the EAP
.15 .10
Number of
referrals to
the EAP

Beta coemciems ~s~d~~ud~U~~CU~
Yesprev EAPprev #sups ~ g~oUp

-.03

.04

11+

.03

1 8•
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,22"'
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Variables

Sex

Yrsemp

Yrssup

#sups

Yesprev

Eapprev

1.0

-.153
p=.01

_,p62
p=.17

.159
p=.01

.011
p=.44

.145
p=.01

l,p

5~
p=.00

.023
p=.37

.018
p=.39

.025
p=.35

1.0

.158
p=.01

.232
p=.00

.264
p=.00

1.0

.025
p=.35

.207
p=.00

1.0

.213
p=.00

Eapprev
1.0
(p =.01), and referrals to the EAP (p =
Subgroup analyses were also con.01). Finally, those supervisors who were
ducted on supervisors who had received
trained with the 30-minute stand-alone
previous training on managing troubled
video scored significantly higher than the
employees. For those supervisors with
control group on: knowledge of the EAP
previous training, the additional training
(p <.01), number of troubled
supervisees
received in this study was associated
identified (p <.01) and referrals to the
with significantly higher knowledge of
EAP (p <.01). Differences between the
the EAP (p = ,05), consultations with the
group trained via video and the control
EAP (p =.01) and referrals to the EAP
group approached significance on atti(p <.01). For those supervisors whose
tudes toward the EAP (p <.10) and contraining in this study was their first
sultations with the EAP (p <.10).
training (i.e., no training previous to this
When the three experimental groups
study), training significantly increased
were compared to each other there
were
their
knowledge of the EAP (p <.01) but
no differences in knowledge
of the EAP,
did not result in more consultations or
attitudes toward managing troubled emreferrals than in the control group. The
ployees, and ability to identify troubled
control group used in the above compariemployees. However, the video group
sons consisted of supervisors who had
reported significantly more troubled emreceived previous EAP training but no
ployees (p~.05) and more referrals to
the
training during the present study.
EAP ~p <.05) than the in-house group.
Also, the external trainer
group reported
Supervisor Evaluations of Training Sessions
significantly more consultations with the
EAp (p <,05) than the in-house group.
Those supervisors who received trainThere were no
differences on any of the
ing
were also asked to rate the quality of
outcome variables
between the external
their
training. Twenty-five percent of the
trainer group and the video
group.
in-house group and 29% of the external
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trainer group rated the training "excellent" compared to only 9% of the video
group. This difference was statistically
significant' (p <.001). However, at the
one-year followup there were no group
differences when supervisors were asked
how helpful the training was in terms of
managing troubled employees. There
were also no group differences when
supervisors were asked at followup how
much of their training they remembered.
DISCUSSION

~

The first major finding of the present
study is that supervisor training "works."
That is, supervisor training can result in
increased knowledge of the EAP and
higher consultations with and referrals to
the EAP —even at 1 year followup. Moreover, the impact of supervisor training is
not only statistically significant when
compared to a control group, but it is also
substantively important. For instance,
those supervisors who were trained in
this study referred 46% more employees
to the EAP than untrained supervisors—
even after adjusting for confounding
variables. While these results may not be
particularly surprising to many EAP providers, they do constitute unique empirical data supporting the efficacy of supervisor training. Given the increasingly
austere financial atmosphere in corporations, data of these sort can be invaluable
when justifying the cost-effectiveness of
supervisor training programs.
Results from the present study also
challenge the common belief that inhouse EAP staff are uniquely qualified to
train supervisors on managing troubled
employees. While the in-house group
showed greater attitudinal change immediately after training compared to the
other experimental groups (Schneider
and Colan, forthcoming), these changes
did not hold up at the one-year followup.
In fact, the difference in EAP referrals
between the in-house group and control

group was marginally significant while
the same comparisons for the external
trainer and video groups were significant.
There were also a few differences among
the experimental group in the outcome
variables. In particular, the video group
reported significantly more troubled employees and more referrals to the EAP
than the in-house group and the external
group had more consultations with the
EAP than the in-house group. These data
clearly suggest that EAP supervisor training can be conducted by different types of
trainers employing a variety of formats
and methods without sacrificing effectiveness. Moreover, there is some evidence that alternative formats may be
superior in some cases.
Unfortunately, the intriguing results
using the video training are difficult to
interpret. The purpose of including the
video training in the study design was to
explore a truly innovative alternative to
the standard supervisor training session.
Therefore, not only was this training
unique in its use of video but it was also
shorter and used a different curriculum
than the other two experimental groups.
It is interesting to note that while supervisors in the video group rated their
training significantly lower than the other
two experimental groups, this was not
reflected in their behavioral measures at
one-year followup. In sum, we can only
speculate about the key variables which
most
explain these results. While the
unique
the
likely factor is one or more of
mentioned
aspects of the video training
the
simply
above, it may have been
experience
novelty of the video training
superviwhich made an impact on the
sors.
proOverall, the results of this study
greater
vide an empirical foundation for
supervisor
flexibility in the provision of
each
training. This flexibility can allow
providprogram to choose the method of meets
ing supervisor training which best may
EAPs
its needs. For example, some

