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ABSTRACT

The purpose of this research is to conduct an evaluation of the
return on investment value of Employee Assistance Programmes

within the South African context.

Assistance to employees originated from the 19" century. The term
Employee Assistance Programmes was however formulated in the
1970’s in the United States. The Employee Assistance field has
since seen a paradigm shift in its focus, significant growth in its
market value (amount of corporate clients internationally investing in
EAPs for their employees), the establishment of a regulatory and
ethical body through EAPA and its formalization as an academic
discipline.

This study takes the concept of return on investment value of EAPs
further than the ratio of benefit-to-cost. The utilization of different
data sources, inclusive of quantitative and qualitative instruments
creates an opportunity to explore areas of value perception of
different role players in the field. It furthermore maps the subjective
and objective experience of behaviour change resulting from
personal problems and the journey of change as a result of focused
interventions. The consistency of views across different data-
sources as well as between different industries strengthens the
value add claims of EAPs as contributing to the financial bottom line

of companies.
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This study advocates for the importance of programme evaluation
as a central part of EAP contracting. It furthermore also highlights
the importance of documentation of employee performance for
evaluation purposes. It illustrates a journey that can be complicated
by the failure to agree to evaluative terms at program inception as
well as unstructured data-capturing within companies. Employee
behaviour consists of both computable and incomputable elements.
Generally the focus of a return on investment study would be the
computable components of human behaviour. This investigation
however highlights significant elements of risk relating to employee
performance challenges that is not easy to include in a ROI but
holds significant financial and reputational risks for corporate clients.
The influence of individual performance challenges on teams and
the challenges it holds for line managers is also highlighted through
the qualitative journey of this study.

Employee behaviour seems vulnerable to internal and external
forces and as a result companies’ productivity can be affected by
how individual employees respond to these forces. It could be
accepted that interventions that is aimed at stabilising and
improving employee behaviour, will inevitably impact work
performance and as a result the financial bottom-line of the
company. Employee Assistance Programmes often operates in an
arena where other programmes aimed at impacting employee
behaviour are also present. It is thus difficult to isolate it's
intervention as being one of the main behaviour changing facilitators
of the company. This study acknowledges this challenge and
changes focus to different data-sources reporting on employee
behaviour before and after EAP intervention. The consistency of
data across these different data-sources becomes one of the main
reporting areas for this study.
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Eventually the challenges encountered in this study guides the
advocacy in the recommendations for a thorough agreement of
programme evaluation at inception, the areas that will be included in
such evaluations, the availability of Human Resource data to ensure
effective evaluation inclusive of ROl assessments, targeted
assessments at service provider level with effective software

support.

Vi



&
=
UNIVERSITEIT VAN PRETORIA
UNIVERSITY OF PRETORIA
Qo

YUNIBESITHI YA PRETORIA

A return on investment study of Employee
Assistance Programmes amongst corporate
clients of The Careways Group.

Annaline Keet

KEY WORDS

Return on Investment

Cost Benefit Analysis

Cost Effectiveness Analysis

Formative Evaluation

Summative Evaluation

Triangulation of data sources

Evaluation as strategy to measure change
Cost of employee staff turnover

Cost of employee absenteeism and sick leave

Health and Productivity Management

Vil



YUNIBESITHI YA PRETORIA

&
=
UNIVERSITEIT VAN PRETORIA
UNIVERSITY OF PRETORIA
Qo

ACRONYMS

EAP: Employee Assistance Programmes

EWP: Employee Wellbeing Programmes

EAPA: Employee Assistance Programmes Association
ROI: Return on Investment

CBA: Cost Benefit Analysis

CEA: Cost Effectiveness Analysis

WL: Work Life

SANCA: South African National Council of Alcoholism
ISCOR: The Iron and Steel Corporation of South Africa
SASOL: South African Synthetic Oils

