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FOREWORD 

This report was prepared by the Carnegie-Mellon University Coal Research Program. 

Graduate School of Industrial Administration, Pittsburgh, Pennsylvania. The contract was 

initiated under the Mineral Health and Safety Technology Program. It was administered under 

the technical direction of the Pittsburgh Research Center with James Peay acting as Technical 

Project Officer. A. G. Young was the contract administrator for the Bureau of Mines. This 

report is a summary of the work recently completed as part of this contract during the period 

June 1, 1980 to December 31. 1986. This report was submitted by the authors on January 31, 

1986. This report does not disclose any patentable features. 
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RESEARCH TO DETERMINE THE FEASIBILITY OF UTILIZING 

EMPLOYEE ASSISTANCE PROGRAMS FOR THE MINING INDUSTRY 

By P. S. Goodman 1 

•••EXECUTIVE SUMMARY 

This report examines the feasibility of Employee Assistance Plans (EAPs) in the coal 

industry. While EAPs are utilized in many industries, they are not used in the coal industry. 

The goal of this report is to provide information to management, union, and other interested 

parties to determine whether EAPs should be introduced into the coal industry. 

We begin with a description of EAPs and then provide a brief history of their spread in 

U.S. industry over the past 20 years. The report turns to the basic design issues in 

constructing an EAP. Any company considering EAPs needs to answer questions about: the 

selection of goals of the EAP, the selection of the target population, the scope of services to 

be provided, the organization of EAPs, to find out who performs the services, to determine 

location of delivery of EAP services, and to understand the role of the union, and to 

determine the relationship of the EAP to other corporate policies. For each of these issues, 

the report identifies alternatives and an analysis of pro's and con's for each design choice. 

A basic framework is presented in which to view an EAP. The basic thesis is that there 

are a set of critical behaviors such as accidents, absenteeism, and performance. These 

behaviors are influenced by on-the-job and off-the-job behaviors. EAPs deal primarily with 

problems caused by off-the-job behaviors (e.g., family problems). The key assumption 

underlying this framework is to fit the strategy to the cause of the problem behaviors. If a 

I 
Professor of Industrial Admin istra ti on and Psychology, Graduate Schoo l of Industrial Adm inis tration, Carnegie-Mellon Uni versity, 

Pi Us burgh, Pcnnsy I vania 
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mine experiences a lot of accidents which are related to on-the-job factors (e.g., supervision), 

EAPs will not be effective. If the accidents are caused by off-the-job factors, EAPs may be 

an effective strategy. 

Data are then presented from a national study of underground miners. The results indicate 

that incidences of alcoholism, drug abuse, family and marital problems, emotional, and financial 

and legal problems all occur in coal mining. The data suggest incidence rates in the 1-3% 

range in the mines in our sample. 

The next section examined the link between these off-the-job behaviors and absenteeism, 

accidents, and performance. The basic results indicate the above list of off-the-job behaviors 

(e.g., alcoholism, drugs, etc.) were not the primary cause of accidents, absenteeism, and poor 

performance. However, these off-the-job factors can affect accidents, absenteeism, and 

performance. A discussion is presented showing that people can manage alcoholism in a variety 

of ways, so there is not a direct relationship, for example, between alcoholism and accidents. 

Also, it was argued that while we are dealing with low frequency events, the costs of a serious 

injury or fatality caused by off-the-job factors is substantial for the company and for the 

individual miner. 

The next section reviews a model for assessing EAPs. It focuses on critical input, process, 

and outcome factors. 

The last major section applies this framework to evaluating the longest running formal EAP 

in coal mining--the HELP Program. In terms of input factors, our analysis shows that there 

is continual participation by managers and miners six to seven years into the operation of the 

program. Since participation is mostly voluntary, we view this data as one statement of the 

effectiveness of the program. When we reviewed the process as part of the program, we 

found that miners and managers in the three mines participating in the program understood the 

program, viewed training about the program as valuable, perceived the program as being 

supported by management and union, and for those using the program, rated the services as 
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above average. In our analysis of outcomes such as absenteeism and accidents, we did not find 

any clear trends to indicate that the HELP Program changes these outcomes for people who 

had completed the program. An evaluation of the input, process, and outcome criteria are 

interpreted into an overall evaluation of the HELP Program. 

The report concludes with a strategy for firms interested in assessing the feasibility and 

implementation of an EAP. 
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*** INTRODUCTION 

Increases in accidents, absenteeism, costs and declines in productivity can be attributed to 

on-the-job problems, (e.g., poor supervision) or off-the-job problems (e.g. , alcoholism, family). 

This report focuses on off-the-job problems and one possible mechanism to resolve off-the­

job problems--Employee Assistance Programs (EAPs). Recently, EAPs have been developed and 

implemented in many industries. The goal of an EAP is to help employees resolve off-the-job 

problems so they can keep their jobs and remain as safe and productive workers. If the EAP 

is successful, and there is some evidence that they can be, then the organization · should 

experience less turnover, absenteeism, and accidents, and more productivity. The purpose of 

this section is to introduce the reader to the concept of EAPs and to discuss several common 

questions about their use. Particular emphasis will be focused on issues of importance to the 

mining industry. 

WHAT IS AN EAP? 

An Employee Assistance Program is a personnel system designed to help employees and 

their families deal with those major off-the-job problems that can, and often do, affect a 

. miner's job performance. We are all familiar with the fact than an accident that occurs at 

home can reduce a miner's job effectiveness. For example, if a miner breaks an arm falling 

down a flight of porch stairs, he (or she) may not be able to perform their regular job. 

Equally familiar , but much less discussed, is the fact that a deteriorating marriage, trouble with 

children, or dependency on alcohol can be just as debilitating an ailment Just as medical 

personnel policies help an individual deal with a physical ailment, so can EAPs help an 

individual cope with the stress and frustration of these other, nonphysical problems. 

While there are many types of EAPs, typically an employee with an off-the-job problem 

may either decide to go to the company EAP or may be ref erred by a supervisor or union 

official. The professionals at the EAP would provide an initial diagnosis of the employee's 

problem and then either provide counselling or refer the employee to the appropriate 

community agency (e.g. , A.A., Drug Abuse Program, Family Counselling Service). These 
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services are usually covered by the organization's insurance program. Many of the programs 

operate off-site and all are run on a confidential basis. 

EAPs appear to have evolved from industrial alcoholism programs begun many decades ago 

by such companies as DuPont, Eastman Kodak, and Allis Chalmers. Contemporary programs 

often expand on this initial focus to include such off-the-job problems as drug addiction, 

family and marital problems, financial and legal problems, and emotional problems. Indeed, a 

significant decision in the formulation of an EAP policy is a definition of the types of 

problems that the program will consider. Another important decision is how the services of 

the program will be delivered. The options here are numerous, and range from all services 

subcontracted to an outside agency, to all services being provided by the company itself. 

These, and other complex "design issues" will be discussed at length. 

Why a company may be motivated to develop an EAP also varies. For example, some 

companies view EAPs as occupational programs; that is, they believe that off-the-job problems 

may affect absenteeism, accidents, or en-the-job performance. From this point of view, an 

EAP may be a cost effective device for reducing on-the-job problems that are associated with 

an individual's inability to cope with the stress caused by an off-the-job problem. Other 

companies see EAPs as nothing more than a simple adjunct to other, more traditional, health 

benefits. Still others provide EAPs to their employees as part of a broader philosophy 

concerning the importance of achieving and maintaining a well-adjusted, emotionally healthy 

workforce. The implications of these different rationales will also be discussed below. 

Although the type of problems considered, the means of delivery of services, and the 

rationale for implementing such programs differs greatly, two general observations about EAPs 

can be made. First, interest in EAPs has grown significantly in the past decade. Second, little 

actual development has occurred within the coal industry. While we may speculate about the 

reasons for this differential growth pattern, that is not the objective of this report. Rather, 
. 

the entire question of the feasibility of EAPs in the coal industry has been addressed directly 

by asking whether there is a need for them and whether they are successful. 
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Research Objective 

The major objective of this research is to determine the feasibility of EAPs in the 

underground coal industry. To accomplish this objective, we need to examine the following 

questions: 

-- To what extent are off-the-job factors such as alcoholism, drugs, and family problems 

prevalent in the coal industry? 

-- To what extent do these factors affect absenteeism, accidents, and performance? 

-- To what extent do EAP programs successfully treat these off-the-job factors and 

reduce absenteeism and accidents, and improve job performance? 

Significance 

These three questions should be important to management, the union, and to coal miners. 

To the extent that accidents can be reduced, all parties benefit. To the extent that EAPs can 

reduce absenteeism not legitimated by the labor-management contract, work will run more 

smoothly with less chances for accidents. To the extent that EAPs can make firms more 

productive and more competitive, there will be greater employment security for all employees. 

At the time this contract was initiated, there was only one major EAP in the coal industry 

the HELP Program. While there was interest in EAPs, there was no formal study of the 

feasibility of EAPs for coal companies. Also, most firms have dealt with various off-the-job 

problems, but very few had considered formalizing the EAP process. Therefore, a study which 

examines the feasibility of EAPs in the coal industry is an important activity. EAPs have 

grown rapidly in other industries. They have not proliferated in underground coal mines. 

This investigation should assist managers and union officials in assessing whether EAPs should 

be introduced in different parts of the coal industry. 
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*** THE ATURE OF EMPLOYEE ASSISTANCE PROGRAMS 

The purpose of this section is to give the reader a detailed sense of what EAPs are and 

how they operate. To accomplish this, the section will be subdivided into two subsections. 

The first subsection provides a brief history of EAPs. This subsection is organized around a 

discussion of five themes that appear to have been particularly important to the growth of the 

EAP concept during the past 20-25 years. The second subsection focuses on the design issues 

important to the development of a new EAP. This subsection is organized around clusters of 

decisions that must be resolved in the planning of a new EAP. It concludes by providing an 

example of one of the few EAP programs in underground coal mining. 

BRIEF HISTORY 

EAPs appear to have evolved from industrial alcoholism programs, which gained credibility 

in the 1940s with the development of such programs in a number of industrial companies such 

as DuPont, Eastman Kodak, and Allis Chalmers, and with the establishment of the Center for 

Alcohol Studies (now at Rutgers University) in 1941, and the National Council on Alcoholism, 

in 1944. Further growth was slow, however, until the 1960s, (1). 2 

During the period from the 1960s through the 1970s, at least four important themes have 

been associated with the development of industrial alcoholism programs and their evolution in 

today's EAP. Some of these themes might be thought of as directly related to development 

and growth of EAPs, while others have had more indirect effects. Our purpose, however, is 

not to assess the relative importance of each theme as a "cause" but, rather to provide some 

sense of the social context within which the number and diversity of EAPs increased rapidly. 

A more detailed discussion of the history of EAPs can be found in Trice and Beyer (J). 

The four themes are as follows: 

1. the change . to a medical model of alcoholism; 

2. increased interest by the Federal Government; 

2 
Underlined numbers in parentheses refer to items in the list of references preceding Appendi x A. 
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3. increased interest from unions; and 

4. an increase in the number of providers of occupational programs. 

The Changing View of Alcoholism 

The traditional view of alcoholism was to consider it to be a sign of, or an outcome of, 

"moral weakness." Such a view implied that people who acquired alcohol problems could be 

stereotyped as Skid Row bums. Although the evidence suggests that fewer than 3 or 4% of the 

individuals with alcohol problems actually fit the Skid Row image, the image persists, (J). The 

effect of such an image may have been to "block action by both managerial decision makers 

and first-line supervisors on attempting to resolve these problems. 

The development of "the disease concept of alcoholism" marked the beginning of a shift in 

views. This position argues that many forms of alcohol abuse could be better understood, 

diagnosed, and treated if it were viewed as a disease. The implication here is clear. Any 

person could become an alcoholic if exposed to certain causes, and alcoholism could be treated. 

Whether alcoholism actually is a disease is still an unanswered question. The key point, 

however, for the present discussion, is that as this view has gained acceptance among the 

general public, so has the belief among the general public that alcoholism can be treated. 

This, in turn, may have contributed to the increased interest among companies to provide 

means by which their employees could obtain treatment. 

