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Reasons for Making the Business Case

• To convince an organization to implement
or keep an EAP.

• To avoid program downsizing.

• To prevent outsourcing of the program.

• To provide a competitive advantage.

• To lobby for expansion of services.
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What is the Value of an EAP?

• What makes an EAP valuable to employees?

• What does an EAP add to an organization?

• What makes an EAP valuable to a purchaser?

• What makes your EAP unique and special?
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The Defining Moments . . .

• Paul Roman and Terry Blum, “The Core
Technology of Employee Assistance
Programs,” ALMACAN, 1985.

• A “Reaffirmation” published in the
ALMACAN in 1988.

• A “Seventh Dimension” published in
Employee Assistance in 1990.
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EAP Core Technology:
Job Performance

• Identification of employees’ behavioral
problems based on job performance
issues.

• The evaluation of employee success in
EA utilization primarily on the basis of
job performance adequacy.
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EAP Core Technology:
Managers

• Provision of expert consultation to
supervisors, managers and union
stewards on how to take the appropriate
steps in utilizing employee assistance
policy and procedures.

• Availability and appropriate use of
constructive confrontation.
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EAP Core Technology:
Linkages

• Micro-linkages with counseling, treatment
and other community resources.

• The creation and maintenance of macro-
linkages between the work organization
and counseling, treatment and other
community resources.
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EAP Core Technology:
Substance Abuse

• The EAP focus on employees’ alcohol and
other substance abuse problems offers
the most significant promise of producing
recovery and genuine cost savings for the
organization in terms of future
performance and reduced benefit usage.
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Research Evidence for Business Case
Outcomes from EAP Core Technology

EAP Core Technology  Research  

Assess job performance issues   ! 

EAP outcomes in job performance     !!! 

Consultation to organization on EAP  !! 
Constructive confrontation   ! 

Micro-linkages with outside providers  !! 

Macro-linkages for organization  ! 

Alcohol and substance abuse focus  !!! 
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Core Research:  Job Performance
Assessment, Outcomes, Linkages
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Study:  Jardine & Lieberman (1993), Behavioral Healthcare Tomorrow
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McDonnell Douglas EAP Study

•1990, Smith & Mahoney -
Unpublished

•STUDY DESIGN:  Company
records of absenteeism and
medical claims data

•EAP vs Control Group of
chem/dep and psychiatric
claimants non-EAP users

•Time periods of 4 years before
and 4 years after first year of
EAP use

•KEY RESULTS
•Pre vs Post EAP Use =

•Absenteeism: EAP 25% to 29%
fewer days lost

•Turnover:  EAP 42% to 28%
fewer terminated

•Medical:  EAP $7,150 to $3,975
less costly

•Total $6 Million in savings for
EAP with 602 relevant cases

•NET = $2000 per EAP case per
year in total savings
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Los Angeles Water & Power Study

•1996, Amaral & Phelps,  EAPA
Conference

•STUDY DESIGN:  Company
records of sick leave and STD
claims data

•EAP users N = 115

•No Control Group

•Time periods of 1 year before
EAP use versus 2 years after

•Two estimation models of when
effect of EAP reached

•KEY RESULTS
•Pre vs Post EAP Use =

•Total $1.2 to $2.6 Million in
savings for 2 years

•NET = $5,000 to $11,000 per EAP
study case per year savings

•ROI = 22:1 to 51:1 for only the
investment for study cases

•ROI = 2:1 to 4:1 if investment
costs of all EAP budget
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Companies with Documented EAP
 Outcomes and Cost Benefit

•Abbott Laboratories

•Abbott Lake County

•Campbell Soup

•Chevron

•Crestar Bank

•Detroit Edison

•Dupont

•IBM

•Los Angeles Water & Power

•Marsh & McLennan

•McDonnell Douglas

•NCR Corp

•New York Telephone

•Orange County, FL

•So. California Edison

•US Postal Service
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Benefits Managers Perceived Business
Value from Use of EAP Core Services
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Source:  1996 national survey of 473 Companies.  Attridge, APA/NIOSH.
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Contemporary EAP Research Example
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13 work days at low
level before use

% EAP cases with            Productivity Rating Scale:
improved productivity     1 = low to 10 = high

Employee Self-Rated Job Productivity Before and After

EAP (survey data from national sample in 1999, N > 6000)

Study:  Otis, Attridge, Riedel, 2000, Benefits Expo

60% of employees reported that use of EAP counselor service
helped to avoid taking time off from work.   Average of 13.9
hours of work loss avoided per case with effect.
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EAP Core Technology and EAPs Today

EAP Core Technology  Reported to 
Customer 
as Value 

Assess job performance issues   ! 

EAP outcomes in job performance     !! 

Consultation to organization on EAP  ! 
Constructive confrontation   ? 

Micro-linkages with outside providers  !! 

Macro-linkages for organization  ! 

Alcohol and substance abuse focus  ? 
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EAP Core Technology Drives Value

WHAT WE KNOW:

Q.  Can we make the business
case with the logic of the EAP
Core Technology?

A.  Yes

Q.  Can we make the business
case with the research evidence
for the EAP Core Technology?

A.  Yes

WHAT WE ARE DOING:

Q.  Are EAPs today providing
services that focus on the EAP
Core Technology?

A.  Some Yes / Mostly No

Q.  Are EAPs today measuring
and reporting on the business
value derived from use of EAP
Core Technology services?

A.  Mostly No