ICAS: Independent Counselling and Advisory Service

PPCI: Personal Performance Consultants International

viii



UNIVERSITEIT VAN PRETORIA
. UNIVERSITY OF PRETORIA
W YUNIBESITHI YA PRETORIA

TABLE OF CONTENTS

Chapter One: General PAGE
Introduction
1.1 INTERNATIONAL 1
HISTORICAL CONTEXT
1.2 THE SOUTH AFRICAN 7
HISTORICAL CONTEXT
1.2.1 Academic Development 11
1.2.2 Socio-Economic Influences 12
1.3 MOTIVATION FOR THE 13
CHOICE OF THE SUBJECT
1.3.1 Rationale for Implementation 13
of EAPs
1.3.2 The South African Context 17
1.3.3 Brief Counselling as 21
Intervention Strategy in
Employee Assistance
Programmes
1.4 PROBLEM FORMULATION 22
141 Challenges facing Return on 23
Investment Studies
1.4.2 Lack of Return on Investment 26
Studies in the South African
Market
1.5 GOAL AND OBJECTIVES 27
1.5.1 Goal 28
1.5.2 Objectives 29
1.6 RESEARCH APPROACH 29
1.7 TYPE OF RESEARCH 30
1.7.1 Evaluation Research 31
1.8 RESEARCH DESIGN 33
18.1 Design Validity 36
1.8.2 Design Coherence 38
1.8.3 Research Design for this 38
Study
1.9 HYPOTHESIS 44
1.10 DATA COLLECTION 45
1.10.1 Unstructured Interviews 45
1.10.2 Questionnaires 46
1.10.3 Existing Statistical Analysis 46
1.11 PILOT STUDY 47
1.12 CONSULTATION WITH 49
EXPERTS
1.13 FEASIBILITY OF THE 53
STUDY
1.14 DESCRIPTION OF THE 53
POPULATION /
DEMARCATION OF
SAMPLE AND SAMPLING
PROCEDURE
1.15 ETHICAL ASPECTS 54
1.16 DEFINITIONS OF KEY 58
CONCEPTS
CHAPTER 2:

OPERATIONAL ELEMENTS
OF A RETURN ON
INVESTMENT AS A
SUMMATIVE FORM OF
EVALUATION FOR AN
EMPLOYEE ASSISTANCE




YUNIBESITHI YA PRETORIA

&
=
UNIVERSITEIT VAN PRETORIA
UNIVERSITY OF PRETORIA
Qo

PROGRAMME

2.1

INTRODUCTION

63

2.2

CONCEPTUALISING
RETURN ON INVESTMENT
IN PRACTICE

64

221

Motivation as a Prerequisite
for Productivity and the
EAPs’ ability to impact on
both tangible and intangible
employee benefits

64

2.3

MEASURING CHANGE
WITHIN AN EMPLOYEE
ASSISTANCE
PROGRAMME

71

2.4

EVALUATION AS A
STRATEGY TO MEASURE
CHANGES: EXPLORING
METHODOLOGIES OF
EVALUATION

78

2.5

METHOD OF MEASURING
HUMAN ACTIVITIES IN THE
WORKPLACE ACCORDING
TO CASCIO

86

25.1

The Economic Value of Job
Performance

87

25.2

The Cost of Employee Staff
Turnover

91

253

The Cost of Absenteeism
and Sick Leave

93

2.6

CRITIQUE TO CASCIO’S
MEASUREMENT AND THE
RESEARCHER’'S
APPROACH TO IT'S USE IN
THE STUDY

97

2.7

CONCLUSION

98

CHAPTER THREE:
ESSENTIAL
COMPONENTS OF THE
EAP

3.1

INTRODUCTION

102

3.2

DESIGN AND
POSITIONING

106

3.3

IMPLEMENTATION

108

3.4

PROGRAMME
MANAGEMENT

112

3.5

DIRECT SERVICES

114

351

Access

114

3.5.2

Intervention Mix

114

3.6

NETWORKING

118

3.7

EVALUATION OF
SERVICES

118

3.8

SHORT-TERM
PSYCHOTHERAPY AS A
CLINICAL APPROACH IN
EMPLOYEE ASSISTANCE
PROGRAMMES

119

3.9

CONCLUSIONS

124

CHAPTER FOUR:
EMPIRICAL STUDY ON
THE RETURN ON
INVESTMENT VALUE OF
THE EAP ACCORDING TO
THE QUANTITATIVE
RESEARCH APPROACH