Increased Interest _!rr the Federal Government 

Federal interest in the effect of alcohol abuse on the job was demonstrated in 1971, when 

the Occupational Programs Branch of the National Institute of Alcohol Abuse and Alcoholism 

took as its target population the employed problem drinker, and provided funding for work­

based treatment efforts, (1). An important aspect of this focus involved a shift in emphasis of 

occupational programs from a singular focus on alcoholism to the broader set of personal, 

social, economic, and behavioral problems. Trice and Belasco (~) argue that the "broad brush" 

strategy was a response to data that suggested that the more encompassing definition of 
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"problem" would receive more support from supervisory employees than the traditional narrow 

focus on alcohol related problems. It may also be the case that the changing view of 

alcoholism, addressed above, sharpened the belief that alcohol problems were often interrelated 

with other off-the-job problems. 

Although some companies had programs that were essentially broad brush in scope before 

1961, it would seem as though this federal initiative was very important in legitimating and 

promulgating this strategy. 

Increased Interest from Unions 

The third development, which began in the mid-1960s and gained impetus in the mid-1970s 

was the involvement of unions. Union involvement took two forms. Some unions initiated 

their own programs, others joined with management to set up programs. 

Increase in the Number of Providers of Occupational 
Programs 

The fourth major theme concerns the increase in number of individuals who administer 

EAPs or who provide counselling service. Trice (§) argues that such individuals (or change 

agents) have appeared in large numbers in both companies and in unions, and also as external 

practitioners. To him "their goal was to encourage, facilitate and help implement the 

development of explicit drug-abuse policies and programs, especially for alcoholism" (page 184). 

On the company side, Trice (§) noted that such agents could be attached to the personnel or 

the medical departments, often came from managerial or industrial relations backgrounds, and 

occasionally were recovered alcoholics. Also discussed was the growing role of third party 

providers. These agents were both public and private sectors in origin, and tended to be 

concerned with the provisions of services (to be discussed later) to a wide complement of 

organizations. 
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Summary 

Many forces have been important in the evolution of EAPs from the older industrial 

alcohol abuse programs. The changing definition of alcoholism provided a basis for medical 

treatment. Initiatives by the National Institute of Alcoholism and Alcohol Abuse introduced 

the concept of the broad brush program to focus on off-the-job problems other than just 

alcohol abuse. Union involvement, both unilaterally and in concert with management, has 

probably legitimated EAP type programs to the workforce. Finally, the presence of a growing 

number of persons and agencies that are in the business of providing EAP type services may 

have helped meet the interest induced by the other thematic developments. 

To be certain, the historical view just presented is only a capsule summary, and we 

acknowledge that it has not addressed all of the historical and social nuances that may have 

been active in the recent growth of interest in EAPs. The reader who wishes a more detailed 

discussion might consult Trice and Beyer Q). It is also the case that a substantial literature 

about EAPs exists. Appendix A_ provides an annotated bibliography for the reader interested in 

pursuing this literature. 

DESIGN DECISIO S 

There is no one form of EAP. There are many possible designs. In this section we 

present a series of design decisions that must be considered in setting up an EAP or in 

evaluating whether a current EAP needs to be revised. The major decisions phrased in 

question form are the following: 

• What are the goals or objectives of the EAP? 

• What is the target population for EAP services? 

• What are the scope of services to be provided to the target population? 

• How do we organize the EAP effort from the point of view of the organization 

receiving the services, and the delivery system providing these services? 

• What services will be directly provided by the EAP organization? What services will 

be provided by outside vendors (e.g. , hospitals)? 



21 

• What is the appropriate location for the delivery of EAP services? 

• What is the role of the union in setting up the EAP? 

• How does the EAP link with other corporate policies or plans in the human resource 

areas? 

Design ! .:. EAP Goals 

We assume that companies and unions initiate EAPs with some goal or rationale in mind. 

There are a number of possible objectives we have identified and they include: (1) to reduce 

absenteeism and to improve productivity; (2) to reduce accidents and absentee costs (3); to 

provide a device by which individuals with personal problems can be disciplined or removed 

from the work force; (4) to provide a personal benefit to employees that is consistent with 

other employee benefits; and (5) to improve employee well being. 

The first two goals of EAPs focus on performance criteria and represent the most public 

reasons for adopting an EAP. To the extent that EAPs reduce absenteeism, accidents, and 

contribute to better performance, they would be viewed as "desirable" new organizational 

programs. Indeed, most of the evaluations of EAPs focus on these performance criteria. We 

separated these factors into accident and nonaccident criteria only because some managers and 

union officials view the programs primarily for reducing accidents and associated medical costs, 

while others focus on other criteria such as absenteeism or productivity. It is clear that all 

these performance criteria may be important. 

Another rationale for EAPs is that they provide a formal device for dealing with 

disciplinary problems brought on by alcohol, drugs, and other related factors. Consider the 

issue of high absentee employees. We have studied the topic of absenteeism throughout the 

coal industry. We have found wide variation in absentee rates, types of absenteeism, and how 

companies manage absenteeism. While most companies have absentee control plans, we have 

found very few cases that these plans have been effective in managing the high absentee 

employee. The existence of an EAP provides a new mechanism for managing these cases of 
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problem employees. Consider again the high absentee employee. After a series of discussions 

over time with this employee about absenteeism, the individual is confronted with the choice of 

entering the EAP or terminating. This is an important choice because it gives the individual 

the opportunity to hold on to his or her job and it introduces an impartial third party who 

has the resources to get at the cause of the absenteeism problem, which may either be on-the­

job or off-the-job. Absentee control plans are necessary parts of any absentee programs but 

they do not get at the cause of absenteeism. The EAP provides a nonadversarial way to get at 

the absentee problem or other related disciplinary problems. A number of action alternatives 

may come from the EAP. The causes of the absentee problem may be chronic or 

uncontrollable, and it may not be appropriate for the individual t~ remain in the firm. Or, 

the causes of absenteeism may be resolvable, and the individual would remain in the firm as 

long as he or she continued in the EAP program and continued to improve in the absentee 

area. 

The basic reasons why EAPs are good devices for dealing with disciplinary problems is that 

they (1) require the firm to formally state policies to deal with cases concerning absenteeism, 

alcoholism, drug abuse, and so on, and (2) provide a neutral third party to help employees 

with the causes of these problems. The existence of the two public factors should make 

terminations or disciplinary action more legitimate in the eyes of employees, the union, and 

through other parties such as arbitrators. 

Some companies consider EAPs as logical extensions of their fringe benefit programs. 

From this point of view, the company is likely to be concerned wlth the degree to which the 

program is likely to be seen by the workforce as an attractive addition to the total 

compensation plan (wages plus fringe benefits). Attractiveness is likely to be determined partly 

by the company's perception of the need for such program (perhaps based on general estimates 

of the frequency, severity and types of off-the-job problems experienced by the workforce, 

and the availability of treatment in the community), partly on whether other local area 

employers have such programs, and partly on the impact that such a program may have for 
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maintaining or improving employee relations. For example, medical plans (e.g., Blue Cross or 

HMO's) are typically important parts of a total compensation plan because they are perceived 

as important by ·the workforce, and they may be critical in attracting or retaining employees. · 

Further, the cost to the employer is typically relatively small compared to the benefits derived 

in retaining or attracting employees. 

Consideration of an EAP as part of the general benefit program is different from the 

above two reasons in that the company does not ~ priori expect to observe specific 

improvements in absenteeism, performance, or the cost of medical insurance, but that it would 

expect to observe some improvement in the recruitment and retention of employees and in 

general employee relations. 

Finally, some companies simply believe that an emotionally healthy workforce is an 

appropriate goal in its own right, and achieving this goal via the expense of an EAP is a 

legitimate and proper business expense. From that point of view. an EAP may help achieve a 

healthy workforce for two reasons. First, knowledge by employees that it is "in place" and 

available for use if needed may reduce stress felt by some employees who are exposed to the 

potentially devastating effects of off-the-job problems. The second reason is that the services, 

when needed and used, are beneficial to the employees. 

Summary 

The first design decision in the planning of an EAP is the determination of the purpose or 

rationale for the program. Five such rationales were presented and discussed. In practice, a 

company may select one or some combination of these goals. Regardless of what goals are 

selected, the choice will affect how one designs and evaluates the EAP. 

Design ~ .:. Program Scope 

There are two major dimensions of program scope. First, one needs to decide on the 

target population for the program. The second decision concerns the areas covered by the 

program. 
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Population. An EAP can be designed for employees only, employees and immediate 

family, or employees and general family members (immediate and more distant). The decision 

on which population to select is based on the following considerations: 

The cost of the program. Employee only programs are probably less expensive. 

The ~ff ect of family members on employee performance. While most studies on EAPs 

suggest there can be a link between family related -problems and on the job performance, we 

believe that this issue needs to be resolved on a mine-by-mine basis. For example, in mines 

with primarily a young, single work force, family related problems are likely to be less 

important and therefore, the inclusion of family members, less relevant On the other hand, 

in mines with young married employees with children, there are likely to be family, marital, 

and children related problems that affect employee job performance. In our study of the coal 

industry, family problems are one of the most frequently mentioned off-the-job problems. 

Another issue concerns whether the population should be composed of management, union, 

and/ or self-referrals. The word "referral" concerns who can initiate a first contact with the 

EAP. Typically, there are three possibilities: the client may initiate contact on his/her own 

(self-referral), the firm may require that an employee use the program (company-referral), or 

a labor organization may initiate the contact (union-referral). In practice, most programs 

include all three forms of referrals. 

To put the question of the type of referral in perspective, let us note the following at one 

EAP in the coal industry, the data suggest that nearly half of the program clients were family 

members, and that of the employees using the programs, about half did so on a self-referral 

basis. That is, only about 25% of the clients were management-ref erred employees. In 

another EAP in mining (non coal) 15% of the participants came from direct management 

referrals (personal discussion with management at Kennecott Copper). The rationale for the 

program appeared to be at least partially based on a benefit-cost perspective, which would tend 

to emphasize management referral. This data suggest that the ambient demand for EAP 
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services provided by these programs may have been much greater than would have been 

estimated from managements' referrals. In these cases, a good argument could be made for 

permitting both company and self-referrals. 

Target Areas. There has been a traditional distinction between EAP programs targeted to a 

specific area (e.g .• alcoholism) and broad brush programs. The latter provides various services 

for all or most of the following types of problems: alcohol dependency, marital and family 

problems. drug dependency, legal problems. emotional problems. and financial problems. 

The question we address here is for what set of these problems will the EAP be designed? 

Will the program be specific or broad brush? 

The tradeoff between a problem-specific program (almost always focused on alcohol 

problems) and one which is broad brush is relatively straightforward. The broad brush 

approach is usually more expensive. and may often devote resources to problems that are 

observed only rarely in the workforce or may not be directly related to problems at work. 

Alcoholism programs have a considerable history, and the technology of alcoholism treatment 

may be better understood than the treatment of other problems. Further, alcohol treatment 

may be seen as a legitimate activity for management concern, while management interest in 

other problems may be seen as "meddling." 

The advantages of a broad brush program is that the company has a general system 

available to deal with any of a number of related problems. For example, marital problems 

and alcoholism may occur simultaneously. Another advantage is that a problem which may 

have an initial diagnosis of dependency may evolve into a broader set of problems. 

There exists no hard guidelines to help the company choose between specific and broad 

brush approaches. Clearly, the choice is somewhat dependent on the rationale for the program. 

For example, a program whose purpose is to foster a well-adjusted workforce would probably 

be broad brush in structure. A second factor that would be important is the expected 
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frequency of certain problems in the client population. For example, if it were known that a 

high proportion of the workforce consisted of young married couples, it would seem reasonable 

to expect that marital and family problems may be quite common in the client population. In 

that instance, a broad brush program may be more appropriate. 

Summary 

Most EAPs we reviewed include both employees and immediate family members. These 

programs permit referrals from management, union, and self-referrals. Self-referrals are an 

important measure of the degree to which the EAP is accepted and utilized by the employees. 

In a program we reviewed, employees included exempt and nonexempt personnel. 

Most EAPs we have reviewed provide a broad brush program. Basically these programs 

acknowledge that there are many interrelated off-the-job problems that affect on-the-job 

performance. 

Design J_ .:. Organization of EAPS 

Once the objectives of the EAP have been established and the population and scope of the 

program determined, the next step is to decide on the organization of the EAP program. 