THE EFFECTIVENESS OF SUPERVISOR
be able to choose a more economical—
and possibly more effective— method to
train supervisors, such as the video
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At.the very least, this requires that
EAPs
re-design their training programs to
incorporate multiple sessions spanning
significant time periods. Viewing training as
a
process also suggests that training sessions should vary in content, and perhaps
methods, depending on their place in this
process. This would necessitate a more
fluid training program which would be
able to meet the individual needs of
supervisors as they evolve over time: The
notion of followup supervisor training
sessions is an important one which has
been discussed before from theoretical
and speculative standpoints (Marx, 1982;

training employed in this study. For other
EAPs where some employees or unions
negatively view the EAP as an "arm of
management," external trainers may be
able to provide a more objective and
acceptable presentation of EAP services.
Of course, those EAP staff who have
special interests or skills in training
should continue in their roles as trainers
assuming this suits the needs of their
particular program. Also, EAP staff may
be the preferred providers of supervisor
training in those organizations where the
Schneider et al., 1990). The present study
culture is especially suspicious of "outprovides the beginnings of an empirical
siders," or where knowledge of a specific
foundation for these theories which
worksite culture is absolutely necessary.
should be explored with additional reFinally, as described in a previous paper
search.
(Schneider et al., 1990), corporate training departments may be well suited to
Limitations
provide cost- effective, quality EAP training in an objective manner while retainThis study does have limitations that
ing the advantage of being "insiders."
should be kept in mind when interpreting
The use of corporate trainers might also
the results. While the combined followup
further the integration of the EAP into the
rate at one year was 58%, the followup
corporation by increasing visibility and
rate for the experimental group (54%)
knowledge of the EAP (Googins et al.,
was substantially lower than the rate for
1991).
the control group (83%). Unfortunately,
Another finding of this study with
the available data do not provide an
important implications is that supervisor
explanation for this differential other
training should be viewed as a process
than chance. In addition, not all of the
and not as a single event. Only the group
eligible supervisors at the study site
of supervisors who had
received EAP
participated in the study. Though all
training prior to their training in this
appropriate supervisors were contacted
study showed a significant increase
in
and
informed via a letter from manageEAP referrals compared to
the control
ment
that they were expected to attend
group, The group that received
its first
their assigned training session, many
training during the study showed an
supervisors simply did not show up..
increase in knowledge of the EAP but not
Unfortunately, it is not,possible to know
in referrals to the EAP.
These results
the exact percentage of supervisors who
strongly Suggest that the information
and
were trained. At the time these letters
~owledge acquired during training. seswere
sent out, the study site was experisions requires
followup or "booster"
encing rapid change due to downsizing
sessions iri order for trainees to
transfer
and retirement incentives. Consequently,
this
knowledge to behavior on the job.
up-to
-date employee records were almost
The im lications of
viewing training as
impossible to obtain. Even under ideal
a Arocess are
profound and far reaching.
circumstances, employee records were
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somewhat unreliable given the enormous
size of the corporation with scores of
worksites and considerable decentralization of the organization. Perhaps most
importantly, the company was still recoveying from a lengthy strike by union
employees which created great tension
between management and the union as
well as turnover in the workforce. As a
result, it may be that the participants in
this study were generally the more stable
supervisors who continued to comply
with upper management requests despite
the general disruption in the organization. On the other hand, these supervisors
may have been more motivated to attend
the training because they were having
trouble with a particular supervisee. In
any case,'it is possible that the size of the
treatment (i.e., training) effect is somewhat exaggerated for the general population of supervisors.
Besides the external events described
above which may have influenced the
study results, the use of only one corporate site also presents a potential threat to
external validity or generalizability. Unfortunately, budgetary and practical considerations prevented the inclusion of
multiple sites.
Finally, there was a significant difference in supervisor ratings of the two
contracted trainers. This suggests that the
goal of "standardizing" the trainers was
not entirely achieved, despite the preexperimental training of the trainers described in an earlier section. Still, regression analyses revealed no significant,
trainer-specific effects on 'any of the
outcome measures.
Future Research and Recommendations
Results from the present study should
help to expand the horizons of supervisor
training practice and research. Practitioners should feel free to experiment• with
different formats, methods or even content of training sessions. Clearly, the use

of video deserves additional research in
the area of supervisor training. Also, the
use of simulation (Thornton III & Cleveland, 1990), especially using the technology of interactive video, is another example of a potential new direction for
supervisor training.
Lastly, the present findings on training
as a process involving multiple sessions
raises several practical and research questions. Are multiple trainings cost-effective? Should these trainings be designed
as a sequence? What should the curricula
be for such a sequence? Is there a
saturation point at which additional
training is no longer beneficial? These
questions and other issues provide a
wealth of opportunities for EA professionals and researchers alike.

CONCLUSION
The effectiveness of EAP training for
supervisors has been accepted and virtually unchallenged for over 20 years.
Consequently, the training of supervisors
on the management of impaired employees has become almost universal among
EAPs. It is encouraging, therefore, and
probably not surprising to most EAP
practitioners, that the present study has
found empirical support for the use and
efficacy of EAP training for supervisors.
Given the current economic environment,
support
these data can provide invaluable
with
negotiating
for EAP managers when
of
allocation
upper management over the
from
benefit
fiscal resources. The greater
those
this study, however, derives from
for
data suggesting that EAP training
different
supervisors can be done by
curricula
and
of
trainers using a variety
encourage
should
formats. These findings
assump~
EA providers to re-examine their
conand
training
tions about supervisor
training
sider experimenting with their
programs.
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