.é,_
=
_ UNIVERSITEIT VAN PRETORIA
UNIVERSITY OF PRETORIA
L~ 4

YUNIBESITHI YA PRETORIA

4.1 INTRODUCTION 126

4.2 ENVIRONMENT WHERE 128
RESEARCH WERE
CONDUCTED

4.2.1 Client Company One 128

4211 Structure of the EAP 128

4212 Industry within which the 129
EAP operates

4.2.2 Client Company Two 130

4221 Structure of the EAP 131

4.3 RESULTS FROM 132
QUANTITATIVE SURVEY

431 Period Working for the 133
Company

4.3.1.1 Discussion of Data Figure 134
lland 1.2

4.3.2 Age of Respondents 135

43.2.1 Discussion of Data Figure 136
2.1and 2.2

433 Monthly Income 137

43.3.1 Discussion of Data Figure 138
3.1and 3.2

434 Nature of Problem / 138
Reasons for Using the
Programme

4.3.4.1 Discussion of Table 4.1 and 140
4.2

4.3.5 Duration of the Problem 141
before Referral to the EAP

4.35.1 Discussion of figure 4.1 and 142
4.2

4.3.6 Improvement of Spouse / 143

Partner Relationship after
Participation in EAP

4.3.6.1 Discussion of Data Figure 144
5.1and 5.2
4.3.7 Positive Impact of 145

Counselling on
child/Children Relationships

43.7.1 Discussion of Data Figure 146
6.1 and 6.2

4.3.8 Impact of Personal 147
Problems on Work
Performance

4.3.8.1 Discussion of data Figure 148
7.1and 7.2

4.3.9 Improvement in Work 149

Performance since
Participating in the EAP

4.3.9.1 Discussion of Data Figure 150
8.1 and 8.2

4.3.10 Impact of Personal 151
Problems on Attendance

4.3.10.1 Discussion of Data Figure 152
9.1 and 9.2

4.3.11 Personal Problems 153

Resulting in on-the-job
Absenteeism

4.3.11.1 Discussion of Data Figure 154
10.1 and 10.2

4.3.12 Consideration to Leave the 155
Company before Using the
EAP

43.12.1 Discussion of Date Figure 156

11.1and 11.2




UNIVERSITY OF PRETORIA
YUNIBESITHI YA PRETORIA

<
=

N UNIVERSITEIT VAN PRETORIA

Qo

4.3.13 Involvement in Performance 157
Counselling and/or
Disciplinary Action Before
using the EAP

4.3.13.1 Discussion of Data figure 158
12.1and 12.2

43.14 Perceived Benefits Derived 159
from Participation in the
Programme

4.3.14.1 Discussion of Data Table 159
4.3 and 4.4

4.4 COMPARATIVE ANALYSIS 160
BETWEEN THE TWO
COMPANIES

4.5 CONCLUSIONS 166

CHAPTER FIVE:
EMPIRICAL STUDY ON
THE RETURN ON
INVESTMENT VALUE OF
THE EAP ACCORDING TO
THE QUALITATIVE
RESEARCH APPROACH

5.1 INTRODUCTION 166
5.2 PROFILES OF 168
PARTICIPANTS
53 LACK OF SPECIFIC 171
TRAINING
5.3.1 Quotations from Discussion 171
: Company One
5.3.2 Interpretation of Data : 172
Company One
5.3.3 Quotations from Discussion 173
: Company Two
5.34 Interpretation of Data : 174
Company Two
535 Theory regarding 175
supervisory training
5.3.6 Conclusion 176
5.4 PROGRESSIVE 177
DISCIPLINE
54.1 Quotations from Discussion 177
: Company One
5.4.2 Interpretation of Data : 177
Company One
5473 Quotations from Discussion 178
: Company Two
5.4.4 Interpretation of Data : 179
Company Two
545 Theory regarding 180
progressive discipline
5.4.6 Conclusion 181
55 IDENTIFICATION OF WORK 182
PERFORMANCE
55.1 Quotations from Discussions : 182
Company One
55.2 Interpretation of Data : 183
Company One
553 Quotations from Discussion : 184
Company Two
554 Interpretation of Data : 185
Company Two
555 Theory regarding identification 185
of work performance
5.5.6 Conclusions 186
5.6 THE REFERRAL PROCESS 187




&
=
UNIVERSITEIT VAN PRETORIA
UNIVERSITY OF PRETORIA
Qo

YUNIBESITHI YA PRETORIA

5.6.1 Quotations : Company One 187

5.6.2 Interpretation of Data: 188
Company One

5.6.3 Quotations : Company Two 189

5.6.4 Interpretation of Data : 190
Company Two

5.6.5 Theory regarding the referral 191
process

5.6.6 Conclusions 192

5.7 DOCUMENTATION 193

57.1 Quotations : Company One 193

5.7.2 Interpretation of Data : 193
Company One

5.7.3 Quotations : Company Two 194

5.7.4 Interpretation of Data : 195
Company Two

575 Theory regarding 195
documentation

5.7.6 Conclusions 196

5.8 FINANCIAL IMPLICATION OF 197
DECREASED
PRODUCTIVITY

5.8.1 Quotations : Company One 197

5.8.2 Interpretation of Data : 199
Company One

5.8.3 Quotations : Company Two 200

5.8.4 Interpretation of Data: 201
Company Two

5.8.5 Theory regarding the financial 202
implication.

5.8.6 Conclusions 203

5.9 THE SOCIAL IMPACT OF 204

LOWER PERFORMANCE
AND CHANGES AFTER
PARTICIPATION IN THE EAP

59.1 Quotations : Company One 204

5.9.2 Interpretation of Data: 205
Company One

5.9.3 Quotations : Company Two 206

594 Interpretation of Data: 207
Company Two

5.95 Theory regarding the social 208
impact of lower performance.

5.9.6 Conclusions 208

5.10 EXPECTATION OF 209

IMPROVED PERFORMANCE
VERSUS OBSERVED

CHANGE
5.10.1 Quotations : Company One 209
5.10.2 Interpretation of Data : 210
Company One
5.10.3 Quotations : Company Two 211
5.10.4 Interpretation of Data : 213
Company Two
5.10.5 Theory regarding expectation 214

of improved performance vs
observed change.