There are a number of organizational decisions. First, the program could be organized at the 

mine, corporation, or consortium level. The rationale for setting up the organization (including 

goals and policies} at the mine level would be that off- the-job problems are very prevalent at 

the mine (compared to other mines in the company} and the mine in terms of size, region, or 

technology is different from the other mines. 

Most EAPs are set up at the corporation level. The issue is simply that EAPs should be 

available to all employees, the incidence of off-the-job problems probably appears in all mines, 

and that a centralized policy and program design probably provides better delivery of services 

and control of costs. 

Some companies have organized EAPs at the consortium level. This means that different 
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corporations fund, manage, and control a common EAP. This design occurs when a particular 

company's mines are spread over diverse rural areas, but in any one area there are a 

concentration of mines from different companies. 

The next organizational decision concerns who will provide what program services. The 

"who" refers to whether the services will be provided by the company or an outside vendor. 

The services refer to activities such as initial diagnosis, referral, treatment, monitoring follow­

up, and training. 

A basic decision concerns the degree to which the company will become involved in 

actually providing program services. For example, it may decide to develop an in-house 

program, to contract with an existing program or to obtain the services of an outside vendor 

to develop a new program. The relationship between the company and the outside program is 

similar to this relationship of a company to the provider of any other personnel benefit 

vendor, such as a medical insurer. For example, if a company purchases a group health 

insurance plan through Blue Cross, the company neither delivers medical services nor does it 

process insurance forms (beyond a basic level, perhaps). On the other hand, a company may 

decide to self-insure its medical benefits, in which case it is actively involved in certain 

screening and processing functions. Yet a different example is an organization that has its own 

medical facilities for providing most forms of medical treatment (perhaps the best example 

here is the U.S. military), in which case the organization is actively involved (through its 

medical unit) in the actual delivery of most services. 

There exist a number of providers of EAPs, some of whom are highly localized (e.g., one 

of the hospitals in the Pittsburgh area markets an EAP for Pittsburgh area companies), and 

some of whom are national in scope (e.g. , Human Affairs, Inc.). 

Most vendors of existing programs off er a relatively standard package available on a cost 

per employee, per year basis. A standard plan can be thought of as one which has limited 

flexibility in choice of the "options" available to fine tune the program to the company's or 
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the union's specific needs. That is, the plans' features are often limited. Such plans however, 

require very little additional burden to the company or the union in the sense that no 

additional personnel need to be hired to administer or deliver the program. Indeed, as noted 

above, the company may view the EAP as just another company benefit plan, and within that 

context, purchases and minimal administrative overview are typically provided by the same unit 

within the company that handles other benefits. 

Some companies, either because of size, resources, location, or beliefs about what ought to 

be included in a program, choose to develop programs that are almost completely in-house. 

Such programs may be very specifically fine-tuned to the company's needs. Clearly, however, 

they can also become quite expensive and specialized types of outside services (.e.g, 

detoxification) may still have to be purchased from outside vendors. 

Based on the relative amount of services provided by the company and by outside vendors, 

we can point out at least four different types of EAPs. These four are as follows 

Consultation Model 

I nhouse services: establish the credibility of the program; provide information aimed at 

problem identification; provide time-off for employee and supervisor training and awareness 

programs. 

Outside services: all problem identifications; all intakes and initial problem assessment; 

all counselling and other treatment; all referrals; all follow-ups. 

Assessment-Referral model 

I nhouse services: (in addition to the services noted in the consultation model) identify 

the existence of a client's general problem; provide general referral to a category of outside 

services; keep informed on client's progress; primary prevention training. 
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Outside services: specific problem identification; all counselling and other treatment; all 

referrals; all follow-up. 

Limited treatment model 

I nhouse services: (in addition to the services noted in the assessment-referral model) 

identify the specific nature of client's problems; counselling for more minor problems and 

referral to specific treatment agency for more important problems; primary prevention. 

Outside services: treatment for all but more minor problems; follow-up. 

Full treatment model 

I nhouse services: (in addition to the services noted in the limited treatment model) 

provide all but highly specialized treatment; follow-up. 

Outside services: provide highly specialized treatment services. 

The consultation model implies a commitment on the part of the company in terms of 

certain activities that will be provided by the company, in terms of the staff necessary to 

provide these activities, and in terms of the cost of the program. These types of programs are 

typically operated from a personnel off ice. 

As the degree of company involvement increases, so does its commitment to, and 

investment in, the program. In essence, the company must be willing to develop a separate 

function with its own staff, space, and budget Those companies that adopt full-treatment 

models are typically very large, and frequently place the EAP organization within the general 

area of responsibility of an existing medical department. The shift of locus from benefits or 

personnel to the medical department has several implications. First, the maintenance of 

confidentiality should be less of a problem because of the traditional doctor-client relationship. 

This may be offset, however, by the "visibility" or use of the program that occurs because of 
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a visit to the medical department. A second issue is more subtle. Physicians, who are likely 

to be involved in the providing of the EAP services may be predisposed to treatment modes 

that are medical in nature, although many of the problems that individuals may have may be 

more amenable to psychological treatments (or combined medical-psychological IJ10des). 

Two important caveats need to be mentioned. The first is that as company participation 

in the administration of the program increases, so do potential problems concerning the 

legitimate expectations of employees that their participation in the program remain confidential. 

That is, to the extent that persons within the firm have knowledge of who is in the program 

and what their course of participation in the program is, so is it that increased safeguards on 

access to this information must be effected. The second caveat is that administration of the 

sort needed by the "greater involvement models" requires specialists who may be difficult to 

employ or retain, or who may not have sufficient skill flexibility to engage in other company 

activities (e.g., administering other benefit plans) if their .time is not fully utilized by EAP 

administration. 

In general, it would appear as though the cost of higher-involvement programs is greater 

than the cost of lower-involvement programs. In addition to the cost, however, it may be the 

case that individual's use of a program may be reduced because of the potential client's belief 

that off-the-job problems are not things that they wish to share with any member of the 

company, even if they have a technical guarantee of confidentiality. 

Summary 

Most of the programs we have reviewed are the assessment-referral or limited treatment 

model. 

Design ~ .:. Location 

The physical location of the program is another important decision in the design of the 

program. Programs can be located on the company facilities or at an off-site. Some costs 

can be reduced by using existing on-site facilities such as a medical office. Also, if the 
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program operates at the work site, problems in commuting ·to the program are minimized. On 

the other hand, the operation of an EAP on the work site would reduce to some extent the 

confidentiality required for effective EAP operations. This is particularly true for self­

referrals who represent, from some of the data we collected, a fairly large portion of potential 

EAP clients. 

Summary 

There are both instances of on-site and off-site locations for EAPs in the mining industry. 

Design ~ .:_ The Role of the Union 

The position of the union can affect the degree to which employees use the EAP program 

and the overall effectiveness of the program. Firms vary in the extent to which the union 

gets involved in the design of the program. In some instances both parties can be involved in 

the inception and design of the program. In other instances the company designs the program 

and provides the union with information about the programs and seeks to elicit the union's 

cooperation. The extent to which the union becomes involved seems related to the nature of 

the general relationship between the company and the union. 

Summary 

There are instances of union initiated EAPs and management initiated EAPs. Management 

initiated programs which provide the union leaders and members' information about the 

objectives and operations of an EAP represent . the most common arrangement. 

Design §. .:_ Relationship To Other Policies 

The introduction of an EAP affects. other aspects of a company's human resource system. 

The operation of an EAP affects company policies about absenteeism, discipline, alcoholism, 

and drug usage. In designing a program, these policies need to be consistent with the thrust 

of the program. An EAP program also affects company medical benefit plans, since many of 

the referrals from an EAP require such service. Therefore, in designing a program, medical 

programs need to be reviewed to reflect the activities of an EAP. 
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UNDERSTANDING THE EFFECTIVENESS OF EMPLOYEE 
ASSISTANCE PROGRAMS 

The purpose of this section is to provide a framework for understanding the effectiveness 

of Employee Assistance Programs. The basic structure of this framework rests on three classes 

of variables--critical behaviors, causes, and strategies. Critical behaviors in the context of this 

research concern absenteeism, safety, and productivity. Absenteeism refers to whether employees 

come to work on scheduled production days. Safety behaviors refer to safety practices such as 

testing the roof, wearing protective glasses, and safety events such as accidents. Productivity 

refers to tons of coal produced over some resource factor such as time. Causes represent 

those factors that cause or determine the critical behaviors. That is, those factors that create 

greater or lower levels of absenteeism, accidents, or productivity. There are three general types 

of causes--off-the-job factors, on-the-job factors, and personal factors. Strategies represent 

those factors that affect the cause of the critical behaviors. In the context of this study, the 

strategies affect the causes in order to improve absenteeism, safety, and productivity. 

Figure 1 diagrams the relationships among these three classes of variables. 

FIGURE 1. - Causes, strategies, and critical behaviors 

Causes 

off-the job 
on-the-job 
personal 

-----------------------> 
~ 

Strategies 

Critical Behaviors 

absenteeism 
safety 
productivity 

The basic assumption is that different causes require different strategies. Unless the 

strategy fits the cause there will be not changes in the critical behaviors. This point will be 

elaborated below. 
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Figure 2 catalogs some of the different causes of the critical behaviors. On-the-job 

factors ref er to causes that are related to the job or organizational contexts. Off-the-job 

factors ref er to factors that occur generally outside of the job and organizational context 

Personal factors ref er to attributes that are unique to the individual° whether they are at work 

or outside of work. 

FIGURE 2. - Factors affecting critical work behaviors 

FACTOR 

ON-THE-JOB 
Supervision 
Pay Systems 
Organizational Goals 
Communication 
Job Stress 
Authority 
Labor-Manag·ement Relations 
Physical Conditions 
Policies 

OFF-THE-JOB 
Family Problems 
Marital Problems 
Financial Problems 
Legal Problems 
Alcohol Abuse 
Drug Abuse 

PERSONAL 
Skill 
Ability 
Motivation 
Tolerance for Stress 
Personality 

CRITICAL BEHAVIOR 

ABSENTEEISM 

SAFETY 

PRODUCTIVITY 

Under on-the-job factors there are a variety of causes that can impact any of the critical 

behaviors. Poor supervision can increase absenteeism, accidents, and lower productivity. Poor 

labor-management relationships can have the same effects. Job stress can directly increase 

absenteeism as a way of reducing stress. 

There are also a variety of off-the-job factors. Family or marital problems can increase 

accidents as the employee becomes less vigilant in his or her work habits. These off-the-job 

factors can increase the level of stress experienced by the employee which can also lead to 

absenteeism. Alcoholism and/or drug abuse can affect any of the critical behaviors. 
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Personal causes ref er to unique characteristics of the individual which affect the critical 

behaviors. Differences in individual ability, skill, and motivation can be associated with 

absenteeism, accidents, or low performance. 

The rationale for identifying different causes of the critical behaviors is that certain 

strategies are more effective in dealing with off-the-job causes than with on-the-job or 

personal causes. Figure 3 lists strategies by on-the-job, off-the-job, or personal causes. 

FIGURE 3. - Strategies for managing critical behaviors 

ON-THE-JOB STRATEGIES 

Supervisory Training 
Feedback 
Absentee Policies 
Job Redesign 
Absentee Plans 
Bonus Systems for Attendance, Performance 
Team Building 
Quality of Work Life Programs 
Safety Programs 

OFF-THE-JOB STRATEGIES 

Selection 
Employee Assistance Programs 
Medical Programs 
Flextime 
Transportation Programs 

PERSONAL 

Selection 
Employee Assistance Programs 

There are a number of important observations that can be drawn from Figure 3. First, 

there are a large number of different strategies available under the on-the-job or off-the-job 

categories. Second, while there are a large number of strategies, the effectiveness of any 

strategy depends on the nature of the cause. For example, if poor supervision contributes to 

absenteeism, then supervisor training, rather than job redesign,' would be a more effective 

strategy. That is, the strategy must fit the cause. 
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Figure 4 illustrates the issue of relating the strategy to the cause. If high absenteeism is 

caused by on-the-job factors, then on-the-job strategies should be implemented. If high 

absenteeism is caused by off-the-job factors, then off-the-job strategies should be used. The 

third issue which follows from the above discussion is that EAPs appear as strategies in the 

off-the-job and personal categories. This means that if the critical behaviors are affected by 

on-the-job causes, then EAPs will be a less powerful strategy. However, if the cause of 

absenteeism is primarily off-the-job, then EAPs may represent a desirable strategy. The 

important point is that EAPs are not a general strategy for improving critical behaviors; EAPs 

work on certain causes of off-the-job behaviors. 