5.10.6 Conclusions 214
5.11 CONSISTENCY OF CHANGE 215
5.11.1 Quotations : Company One 215
5.11.2 Interpretation of Data : 216

Company One

5.11.3 Quotations : Company Two 217




&
=
UNIVERSITEIT VAN PRETORIA
UNIVERSITY OF PRETORIA
Qo

YUNIBESITHI YA PRETORIA

5.11.4 Interpretation of Data: 218
Company Two

5.11.5 Theory regarding consistency 218
of change.

5.11.6 Conclusions 219
5.12 QUALITATIVE 220
COMPARATIVE ANALYSIS
5.12.1 Supervisory Training 220
5.12.2 Progressive Discipline 221
5.12.3 Indicators of Decline in Work 221

Performance
5.12.4 The Referral Process 221
5125 Documentation 221
5.12.6 Financial Implication 222
5.12.7 Social Implication 222
5.12.8 Observed Improvement in 222
Performance after Participation
in the EAP
5.13 TESTING FOR 223
TRUSTWORTHINESS
5.14 CONCLUSIONS 224
CHAPTER 6:

TRIANGULATION OF
DIFFERENT DATA SOURCES

6.1 INTRODUCTION 226

6.2 RETURN ON INVESTMENT 229
CALCULATION ON
INDIVIDUAL PERFORMANCE
(STATISTICAL DATA):
COMPANY ONE

6.2.1 Discussion of Data 231

6.3 RETURN ON INVESTMENT 232
VALUE CALCULATION FOR
COMPANY ONE

6.4 RETURN ON INVESTMENT 233
VALUE CALCULATION FOR
COMPANY TWO

6.5 TRIANGULATION OF DATA 235
SOURCES ILLUSTRATING
STRONG CORRELATION

6.6 SIGNIFICANCE OF 237
TRIANGULATIVE
COMPARISONS

6.7 CONCLUSIONS 241

CHAPTER 7: CONCLUSIONS
AND RECOMMENDATIONS

7.1 INTRODUCTION 242
7.2 CONCLUSIONS 242
7.3 RECOMMENDATIONS 245
7.3.1 Baseline Assessments 246
7.3.2 Individual Assessments 246
7.3.3 Post Intervention Assessment 247.
tools
7.3.4 Management Consultation 247
Models
7.3.5 Programme Evaluation 248
7.3.6 Data Management 249
7.4 Implications of the study for 249

practice




UNIVERSITEIT VAN PRETORIA
UNIVERSITY OF PRETORIA
W YUNIBESITHI YA PRETORIA

Annexures

1 Cover letter for questionnaire 263

2 Zulu translated cover letter for 265
guestionnaire

3 Employee Questionnaire 267

4 Employee Questionnaire: Zulu 273
Translated

5 Invitation letter to managers 278

6 Interview schedule for referring 281
managers and supervisors




UMNIVERSITEIT VAN PRETORIA
UNIVERSITY OF PRETORIA

viiii

W YUNIBESITHI YA PRETORIA

TABLES, FIGURES AND INFORMATION CLUSTER

GRAPHICS

TABLES

NAME

PAGE
NUMBER

Table 1.1

Historical Development
of the Discipline of EAP

9-10

Table 1.2

Table of Theory
Development (Walker
and Avant 1995:5)

15

Table 1.3

Linkages between
Levels of Theory
Development (Walker
and Avant 1995:13

16

Table 1.4

Different roles of
Evaluation Research
(Bless and Higson-
Smith 1995:47)

31-32

Table2.1

Utilization based
evaluation (Micheal
Patton 1997:76)

32-33

Table 2.1

Return-on-Investment
Studies Conducted in
1990’s According to

Csiernik (2004:73-76)