FIGURE 4. - Fitting strategy to cause 

Critical Behavior Cause Possible Strategies 

CASE A 

High absenteeism ... On-the-job Supervisory training 
factors ... Interview feedback 

Absentee policies 

CASE B 

High absenteeism ... Off-the-job Selection 
factors ... Employee Assistance 

Programs 

Figure 5 summarizes the basic relationships in the framework elaborated in this discussion. 
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FIGURE 5. - Relationships among external factors and the 
critical behaviors 

On-The-Job Off-The-Job 

Absenteeism 

Temporary Assignments 

-------~ Accidents 

'---------,) Low Performance<:-----

The implications for this framework for the objective of this research --to examine the 

feasibility of EAPs in the coal industry--should be apparent. Our first task is to demonstrate 

the existence of off-the-job causes. We refer to this as determining the prevalence of the 

off-the-job factors that might contribute to the critical behaviors. After the frequency of 

these factors have been identified, we need to determine the extent to which they affect the 

critical behaviors. 

There is not a 1:1 correspondence between the existence of a factor and its impact on one 

of the critical behaviors. For example, an individual may experience family or marital 

problems, but these do not necessarily have to impact on the critical behaviors. The task is to 

determine the extent to which these factors affect. the critical behaviors. The next two sections 

in this analysis focus on prevalence and the extent to which these affect the critical behaviors. 

*** PREY ALENCE 

The purpose of this section is to determine the prevalence of off-the-job factors that 

might affect on-the-job "performance" defined in terms of absenteeism, safety, and 

productivity. Our focus, of course, is only on underground mining. That is, we want to 

determine the prevalence of these factors for that work population. The reason for assessing 

prevalence is that it will help us evaluate the feasibility of EAPs for the coal industry. If 

prevalence is low and not related to the critical work behaviors, then the argument for EAPs 

is less compelling. 
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Measuring and assessing prevalence is complicated. There are four major reasons why it is 

difficult to assess prevalence. First, issues of social desirability cloud any measurement of 

prevalence. Most of the off-the-job behaviors we have focuse,J on concern "inappropriate 

social behaviors" such as alcoholism and drug abuse. Behaviors such as these are typically 

underreported because they are not socially desirable. That is, people do not want to talk 

about these behaviors. Second, even if people were willing to state what they know about the 

frequency of these off-the-job behaviors, it is still difficult to know whether their estimates 

are accurate or valid. That is, since people with alcohol, drug, or marital problems are likely 

to hide any of the manifestations of these problems, it may be difficult to accurately estimate 

their occurrence even if other people (e.g., supervisor) were willing to talk about it. Third, 

when assessing prevalence data we are examining low frequency events. That is, we are talking 

about events in the 5% range, say for problem drinkers as opposed to 90% of the population. 

Given the low frequency phenomena it is probably harder to detect the existence or prevalence 

of these off-the-job behaviors. The last point concerns the aggregation issue. There is a 

tendency in reporting prevalence information on topics such as alcoholism to focus on aggregate 

levels such as the industry level or national level. Our experience is that aggregation clouds a 

lot of important variation at the mine level. That is, although we might report 5% of the 

industry exhibits a particular off-the-job problem, the range at the firm level might be quite 

great. This point suggests we should look at the range, as well as the average prevalence, of 

the phenomena under investigation. 

DEFINITION 

Prevalence refers to the frequency of occurrence of off-the-job factors that may affect 

on-the-job performance. The frequency is generally presented in percentages reflecting the 

number of people in a particular work force, exhibiting a particular off-the-job behavior (e.g. , 

alcoholism). We distinguish between two types of prevalence measures (1) the percentage of 

the work force exhibiting these behaviors, and (2) the percentage of the work force exhibiting 

these behaviors that may affect work performance. The critical distinction between the two 

types of prevalence is that the latter concerns incidences that affect on-the-job performance. 
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This percentage should be lower than the former, which simply reflects incidences that occur in 

the work force. 

The concept of off-the-job behaviors needs to be delineated in order to place the 

prevalence concept in operational form. For this study we have selected the following off­

the-job behaviors: alcoholism, drug usage, marital and family problems, emotional problems, 

and financial and legal problems. Alcoholism and drug usages were selected because they are 

the most common forms of substance abuse that may impinge on job performance. While we 

have arbitrarily defined these as off-the-job behaviors, we do acknowledge these substance 

abuses can occur on-the-job as well. Family and marital problems focus on husband-wife 

problems and problems with children or other dependents. Emotional problems ref er to 

psychological problems such as depression, stress, low self-esteem, and so on, which may affect 

on-the-job performance. Financial and legal problems ref er to topics such as high 

indebtedness, wage garnishments, problems with the law, and so on. 

We selected these dimensions because these are areas covered by EAPs in other industries. 

There · is information that they impact on-the-job behaviors. It is clear that these dimensions 

are not independent from each other. For example, marital problems may lead to alcoholism 

which may, in turn, lead to legal problems, or alcoholism could lead to marital problems which 

could in turn affect legal problems. 

METHODOLOGY 

Data for the prevalence investigation came from a national study conducted by the 

Carnegie-Mellon Coal Research Program and from record data of an EAP in coal mining (the 

HELP Program). The study was administered on an interview basis in 26 mines located in the 

eastern, mid western, and western coal fields. 
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Firm Level ----

The sample for this study was drawn at three different levels. First, we drew a sample of 

17 mining companies. The objective was to contact firms that: (1) were major producers and 

opinion leaders in the industry, and (2) had multiple mining operations. In selecting firms we 

also wanted to reflect geographical diversity. Our decision was to focus on eastern, 

midwestern, and western coal fields. 

The following firms agreed to participate: 

• Amax Coal Company 

• American Electric Power Company 

• Bethlehem Steel Corporation 

• Consolidation Coal Company 

• Eastern Associated Coal Corporation 

• Getty Oil 

• Island Creek Coal Company 

• Jones & Laughlin Steel Corporation 

• Kerr McGee Coal Corporation 

• Monterey Coal Company 

• North American Coal Corporation 

• Pennsylvania Mines Corporation 

• Pittston Company 

• Rochester & Pittsburgh 

• Valley Camp Coal Company 

• Westmoreland Coal Company 

• Zeigler Coal Company 

A cursory examination of the above list of firms indicates they are (1) some of the major 

producers of underground coal, (2) some of the major innovators in both the technical and 

human resource area, and (3) representative of different types of ownership. Some are 
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independent coal companies, others are coal operations in an energy company, and others are 

coal operations in a utility company. Only two firms refused to participate. From our 

knowledge of the coal industry and these two firms' relationships to that industry, there is 

nothing to indicate that the exclusion of these two firms would affect the results and 

generalization from this report. 

Our agreement with each firm was the following: For access to interviewing and company 

records we would . provide a summary of our study to the firm as well as any technical papers 

from our project. 

We also needed to secure union cooperation for this study. Contacts were initially made 

at the international level and later with individual districts. In discussions with the union we 

outlined the purpose of the study and then detailed the specific methodology for data 

collection. Two key attributes of our work were discussed in detail. First, participation in the 

study was voluntary. That is, we only wanted people to participate who were interested in the 

study. Second, all data were considered confidential whether it came from interviews, company 

records, or any other sources. This means that no information would be presented in any 

reports that identified individuals, work groups, or the company. 

These two rules were particularly important because they contributed to the high level of 

participation in this study. After approval was achieved at the district level, a presentation was 

made to the local union officers. Only after these individuals were briefed and agreed to 

participate was a particular site secured. 

I 
I 

To review, the sampling of firms was designed to select influential firms who had multiple I 
operations. Seventeen out of nineteen companies agreed to participate in this study. We think 

this high level of participation reflects their interests in human resource problems in this 

research program. Union support for the study was also an integral part of our design. We 

viewed our role as third party researchers requiring the support of both management and 

union. We received support from all three levels of the union -- international, district, and 

local. In no case did any district or local refuse to participate. 
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Sample - Mine Level 

For each firm we asked for a list of all their underground mines in the geographical areas 

we selected. The list included mine names and their characteristics. Our exclusion rule was 

not to select mines that (1) were to be closed down (within 1 - 3 years), (2) were just starting 

up (within 1 - 3 years), and (3) were primarily on the "spot" market. That is, we did not 

select mines where there was a lot of volatility about demand for their product. 

We selected mines on criteria such as size, geographical area, and types of technology. 

Very few of the mines were small in size (less than 100 employees) so the low end of mines 

in our sample was between 100 to 250. Medium size mines were in the 250 to 400 range, and 

a group of the mines were in the greater than 400 category. The general rule for geographical 

location was to find mines in the eastern, midwestern, and western coal fields. The more 

specific rule was to get multiple mines within the same UMW A district. Since we. had to get 

permission from the companies and union to do our study, there were economies of scale in 

identifying mines within UMWA districts. The following districts were included: 2, 4, 12, 17, 

22, 28, and 31. 

Totally we sampled 26 mines. The geographical distribution of these mines appear in Table 

1. While we covered three of the major coal areas in the United States, we obviously selected 

more from the eastern coal fields. The reasons for that were (1) the major companies we 

selected had more mines in this area, and (2) we wanted to control travel costs. Sending an 

interviewing team to a mine is a costly undertaking. 
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TABLE 1. - Distribution of mines by geographical area 

Category Label 

Pennsylvania 

Virginia/West Virginia 

West 

Illinois 

( % ) 

23 

42 

15 

19 

100 

Table 2 shows the distributions of the mines by size. Again. we drew a representative 

sample of mines from the population of mines represented by our 17 companies. But the 

distribution of size obviously is not representative of underground coal mines in the United 

States. For example, there are large numbers of small mines (e.g. , under 100), managed by 

independent - family operators. We intentionally did not go after this group for several 

reasons which are listed below. 

TABLE 2. - Distribution of mines by size 

Category Label 

< 250 

250 - 400 

> 400 

( % ) 

31 

31 

38 

100 

1. There was nothing inherent in the size of a mine that was important for some of 

our research questions. 

2. This type of mine was not likely to be an opinion leader. 

3. It was more efficient to work with the companies in our sample since they had 

multiple operations (few mines under 100) and one presentation for participation 

might generate several mines. 

Table 3 shows the distribution of mines by type of technology. 

I 
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TABLE 3. - Distribution of mines by type of technology 

Category Label 

Conventional/Continuous 

Continuous Only 

Continuous/Longwall 

( % ) 

8 

46 

46 

100 

All the mines had continuous mining operations. There was one mine that had primarily 

conventional technology but, this type of equipment was being phased out. 

Since this study was conducted over a four year period, we present the year data was 

collected from each mine. It is important to distinguish between the data we collected and 

company record data (e.g., absenteeism). In all cases we collected interview data at only one 

point in time. Record data for any mine may have covered multiple years. 

Sampling Within A Mine 

The procedure for sampling people at a mine was affected by the following rules: (1) 

Because of the nature of our research question, our primary focus was on the underground 

crews (vs. cleaning plant people). (2) Most firms wanted us in and out as quickly as possible, 

and (3) One-on-one discussions are expensive, so we needed to limit the number of people in 

our sample per mine. Given these constraints, we first obtained a list of all production crews 

by section and shift. In each mine we attempted to interview at least 12 - 14 crews. In 

some mines this meant we interviewed all crews. In large mines typically this meant we talked 

with 50% of the crews. When we sampled crews the first strategy was to sample within a 

section so we got all the interdependent crews. The second strategy was to pick sections that 

varied in terms of physical conditions. Additionally, we looked for sections that varied in 

terms of productivity. 

Once the sections had been selected, a schedule was created that assigned interviewers to a 

crew. The rule was to interview all of the crews in a given section, so interviewing occurred 
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across all the production shifts. In each crew the interviewer worked with the crew foreman 

in identifying interviewees. The rule was to talk to a representative sample of the crew. This 

meant interviewing at least one person from the major jobs. So it was better to interview one 

car person and one bolter than two bolters. This procedure worked fairly well as we generally 

were able to interview one person from each job category. Table 4 shows interviewees by job 

category. 