72-74

Table 2.2

Brief View on
Assessment Tools for
Three EAP Vendor

Companies

76

Table 4.1

Category of Presenting

Problems — Company 1

138

Table 4.2

Category of Presenting

Problems — Company 2

139

Table 4.3

Benefits Derived from
Participation in the
EAP — Company 1

159

Table 4.4

Benefits Derived from

participation in the EAP

159




UMNIVERSITEIT VAN PRETORIA
UNIVERSITY OF PRETORIA

W YUNIBESITHI YA PRETORIA

— Company 2
Table 5.1 Profile of Participants 169
from Company 1
Table 5.2 Profile of Participants 170-171
from Company 2
Table 6.1 Statistical Data 229-231
Focusing on
Absenteeism and
Disciplinary Action —
Company 1
Figures Names Page
Numbers
Figure 1.1 Term of Office — 133
Company 1
Figure 1.2 Term of Office — 133
Company 2
Figure Age Group — Company 135
2.1 1
Figure Age Group — Company 135
2.2 2
Figure Average Income — 137
3.1 Company 1
Figure Average Income — 137
3.2 Company 2
Figure Duration of the Problem 141
4.1 Before Referral to EAP
— Company 1
Figure Duration of the Problem 141
4.2 Before Referral to EAP
— Company 2
Figure Enrichment of 143
5.1 Spouse/Partner
Relationship —
Company 1
Figure Enrichment of 143
5.2 Spouse/Partner
Relationship —
Company 2
Figure Enrichment of 145
6.1 Child/Children
Relationships —
Company 1
Figure Enrichment of 145




UNIVERSITEIT VAN PRETORIA
UNIVERSITY OF PRETORIA
W YUNIBESITHI YA PRETORIA

6.2 Child/Children

Relationships —

Company 2
Figure Impact of Personal 147
7.1 Problems on Work

Performance —

Company 1
Figure Impact of Personal 147
7.2 Problems on Work

Performance —

Company 2
Figure Impact of Counselling 149
8.1 on Work Performance —

Company 1
Figure Impact of Counselling 149
8.2 on Work Performance —

Company 2
Figure Impact of Personal 151
9.1 Problems on Work

Performance —

Company 1
Figure Impact of Personal 151
9.2 Problems on Work

Performance —

Company 2
Figure Impact of Personal 153
10.1 Problems on On-The-

Job Absenteeism —

Company 1
Figure Impact of Personal 153
10.2 Problems on On-The-

Job Absenteeism —

Company 2
Figure Potential Impact of 155
11.1 Personal Problems on

People’s Consideration

to Leave the Company

— Company 1
Figure Potential Impact of 155
11.2 Personal Problems on

People’s Consideration
to Leave the Company
— Company 2




f ot g

UMNIVERSITEIT VAN PRETORIA

UNIVERSITY OF PRETORIA
YUNIBESITHI YA PRETORIA

Figure 12.1

Involvement in
Performance
Counselling and/or
Disciplinary Action
before Participation in
EAP — Company 1

157

Figure 12.2

Involvement in
Performance
Counselling and/or
Disciplinary Action
before Participation in
EAP — Company 2

157

Strong Correlations
Between Company 1
and 2

161

Figure 13

Personal Problems
Impacting on Work

Performance

161

Figure 14

Improvement in Work
Performance after
Participation in

Program

162

Figure 15

Performance
Counselling and

Disciplinary Action

162

Figure 16

Perceived Benefits
Deriving from
Participation in

Program

160

Weak Correlations

Between Companies

163

Figure 17

Improvement in

Partner Relationship

163

Figure 18

Improvement in
Relationship with
Children

163

Figure 19

Attendance being
Affected by Personal

Problems

164

Figure 20

Staff Retention

164

Information

Names

Page




UNIVERSITEIT VAN PRETORIA
UNIVERSITY OF PRETORIA
W YUNIBESITHI YA PRETORIA

Cluster Number
Graphics
1 Relationship Between 64
Productivity,
Motivation, Value and
Measurement
2 Methodology of 80

Evaluating the Cost
and Benefits of EAPs

(French and Zarkin

1995)

3 ROI Tool for this 83
study

4 Economic Value of 88

Job Performance
(Cascio 1982)

4.1 Economic Value — 90

continue

5 The Cost of 92
Employee Staff

Turnover

6 The Cost of 95
absenteeism and

Sick Leave

7 Standards of 105
Employee Assistance
Programmes (EAPA)

8 Therapeutic 122
Intervention in

Context

9 Profiling the person 124
Most Suitable for
Brief Therapeutic

Intervention




	FRONT
	Title page
	Dedication
	Declaration
	Acknowledgements
	Abstract 
	Key words
	Acronyms
	Table of contents
	Annexures
	Tables, figures and information cluster graphics

	Chapters 1-2
	Chapters 3-4
	Chapters 5-7
	Back