TABLE 4. - Interviewees by job category 

Category Label 

Miner Operator 
Miner Helper 
Roof Bolter 
Roof Bolter Helper 
Shuttle Car Operator 
Mechanic/Electrician 
General Inside 
Scoop Operator 
Face or Utility 
Outside Job 
Supply Man 
Boom Man 

, Shot Fireman 
Brattice/Ventilation 
Pan Loader 
Shearer 
Shearer Helper 
Jack Setter 
Chockman 
Longwall Utility 
Tailgate/Headgate 
Longwall Mechanic 
Rockminer 
Other 

( % ) 

11.53 
6.63 

17.02 
4.54 

19.32 
11.17 
8.94 
2.31 
4.11 

.43 

.94 

.94 

.58 

.65 
3.10 
1.80 

.22 

.36 

. 14 

.94 

.29 
1.59 

.22 
2.23 

100.00 

It is important for the reader to know that the sample was affected by the realities of the 

mining operation rather than by sampling theory. While we had clear sampling rules, the day­

to-day events of production and safety concerns affected what happened. If there was a roof 

fall and the foreman needed manpower, the interview stopped. If a federal inspector wanted 

something done, our work was affected. We agreed to go into a section only once a shift. In 

most cases this meant a full 8 hours of interviewing. There were times when that was not 

true. 
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The actual interviewing time varied in terms of the length of the interview and the 

respondent. Different interviews were used for different mines because the research questions 

varied. However, in all cases, there were some common core items. In general, interviews 

lasted between 45 - 60 minutes. At this rate, given time to travel in and out of the section 

and time for lunch, we interviewed a maximum of 6 or 7 people per crew per shift. We 

interviewed up to 14 shifts per mine. The total interviews per mine were in the 70 - 80% 

range 

Interviews were also conducted with foremen and senior managers at the mine. The 

purpose of these interviews were to obtain descriptive information about the technological, 

organizational, and management policies of the mine as well as prevalence data. 

The Interview 

Data for this research program were gathered from a structured interview. Typically, this 

interview was administered on a 1:1 basis in the back area of a mining section. The time for 

an individual interview was approximately 45 minutes to an hour. 

The interview was selected as the principle data collection instrument because we wanted to 

maximize the respondent's motivation to participate and to produce quality information. 

Mining has its own particular culture. We are outsiders in that culture. So it appeared that a 

personal interview in the workers' own territory (i.e., the mining section) would maximize the 

quality of the data. We rejected a mail self-administered questionnaire outside of work time 

because of a low expected response rate. Also, we rejected a self-administered questionnaire at 

work because: (1) most managers were unwilling to hold a large number of miners on the 

surface for such an administration, (2) some of our questions were too complex for this 

format, and (3) some of our questions were too high in social desirability (e.g., questions about 

drug or alcohol use) for a self administered format. A good personal interview provided 

better control on these questions. 
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The initial content of the interview was the same for each mine. The opening section 

explained the purpose of the study and stated the rules of confidentiality and the voluntary 

nature of participating in the study. The next section concerned job demographic 

characteristics of the individual. The following section tapped the global satisfaction of the 

individual toward a variety of job factors such as pay, supervision, the company, and so on. 

Other common content areas that appear in most interviews include: 

• safety 

• motivation 

• organization 

• crew characteristics 

• labor-management relations 

• incentive plans 

• community 

• personal demographics 

• prevalence 

While there are common areas, the content of the interview also varied in terms of the 

purpose of the study. In some mines we emphasized safety, in others we focused on bonus 

plans, while in other mines there were questions dealing with off-the-job behaviors (e.g. , 

alcoholism) that affect on-the-job performance. The basic point is that the content of the 

interview varied across mines. 

As we review results in this report the frequency of individuals answering question will 

vary by mine. 

The form of the interview is common across all the interviews. Basically there are a set 

of items. Most items are in a structured format The interviewer reads a question and then 

hands the interviewee a card. The card contains a fixed set of responses (e.g. , strongly agree, 

agree, slightly agree, and so on), and the interviewee selects the appropriate responses. More 
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than 80 percent of the questions are in this structured format The other format is 

semistructured items. In this case the interviewer asks a standard question: "how can you 

improve safety at this mine?" The interviewee responds by generating a variety of action 

alternatives. This open ended format generates different answers for different respondents. 

Interviewers and Training 

The interviewers for this study were recruited from the mining program at the University 

of Pittsburgh and the doctoral program at the Graduate School of Industrial Administration at 

Carnegie-Mellon University. Interviewing training was intensive. It lasted for a six week 

period with 2 training session a week for approximately 2 hours each. After basic training in 

interview concepts, role playing was used extensively. 

The goal of the training was to impart general interviewing skills (e.g., probing, listening), 

and at the same time impart a common set of rules about the number of probes, how to 

clarify a question, and so on. If gaps of several ·months appeared in our interviewing 

schedule, retraining was initiated as a refresher. 

Interview Procedure 

We have already suggested the nature of the interview process. Prior to any interviewing 

the purpose and nature of the interviews was communicated to labor and management. 

Announcements of our visit appeared at least a week prior to our visit. Our interviewing 

schedule designating interviewers by crew by shift was also available prior to our visit. When 

the interview process started each interviewer would seek out the foreman of the crew to 

which they had been assigned. The interviewer would go in with the crew and restate the 

purpose of the study to the crew prior to the beginning of production work. Then the 

interviewer would wait for the foreman to ask people in the crew to participate. His selection 

depended on factors such as downtime, production and safety problems, and so on. After the 

interview was completed, the miner would inform the foreman and a new individual would be 
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asked. Across all of the mines there was· a high degree of cooperation with · the union and 

management and our team. 

We also conducted interviews in the community with doctors. Table 5 summarizes the 

basic data sources for our analysis on prevalence. 

TABLE 5. - Prevalence - data sources 

Miners 

Foremen 

Superintendents 

Doctors 

Interviews 

Interviews 

Interviews 

Interviews 

In the introduction of this section we pointed to problems inherent in collecting data about 

prevalence. In designing this research effort we tried to minimize many of these problems. 

Table 6 summarizes the strategies we used to improve the quality of the prevalence data. 

TABLE 6. - Quality of Prevalence Data 

Permission - Management and Union 

Trained Interviewers 

Rapport and Trust Established 

No Names - Confidentiality 

Multiple Respondents (Miners, Managers, Doctors) 

RESULTS 

In this section we examine different types of prevalence data. Table 7 presents estimates 

by doctors, superintendents, and foremen of alcohol consumption of miners. The 

superintendents and foremen , of course, came from the mines where we were interviewing. 

We identified the sample of doctors from a list of medical personnel and also through the 

telephone book. The criteria for selecting doctors was whether they had miners as patients. 
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Since most of the miners were located in small communities, it was not difficult to locate the 

general family doctors. The question for Table 7 is: "Of the miners that you know, what 

percentage do you think never drink alcoholic beverages, drinks at least once a week, drinks at 

least once a day, and drinks more than once a day?" Since this question was presented in an 

interview format it was possible to clarify any problems in interpretation. Alcoholic 

consumption includes beer and wine. "Drinks at least once a week" could range from 1 - 6 

days. "Drinks more than once a day" means at different sittings. 

TABLE 7. - Estimated alcohol consumption 

% of mines Doctors Superintendents Foremen 

Never drink 23 22 20 

Drinks once 
a week 62 54 56 

Drinks once 
a day 26 18 30 

Drinks more than 
once a day 08 15 N/A 

The estimates indicate reasonable convergent validity. About a fifth of the miners are 

estimated not to drink. The majority drink during the 1-6 day period. (Since the data are 

averages of percentage estimates, we do not expect, for example, all the doctors' estimates to 

add to 100%. Pay attention to the relative magnitudes.) 

The reader should note this table is only about estimate consumption and does not speak 

to the problem drinker or alcoholic. 

Table 8 examines drinking patterns around work. The question is: "Of all the miners you 

know, what percent drink some alcoholic beverages before they come to work, during work, or 

after work?" (Each category, e.g., drink before work, was asked as a separate question. No 

instructions were given to make the estimates add to 100%.) Doctors were not asked this 

question because it was unlikely they would have knowledge about drinking behavior on-the-job 

or around work time. 



52 

TABLE 10. - Estimated drug usage 

(% saying yes) 

Did you know any miners 
in the past year who ... 

Used illegal drugs 
on-the-job 

Came to work showing 
the effects of 
illegal drugs 

Came to work greatly 
under the influence of 
illegal drugs; unable to 
do the job adequately 

came to work greatly 
under the influence of 
legal drugs; unable to 
do the job adequately 

Superintendent 

30% 

64% 

27% 

50% 

Foremen 

15% 

40% 

16% 

12% 

In reviewing the data, it appears that the superintendents are more likely to report drug 

usage than the foremen. In the other tables, there was good convergence among these raters. 

One explanation for this difference may be that all people we talked with stated drug usages 

was harder to verify, but if a case was verified, it would be more likely to come to the 

superintendent rather than the foreman. There are a number of interesting points in this table 

as contrasted with Table 9. (1) More superintendents and foremen report drug use on the job 

versus alcohol usage on the job. (The drug usage ref erred primarily to is pill taking versus 

smoking any substance.) (2) Fewer superintendents and foremen report that illegal drug usage 

interferes with adequate performance. Compared to alcohol usage, however, both 

superintendents and foremen report that incidents of both alcoholism and drugs (illegal or 

legal) affect job performance. 

Table 11 examines the prevalence question from the point of view of the miners. We 

asked the following question: 



MINE 4 

MINE 5 

MINE 6 

MINE 7 

MINE 8 

MINE 9 

MINE 10 

MINE 11 

MINE 12 

MINE 13 

MINE 14 

MINE 15 

MINE 16 

MINE 17 

MINE 18 

MINE 19 
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"In the past year, have any miners in this mine had 

persistent alcohol problems that affected their job 

performance (defined in terms of work performance, absenteeism, 

and safety)? If yes, how many different miners? You said 

there were 

shift, or crew?" 

different miners. Was that for the whole mine, 

TABLE 11. - Prevalence of off-the-job factors 

(in percentage form) 

ALCOHOL DRUGS FAMILY/ EMOTIONAL LEGAL/ 
MARITAL FINANCIAL 

0.18 0.54 N/A N/A N/A 

1.20 1.01 N/A N/A N/A 

1.25 1.04 N/A N/A N/A 

1.00 1.24 N/A N/A N/A 

0.26 0.17 N/A N/A N/A 

2.19 2.92 1.66 2.41 4.41 

0.18 0.55 0.57 0.43 0.43 

0.65 0.96 3.98 0.68 0.68 

0.57 0.96 3.08 0.47 o. 71 

0.46 1.05 1.67 0.72 1.13 

1.14 1.30 2.36 1.32 2.55 

0.34 0.30 0.93 0.22 1.71 

0.35 1.43 0. 77 0.54 0.94 

0.34 0.57 0.28 0.03 0.23 

1.43 0.09 1.51 0.51 0.14 

0.22 0.26 1.16 0.26 0.78 



MINE 20 

MINE 21 

MINE 22 

MINE 23 

MINE 24 

MINE 25 

MINE 27 
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TABLE 11. - Prevalence of off-the-job factors--continued 

(in percentage form) 

ALCOHOL DRUGS FAMILY/ EMOTIONAL 
MARITAL 

3.32 3.29 3.50 2.62 

0.68 0.84 2.65 0.96 

0.73 2.84 3.30 1.60 

1.65 5.00 2.47 1.89 

2.02 7.99 5.56 8.14 

2.67 0.85 3.23 0.84 

2. 71 1.11 3.15 1.83 

LEGAL/ 
FINANCIAL 

4.04 

1.81 

2.29 

1.95 

8.041 

N/A 

N/A 

This question was then repeated for: drug problems, family or marital problems, emotional 

problems, and financial or legal problems. The question about crew, shift or mine was used to 

determine the base for determining the percentage. The reader should note: (1) We asked 

miners to respond about what they know about others. (2) We are asking the restricted 

prevalence question. That is, we asked about how many incidences of persistent alcoholism 

occurred that affected performance, rather than how many incidences occurred. This data in 

the table represent average percentage estimates of the people in the mine who exhibit an off­

the-job behavior that might affect performance. The range of the estimates are also presented 

per mine. 

There are a number of general observations that can be drawn from the table: (1) Across 

all the miners the prevalence of these off-the-job behaviors is relatively low -- in the 1 - 5% 

range. (2) There is variation between mines. For example, the prevalence of alcoholism in 

mine 4 is different from mine 27. (3) There is variance in the ranges within a mine. That 

is, miners vary in their estimates of prevalence within a given mine on a given topic. For 

example, in mine 27 the estimates of alcoholism prevalence varied from O - 20. However, a 

,,, . 
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close examination of the distribution of estimates in this case and in others in the table 

indicated there are "outlyer estimates," but the majority of the estimates fall around the 

reported average percentage estimate. 

Table 12 summarizes the data in Table 11 in terms of ranges of average percent prevalence 

by mines. For example, the prevalence of alcoholism appears to be in the 1 - 3% range 

across the mines we studied. Table 13 summarizes the data from Table 11 in terms of the 

size of mine. There are no major trends by size. Table 14 summarizes the data in Table 11 

in terms of geographical area. Again, there are no major trends. 

TABLE 12. Prevalence Ranges - mines 

Alcohol 

Drugs 

Family/Marital 

Emotional 

Legal/Financial 

(1% - 3% 

(1% - 3% 

(1% - 3-4% 

(1% - 2% 

(1% - 3% 

TABLE 13. - Prevalence X size - miners 

< 250 250 - 400 

Alcoholism 1% 1% 

Drugs 2-3% 2% 

Family/ 
Marital N/A N/A 

Emotional N/A 1-2% 

Financial/ 
Legal N/A 2% 

> 400 

1% 

1% 

N/A 

1% 

2% 
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TABLE 16. - Accident causes 

(% saying moderate to primary cause) 

Doctors Superintendents Foremen 

Carel essness 99 99 86 

Bad luck 14 -- 13 

Work medical problem -- -- 13 

Nonwork medical 12 9 8 

Short cuts 83 90 80 

Emotional 12 9 16 

Family/Marital 18 9 21 

Alcohol 18 -- 10 

Legal -- 10 6 

Other job 20 9 10 

Lack of training 17 9 1 7 

Sloppy housekeeping 33 45 37 

Temporary assignments 25 70 65 

Drugs -- 8 7 

The major causes of accidents which appear in this table are carelessness, taking short cuts, 

and temporary assignments. The first two represent characteristics of individual activities that 

are not specifically related to off-the-job behaviors. That is, one can be careless whether they 

have a persistent alcohol problem or not. Assigning miner's a temporary job is an on-the-job 

cause. One basic conclusion of the table is that the off-the-job factors we reviewed are not 

considered by doctors, superintendents, or foremen to be the major causes of accidents. 

Table 17 presents data on superintendents and foremen's ratings on cause of poor job 

performance. Doctors are omitted in this analysi~ because they would not have access to data 

about job performance. The table indicates that bad work attitudes and carelessness accounts 
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for most of the poor job performance. The off-the-job factors we have examined do not 

seem to be rated as important causes of poor job performance. 

TABLE 17. - Job performance causes 

(% saying moderate to primary causes) 

Bad attitude 

Lack of training 

Carelessness 

Medical work problems 

Nonwork medical 

Emotional 

Alcohol 

Drug 

Legal 

Other job 

Superintendents 

84 

8 

83 

8 

10 

9 

9 

9 

Foremen 

74 

13 

59 

10 

7 

10 

12 

8 

5 , 

13 

The next set of tables focus on the miners. We asked them to what extent a set of 

factors were the primary cause for the absenteeism over the past year. The following tables 

from the mine interviews are arranged in terms of factors and a five point rating scale. 

Table 18 shows that slightly more than 50% of the miners felt accidents were at least 

important or extremely important as a cause of absenteeism. Table 19 indicates similar results 

for personal illness. Tables 20 examines the affect of spouse or children's illness on 

absenteeism of the respondent. 46% see a relationship between family illness and their 

absenteeism. 



62 

TABLE 18. - How important were accidents as a cause for your 
absenteeism during the past year or two? 

Extremely important 

Very important 

Somewhat important 

Slightly important 

Not important 

27.6% 

17.3% 

6.6% 

8.7% 

39.8% 

TABLE 19. - How important was personal illness as a cause for 
your absenteeism during the past year or two? 

Extremely important 

Very important 

Somewhat important 

Slightly important 

Not important 

14.5% 

23.2% 

20.2% 

18.4% 

23.7% 

TABLE 20. - How important was family illness as a cause for your 
absenteeism during the past year or two? 

Extremely important 

Very important 

Some,what important 

Slightly important 

Not important 

14.4% 

19.3% 

12.3% 

15.0% 

39.0% 

Miners report that hangovers were not a primary cause of their absenteeism (Table 21). A 

somewhat higher percentage (28%) view family or marital problems as a cause of absenteeism 

(Table 22). Financial and legal problems are reported by 29% of the respondents as at least 

somewhat important as a cause of absenteeism (Table 23). 
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TABLE 21. - How important were hangovers as a cause for your 
absenteeism during the past year or two? 

Extremely important 

Very important 

Somewhat important 

Slightly important 

Not important 

9 ~ 
• 0 

3.2% 

4.2% 

8.3% 

83.4% 

TABLE 22. - How important were family or marital problems as a 
cause for your absenteeism during the past year or two? 

Extremely important 

Very important 

Somewhat important 

Slightly important 

Not important 

7.7% 

10.9% 

9.9% 

11.9% 

59.6% 

TABLE 23. - How important were legal or financial problems as 
a cause for your absenteeism during the past year or two? 

Extremely important 

Very important 

Somewhat important 

Slightly important 

Not important 

6.7% 

11. 7% 

11.2% 

13.6% 

56.8% 

DISCUSSION 

The data in this section review the perceived connection between the off-the-job behaviors 

and the three critical behaviors. According to the doctors, superintendents, and foreman, off­

the-job behaviors such as alcoholism, drugs, family, emotional and legal problems were not the 

primary cause of accidents, absenteeism, and poor performance. In reviewing the miners' 

responses to these same factors we find similar results. They do not see these factors as the 

. primary cause of their absenteeism. We did not ask miners for their ratings on accidents or 

job performance because of time limitations in the interview. 
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An important question is how do we interpret these data. Basically the data says that off­

the-job factors such as alcoholism or family problems are not the primary reasons explaining 

absenteeism, accidents, or poor job performance. That does not mean that these factors have 

no effect on absenteeism, accidents or performance. Consider the following example. Mine 

"A" has 250 employees. Lets assume that 2% of that group has persistent alcohol problems. If 

we interviewed these 5 individuals we would expect they would more likely say alcoholism 

affects absenteeism. If we interviewed the other 245 employees we would expect them not to 

report that alcoholism affects their absenteeism. So if we looked at the data at this mine or a 

sample of similar mines, we would not expect a large percentage of respondents to state that 

alcoholism is a major cause of their absenteeism, accidents, or performance. 

Another important qualification is that the increase of alcohol problems or family problems 

does not necessarily mean that we will find an increase in absenteeism, accidents or poor 

performance. People manage these problems in many ways. The existence of these factors 

will have a consequence on people's behavior, but that does not mean the consequences will be 

seen in higher levels of absenteeism or accidents. The point is that this data is consistent with 

the data from the prior section. It basically says that off-the-job problems (e.g., alcoholism) 

exist in the mining community; the rates are low, but this is consistent with other work 

populations. These factors can have a consequence for absenteeism, accidents and turnover, but 

they are not the primary explanatory variable of absenteeism, accidents, and poor job 

performance. 

Another way to think about this is that we are talking about low frequency events that can 

have organizational consequences. Low frequency events can have important organizational 

consequences. If one of the 5 miners in our previous example had a serious injury or fatality, 

the costs to the coal company could be substantial. So while it appears that these off-the-job 

factors are not the primary cause of absenteeism across the whole work force, they can be 

important for some members of the work force. Thus, low frequency groups can have 

important cost implications for the company. 
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The data we have presented in this section and the previous one are limited to peoples' 

perceptions rather than actually being able to examine in a more objective fashion, whether 

rates of absenteeism of people with family problems are greater than those with no family 

problems. We have some data on this topic and it will be presented in a later section. The 

reader should again review Table 6. While we have been reporting subjective estimates, 

reasonable care has been given to be sure that it is high quality data. 

*** BASIC ISSUES AND STRATEGIES FOR EVALUATING EAPS 

This section outlines some of the basic issues and strategies for evaluating EAPs. Our 

model could be used by anyone interested in evaluating the effectiveness of EAPs. We will 

apply this model to evaluating the HELP Program--one of the few examples of EAPs in 

underground coal mining. 

This section outlines some of the issues and strategies for evaluating EAPs. The task is 

quite complex, but we should be able to evaluate the effectiveness of an EAP. They are 

designed to bring about changes in the organization. 

ISSUES IN ASSESSING EAPS 

Areas for Evaluation. A basic issue in assessing EAPs is delineating the areas for 

evaluation or in specifying the general evaluation model. Should one look primarily at 

economic areas such as costs of absenteeism, or at other areas such as labor-management 

relations, morale, and so on? Should one look at direct effects such as reduction in 

absenteeism and/ or indirect effects such as improvement in productivity from reduction in 

absenteeism? Should one examine the intangible benefits such as improved morale? Some 

approaches to evaluating EAPs focus solely on results such as reduction of costs, while others 

focus on evaluating activities within the program such as the quality of referrals or counselling. 

Should one look at results, activities, or some combination? 

Level of Analysis/Boundaries. In assessing an EAP we could focus on several different 

levels of analysis: the individual, the firm, or the community. Since EAPs provide treatment 
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to individuals, this could be one obvious unit of analysis. The funding for an EAP comes 

from the firm so that would be another possible level. That is, we would evaluate the benefits 

and costs to the firm. Since EAPs try to resolve mental health issues, and since communities 

provide services for mental health activities, the impact of the EAP may spill over into the 

community. So we could analyze the benefits of EAPs to the community. 

The boundary issue concerns how broad a perspective we should take in evaluating the 

effects of an EAP. The immediate impact of the EAP is on the individual. Changes in the 

individual's behavior may affect the work organization and this would be one boundary. 

However, the changes in individual work behavior may affect the family, the community, or 

other possible boundaries. For example, if we evaluate an EAP from the perspective of the 

firm, we could assess effects only in the work area or extend the boundary to non work areas. 

The question in assessment is defining the boundaries for assessing effects of EAPs. 

Constituencies. When we assess the effectiveness of any program, it is important to reflect 

that the meaning of effectiveness will vary with the perspective of any particular constituency. 

That is, different constituencies can evaluate the effectiveness of any program differently. 

Some of the possible constituencies in an EAP include the individual being treated, the firm, 

the professional operating the EAP, the community services that receive referrals from the 

EAP, the family, the union, and so on. Prior to assessing an EAP some delineation of the 

appropriate constituencies is necessary. 

Time Frame. EAPs deliver services to clients that do not have immediate effects. 

Rehabilitation for alcoholism or drug abuse takes time and there is a real possibility of a 

success case returning to the earlier form of abuse. So the time period selected for evaluating 

an EAP can affect the reported results. If a very short time period is selected (i.e., examining 

clients who have been in a program for three months), treatment is unlikely to be completed, 

and one will underestimate any effects of the program. On the other hand, some evaluations 

trace clients over a five-year period. The problem in this type of evaluation is that the EAP, 
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the organization, or other factors (e.g., supervision, family composition), might have changed 

and then assessment of the EAP's effects on clients is much more difficult. 

Interpreting Indicators of Effectiveness. In evaluating EAPs there is a variety of indicators 

that can be used to assess the program's effectiveness. Changes in absenteeism, accidents, 

referral effectiveness, penetration ratios are all possible indicators of an EAP's effectiveness. 

There are two issues in the use of these indicators. First, should they be combined into some 

global summary indicator? This strategy is represented in the typical cost benefit analysis 

where a variety of benefits and costs are combined into a single indicator. An alternative 

strategy is to present each indicator individually and let the reader do the aggregating. The 

advantage of the latter strategy is that it permits different people to weigh the · indicators 

differently. 

Another issue concerns the functional relationship between any indicator of interpretation 

and effectiveness. That is, if the absentee rate of an EAP client goes down, does the 

pronouncement of effectiveness go up? It is unlikely that there is a simple linear function 

between all the indicators and effectiveness. 

GENERAL EV ALU A TI ON MODEL 

To evaluate the effectiveness of an EAP it is necessary to propose a general evaluation 

model. This model permits a way to organize the evaluation. It charts out the basic 

categories of variables and their interrelationships. 

Our model, developed from prior work, (_§_) examines three categories of variables: inputs, 

processes, and outcomes. Figure 1 presents these basic categories with some illustrative 

variables. 

Inputs concern the client population using EAP services. Whether voluntary or 

involuntary, inputs are clients who are being "treated" in some way by the EAP. One way to 

assess the effectiveness of an EAP is to determine whether organizational members are aware 
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of and motivated to use the EAP. The more the relevant population (i.e., those requiring EAP 

services) uses the EAP, the more effective the program is in terms of attracting the 

appropriate clients. 

Processes represent the specific services provided by the EAP. These services would 

include diagnosis, referral, follow-up, treatment, training, and so on. One way to assess the 

effectiveness of an EAP is by the quality of services provided. If EAP personnel made 

incorrect diagnoses or poor follow-up, then the program would be less effective. Note, the 

relationship between inputs and processes could be treated independently or interdependently. 

That is, we could simply assess the quality of services independent of the nature of the inputs, 

or we could trace the effects of inputs on services. Simply, the quality of inputs may affect 

the quality of the processes. For example, for EAPs receiving minor drug abuse cases it may 

be easier to demonstrate higher quality of services rendered than with a program receiving 

severe drug abuse cases. 

Outcomes represent worker behaviors that can be affected by the EAP. Typical outcome 

variables would include absenteeism, turnover, accidents, etc. One of the basic goals · of most 

EAPs is to resolve the off-the-job problem (e.g. , marital) in order to reduce absenteeism, 

turnover, accidents, and so on. 

This three-factor model is presented because: 1) it is comprehensive; 2) it permits 

examining each factor in its own right; and 3) it acknowledges the interrelationship among the 

three factors. The quality of inputs will affect processes and outcomes. More difficult cases 

over time will make it more difficult to demonstrate good outcome results. Similarly, the 

quality of the outcomes can affect inputs and processes. Success in outcomes may encourage 

supervisors to ref er new clients or for potential clients to enter the EAP program. The quality 

of these inputs can, in turn, affect processes and outcomes. 

I 
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OPERATIONALIZATION OF VARIABLES 

The three-factor model in figure 1 presents a general way to organize the variables for 

evaluating an EAP. In this section we identify the critical variables to be included in an EAP 

and suggest operational forms. 

Inputs 

The client population constitutes the inputs to an EAP. The rationale for including inputs 

in an evaluation of assistance programs is based on the fact that a program's ability to reach 

and engage the focal population constitutes an indicator of its effectiveness. Clearly, programs 

which have involved the relevant employees or family members are more effective than those 

which have not. Thus, one method of assessing effectiveness is to determine the degree to 

which the individuals who need program services are aware of and utilize these services. The 

following discussion presents possible strategies for describing and measuring inputs. 

Categories. The client population is composed of the total number of employees or family 

members who have used EAP services within a given time period. A characterization of the 

client population includes: 

• demographic characteristics -- age, sex, race, and marital status 

• type of client -- direct (employee) or indirect (employee's family member) 

• job information (for direct clients) -- job classification, wage level, and length of 

company service 

• type of behavioral/medical problem -- chemical dependency, mental health, 

marital/family, medical, financial, legal, job-related, or other 

• source of referral to the EAP -- self, management, medical, union, family member, 

co-worker, or other 

Frequencies and Patterns. Once the categories are specified, the patterns and frequencies 

of inputs with respect to these categories can be determined (e.g., the distribution of direct 

and indirect clients). This descriptive data provides the information required to compare 
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different EAPs. Furthermore, the patterns and frequencies of inputs can be compared with the 

population composed of all employees and family members. This provides a characterization of 

program utilization by category (e.g., 20% of the blue collar employees versus 5% of the white 

collar employees have used program services). Descriptions of program utilization may reveal 

biases in the distribution of the client population. For example, utilization ratios may indicate 

that the EAP has involved a considerable proportion of blue collar employees but has not 

reached white collar empl_oyees. Assuming that the need for EAP services is equivalent across 

organizational levels, this would indicate that the EAP has been ineffective with respect to 

white collar employees in the sense of not attracting the relevant individuals from this 

employee subgroup. The source of information for calculating utilization ratios is company and 

EAP records. 

Other Indicators of Effectiveness. Penetration rates are a common measure of program 

effectiveness. This measure indicates the fraction of the relevant population in the EAP during 

a given time period. Penetration rates can be calculated as follows: 

Penetration Rate= U/TXF 

where U = the number of employees (and family members) who use EAP services within a 

given time period. This includes both new and returning clients. T = the number of employees 

(and family members) in the given time period. This is calculated as the number of employees 

{and family members) at the beginning of the time period plus those hired (and the family 

members of those hired) during the time period. F = the fraction of the employees (and 

family members) estimated to have a problem within the scope of the EAP (7). This value 

includes recidivists but does not include those previously cured by the EAP. Thus, in addition 

to varying with the type of problem being considered, the value of F also varies with the cure 

rate. 

Calculated in this manner, penetration rates represent the degree to which the EAP engages 

the relevant population in a given time period. Penetration rates for multiple time periods can 

be examined to determine patterns or trends. For example, has program penetration increased 
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or decreased between the second and fifth year of the EAP? The variables in the above 

equation can be estimated by examining EAP and company records and interview data; U and 

T can be derived from EAP and company records, and F can be calculated on the basis of 

interview data. 

Before employees or family members can utilize program services, they must be aware of 

these services. Clearly, an EAP cannot be effective unless program services are known about 

by relevant employees and family members. Thus, the degree to which employees and family 

members are aware of the EAP constitutes another indicator of effectiveness. Because 

awareness is a necessary condition for utilization, this indicator can be termed potential 

utilization. This statistic can be calculated as follows: 

Potential Utilization Rate= U /T 
• a 

where U = the number of employees (and family members) who become aware of the EAP in 
a 

a given time period. T = the number of employees (and family members) in the given time 
a 

period. This is calculated as the number of employees (and family members) at the beginning 

of the time period plus those nired (and the family members of those hired) during the time 

period, minus those who were previously aware of the program. 

Calculated in this manner, potential utilization rates represent the extent to which 

employees and family members become aware of the EAP during a given time period. Similar 

to penetration rates, this · statistic can be employed to examine patterns and trends in potential 

utilization over multiple time periods. For example, how is awareness of the EAP related to 

the age of the program? The information needed to calculate potential penetration rates can 

be acquired from interview data and company records; estimates of U can be derived from 
a 

interview data, and T can be calculated from both interview data and company records. 
a 

Interview data will indicate the number of employees aware of the EAP in the given time 

periods. 

The preceding discussion has presented some strategies for describing and measuring inputs. 

However, several issues in the assessment of inputs remain to be resolved. As with any type 
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of measure, several shortcomings are associated with the measurement of awareness and 

penetration. First, the measurement of penetration rates involves subjective estimates of the F 

value (the fraction of employees and family members who have a problem within the scope of 

the EAP). Due to this, different constituencies may provide different estimates of F. Second, 

"the length of time the program has been in effect must be included. A program will be able 

to penetrate the population further in five years than in one year," (1, p. 36). This issue can 

be resolved either by representing the trends in utilization or penetration from the beginning 

of the EAP or by computing average annual rates, (§_). Third, an accurate assessment of inputs 

may be attenuated by selection biases in EAPs. Trice and Beyer (2) suggest that such biases 

stem from two sources: cases most likely to succeed are screened into the program, while those 

less likely to succeed are screened out; and clients who do not complete program services are 

not included in the EAP records. Their study indicates that the magnitude of selection biases 

does not exceed 10%. The impact of these biases on the evaluation of inputs can be reduced 

by estimating the magnitude of the bias and including this estimate in input assessment 

Fourth, the functional relationships between input indicators and effectiveness remain to be 

determined. For example, it is possible that the relationship between potential penetration rates 

and program effectiveness is S-shaped rather than linear. 

Processes 

The second element in our evaluation model is the process involved in an EAP. That is, 

one way to evaluate an EAP is to examine the effectiveness of the services provided by an 

EAP. In this section we will examine some of the major processes in an EAP and suggest 

some ways of measuring these dimensions. 

Formalization 

The degree to which the objectives and procedures of an EAP are formalized is an 

important component in building an effective EAP. The objective statement indicates the 

company's attitudes about areas such as alcoholism and drug abuse. Issues about referrals, 

confidentiality, payments for ser~ices, need to be well-specified for a program to work. 
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There are two major ways to measure formalization. First, one can determine the 

existence and scope of written policies about the EAP. This could also include a measur~ of 

the physical distribution of these policies to the work force. An alternative measure is to test 

the employee's knowledge of the EAP. In general, higher levels of formalization should 

improve knowledge of the program. This would include questions on the type of services, 

rules for confidentiality, time off from work provisions, payment schedules, and so on. The 

extent to which the work force understood different policies would be a measure of the extent 

of formalization. Our position is that a well-specified set of formal policies and procedures 

is, at least, a necessary condition for a successful EAP. 

Education of Work Force 

This concept is highly linked with the formalization concept. Once a set of policies are 

written, some means of communicating to or education of the work force is necessary. The 

communication may come in the form of verbal or written announcements, training sessions, 

informal visits of EAP personnel to mines, etc. The formalized procedures without this 

communication are, of course, of little value. 

To evaluate the effectiveness of the education or communication activities about the EAP, 

one must first identify the specific activities used at a particular site. This would require 

describing the specific activities and noting who said what and when. Such activities may 

include company meetings, newsletters, posters, etc. The frequency of delivering different 

communications would be necessary to record. The evaluation or measurement process requires 

the assessment of these activities in terms of quality or effectiveness of the communication. 

That is, the extent to which employees reported different communications activities to be very 

helpful or not very helpful would be one measure of the effectiveness of this particular 

process. 

In the discussions of formalization we suggested a measurement of employee's knowledge of 

EAP policies and procedures. Some ratio of the number of people knowledgeable in EAP 
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activities would be a potential measure of education or communication effectiveness. This 

measure would be a global assessment of communication effectiveness and the formalization of 

policies and procedures. We also think one must assess the effectiveness of specific techniques 

used to advertise the EAP. 

Training 

A major problem in most EAPs is identifying problem cases and motivating them to enter 

the EAP. This problem is difficult because "potential clients" with problems such as alcoholism 

have mastered ways to hide any symptoms of their problems. Clearly, identifying problem 

cases may involve various individuals: co-workers, family members, friends, foremen, 

supervisors, upper management, union leaders, medical personnel, etc. However, identification 

generally falls to the first line supervisor. One way to improve the supervisor's identification 

skills is through training. Training provides the first line managers with tools to identify 

problems affecting the employee and to motivate the employee to seek help. The effectiveness 

of an EAP then is partially a function of the effectiveness of this training. 

Referrals 

A basic part of most EAP work is diagnosis and referral. A client comes to the EAP 

asking for assistance. The diagnosis process identifies the nature of the problem and the 

referral process places the client in a treatment organization (e.g., Alcoholics Anonymous) 

typically in the community. One way to evaluate the EAP is whether the referrals are made 

accurately. That is, do the people who are referred for psychiatric help need that help, do 

the people referred for marital counselling need that help? 

While measuring the accuracy of referrals is a complicated problem, some rough measures 

may be available from the treatment center. The principal role of most EAPs is diagnosis and 

referrals, not treatment. The treatment is typically done by organizations in the community. 

These treatment organizations would receive referrals from many agencies and individuals (e.g. , 

doctors). One way to assess the referral process of an EAP is to ask treatment organizations 

I 
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to rate the quality of the referral process. The measure of quality could include how well the 

client's case had been worked up or documented by the EAP personnel, and how well they 

have diagnosed the client's problem. Now there can be obvious disagreements in diagnosing 

mental health issues. But, if an EAP is effective, we would expect the outside agencies to give 

EAP personnel high marks for professional diagnosis and referral. 

TREATMENT 

Some EAPs provide limited treatment services. These may be in the form of individual 

counselling, group therapy sessions, parenting classes, etc. The quality of these services 

represents another way to evaluate an EAP. The simplest way, and an effective way, to 

measure the quality of these services is to obtain ratings from clients receiving those services. 

We would obtain ratings on the extent to which these services facilitated adjustment on-the-job 

and off-the-job. 

Follow-Up 

After clients have officially completed treatment there is always some uncertainty about 

whether the individual will be able to cope with his or her day-to-day activities, or whether 

the individual's earlier problems (e.g. , alcoholism, drugs, family) will reappear. A follow-up 

procedure is important. It provides a means to identify if the client is reverting to old ways 

and invites the client back to treatment. 

To measure follow-up we need to identify whether it occurs, and in what form. This 

information should be in EAP client records, or available from EAP personnel. In addition, a 

sample of telephone interviews with clients who successfully left the program would be a way 

of verifying this follow-up process. Our interest is not in the number of follow-ups. We do 

not have any clear hypothesis that more follow-ups are the sign of an effective program. We 

do think, however, that the existence of a systematic follow-up procedure is a good sign of an 

effective EAP. 
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OUTCOMES 

Absenteeism 

One of the consequences of off-the-job problems is increased absenteeism. One of the 

impacts of an EAP is to reduce absenteeism. Therefore, one way to assess an EAP is to 

determine the extent to which it reduces absenteeism. The following discussion outlines some 

strategies for measuring absenteeism. A more detailed account of measuring absenteeism can be 

found below. 

Categories. There are different kinds of absenteeism, and the differences in categories 

must be reflected in evaluating an EAP. A broad categorization of absences would include: 

• days legitimated by the contract (e.g. , sick days, graduated vacation, jury duty, 

military reasons, bereavement, etc) 

• excused days where doctor's slips and/ or the superintendent excuses an absence 

• unexcused absences · 

The first category represents paid days, while the latter two categories are unpaid. For 

our evaluation, categories two and three are the most relevant forms of absence. 

Frequencies and Patterns. Once the categories are identified, one can examine the patterns 

and frequencies (by category) of absences for those people in the program versus a comparable 

sample of workers not in the program. That is, do rates of absenteeism (before rates/after 

rates) of EAP clients drop, and do the after rates of EAP ciients approximate the ambient 

absenteeism rate for the control group? (Issues of sampling, design, and time frame will be 

discussed in another section.) The effectiveness of an EAP would be determined in part by 

the effect of the program in reducing absentee rates for the treated worker. The source of 

information on absenteeism comes from company records. Workers in the program can be 

identified by EAP records. 

Costs of Absenteeism. If there is a demonstrable decrease in absenteeism rates as a 
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function of the EAP, some translation of these rates into costs would be useful. To determine 

the costs of absenteeism. the following components need to be estimated. 

(1) The number of additional laborers hired to offset X rate of absenteeism. That is, 

if the organization initiates some replacement policy given a certain level of absenteeism, then 

additional laborers must be hired to fill in for the absent worker. We need to estimate the 

number of additional workers hired to deal with X rate of absenteeism, or the number of 

workers that could be reduced if absenteeism rates declined by X%. The source of this data 

would be estimated by mine management. 

(2) The costs of the additional workers. The costs of the additional laborers include: (a) 

the costs of recruiting, selecting, and hiring a new worker, (b) the salary and fringe benefit 

costs, (c) training costs, and (d) learning curve costs -- that is, the time it takes a new worker 

to achieve modal performance for a particular job. This could be calculated by the percent of 

time below average performance times the number of days below performance. Wages could 

be used to reflect the value of below average performance. 

(3) Incremental costs. If a laborer serves as a replacement for an absent worker, there is 

no incremental wage cost since the absent worker receives no pay for that day. There would 

be incremental fringe benefit costs since those costs are being paid for absent workers and 

replacements. Other incremental costs could be in the form of additional overtime. Instead 

of hiring an additional worker to cover absenteeism, the firm could add labor time through 

overtime. 

(4) Reduced productivity. If a replacement is assigned to a particular job there may be a 

decrease in productivity because of unfamiliarity with the job, crew, or section. If no 

replacement is initiated, the crew will be short one person, which may also reduce productivity. 

The information on productivity may come from two sources. First, we can ask mine 

managers to estimate the extent that the replacement can operate up to 100% of production 
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capacity. The wage of the worker can be used to reflect any loss if productivity is less than 

100%. The second strategy is to formally estimate the effect of a replacement or 

nonreplacement in a production function framework. 

The third strategy is to estimate the effects of absenteeism on undermanned crews. The 

scenario for this option is as follows: At any point in time the mine will have additional 

laborers to cover absenteeism. A reduction in absenteeism (brought about by an EAP) may not 

be large and/ or visible enough . to cause a reduction in the labor force. However, the 

additional bonus available could lead to improvements in productivity. In this strategy we 

would determine the reduction in absenteeism caused by the EAP, and translate this percentage 

into hours available. This figure could then be used in our production models to determine 

the effect of additional hours on additional tons of coal produced. 

(5) Increased accidents. If a replacement is assigned to a particular job there may be an 

increased chance for accidents due to unfamiliarity of the job, crew, or section. Also. if a 

crew is short-handed, there may be an increased chance for accidents. Methods to estimate 

the effects of accidents on absenteeism are discussed in another section. 

Turnover 

If a worker is experiencing off-the-job problems, and these problems are not resolved, one 

consequence might be the individual's departure from the organization. Therefore, one way to 

assess EAPs is in terms of its effect on turnover. The following discussion outlines some 

strategies for assessing turnover. 

Categories. Turnover can be voluntary or involuntary (i.e. , the company discharges the 

worker). The worker who leaves, also can be classified in terms of whether his or her skills 

and interests are congruent with mining work, and those that are not The reason for focusing 

on the fit between the person and the job is that it helps us assign meaning and value to a 

turnover case. For example, one source of stress for a worker may be that his skills and 

interests are incongruent with the nature of work. This would lead to stress which could 
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manifest in to family problems, alcoholism, etc. If an EAP correctly identifies a case where 

there is incongruency between the person and the job, the appropriate recommendation might 

be for that individual to leave mining. The continued presence of such an individual in a 

mine would only invite more stress, absenteeism, accidents, etc. Basically, a company made a 

selection error, and it is in the interests of the company and individual to leave. The other 

case is where there is a good fit between interests and abilities, and the mining job. However, 

for some other reason the individual is suffering from a problem such as alcoholism, marital 

problems, etc. In this case, if these off-the-job problems are removed, the individual should 

experience a productive life as a miner, and we would consider preventing this individual from 

leaving -- a save for the company. 

The fit between job requirements and individual skills and interests is probably the most 

powerful criterion for evaluating the meaning of turnover. We would also look at the 

voluntary /involuntary criterion, but this is less important. An effective EAP should attract as 

clients people who have a problem. It is less important as to whether they can voluntarily quit 

or are in trouble and must leave. 

Costs of Turnover. The costs of turnover are calculated in a manner similar to the costs 

of additional laborers in the absenteeism section. First, one must enumerate the costs of the 

miner hired to replace the miner who left the company. These would 'include the costs of 

recruiting, selecting and hiring, the salary and fringe benefits, training costs, and learning curve 

costs. Second, these costs need to be compared (incremental costs) to the costs of keeping the 

worker who left. It could be the worker who left had higher fringe costs (e.g., more vacation 

days) and perhaps a higher wage rate than the new hire. The costs of recruiting, selecting, 

hiring the new worker, and training, of course, represent new costs. In assessing incremental 

costs the problem is likely to be complicated because the departing worker is unlikely to be 

replaced by a new hire. The open job would be up for bid and the replacement could be 

someone from the existing work force. The incremental comparisons would then compare costs 

of the person leaving against the costs of the replacement, and the costs of the replacement 
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(before moving) against the costs of the new . hire. Third, there may be some separation costs 

associated with the departing employee. Fourth, the miner who replaces the departing worker 

will experience some productivity loss. This occurs because of the unfamiliarity with the 

specific job, the crew, and the section. Fifth, there is a possibility of increased accidents also 

due to unfamiliarity with the job, crew, and section. 

These five points parallel the cost issues for absenteeism. In this section we indicated 

sources of information for these dimensions. All five factors listed above need to be 

incorporated into costing turnover. 

Accidents On-the-job 

If a worker is concerned with off-the-job problems, this distraction may lead to accidents. 

Preoccupation with other issues increases the chance for injury. An effective EAP may resolve 

the problem and thus reduce the chance for accidents. The following discussion outlines some 

strategies for measuring accidents. 

Categories. The first way to divide accidents is on a lost time versus no lost time basis. 

Next, we want a careful descriptive categorizing of accidents in terms of type of injury (part 

of body) , source of injury (roof fall vs. machine), location of accident, and so on. We also 

propose to categorize accidents on a control scale. That is, we want a rough categorization of 

the injury in terms of the extent to which the cause was under the control of the miner. 

There are many causes of accidents; we realize identifying the cause is quite complicated. 

However, in some cases such as an eye injury with no safety glasses, the cause may be 

attributed to the miner. In other cases, such as an unexpected roof fall, the cause may be 

more attributed to environmental factors. One could have mine experts rate accidents on a 

simple scale which indicates the degree of control the miner had over the accident. The 

experts will be presented with multiple scenarios and will rate all of the scenarios as to the 

degree of control the miner had over the accident. 

Frequencies and Patterns. Once the categories are developed one can examine the 
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frequencies and patterns of accidents for those people in the program versus a comparable 

sample of workers not in the program over time. That is, do the after rates of accidents for 

EAP clients drop relative to the before rates, and do the after rates of EAP clients 

approximate the ambient accident rate for the control group? The effectiveness of an EAP 

would be determined in part by the effect of the program in reducing accidents. 

A problem with using frequency rates is that the number of accidents for the EAP or the 

non-EAP population may be quite low. In addition, it is likely there will be a lot of 

variability in accident severity. In some of our preliminary evaluations we found the small 

number of accidents in the before-treatment samples of EAPs and non-EAPs to be too small 

to do any meaningful comparison. If this problem persists, we propose two other measures of 

accident potential. 

We will have first line supervisors rate miners (or miners rate themselves} on the number 

of close calls (a potential lost time accident} experienced in the last six months. This will 

, provide one measure of potential accidents. Analytically, we can look at the EAP and non­

EAP samples to see whether they differ on this dimension. Over time we could use this 

question to examine treatment effects on EAP versus non-EAP clients. 

Another approach would be to examine major Jost time accidents over the past year to 

determine if individuals involved in these accidents also experienced off-the-job problems. If 

there are individuals in this classification, we could consider them as potential clients to an 

EAP. The argument would be if these individuals had effective treatment by an EAP the 

probability and costs of this accident would be reduced. Conversely, if there was no one in 

the major lost time accident category who had off-the-job problems, it is unlikely an EAP 

would reduce lost time accidents. 

The information on accidents comes from company records. Our measure of work control 

over accidents comes from a specially designed scale that would require the use of experts in 

mine safety. 



82 

Costs of Accidents. Accidents, particularly lost time accidents, represent a cost to the 

company. A reduction in these accidents could be a possible benefit of EAPs. To determine 

the cost of an accident, the following components need to be estimated. 

• The cost of days lost due to accidents follows the costing procedure under Costs of 

Absenteeism. 

• Medical costs associated with the accident. These would be all direct costs (doctor, 

hospital, x-ray) paid by the company for the injury. 

• Disability claims paid for the injury. This would include any costs associated with 

the injury, as well as any payments for lost wages. 

• Worker's compensation rates. This would involve changes in the rates paid by the 

company for worker's compensation. 

• Nonobligated costs. These would include costs which the company elects to pay to 

family members. 

The sources of cost information is available from company records. 

The costing of accidents is a complicated procedure. First, from our other research it 

appears that accidents are of low frequency, and there is a high degree of variability in the 

costs of accidents due to differences in severity. This confounds any summary statistic and 

comparison over time. Second, some companies are self-insured while others are not, and this 

complicates the procedure for assigning costs for accidents. In addition, since we are 

examining accidents over time, inflation can confound any comparison unless appropriate 

corrections are introduced. The evaluation needs to reflect this complication when assessing 

accident costs. 

Accidents Off-the-Job 

Preoccupation with family, marital, emotional problems. etc. can lead to accidents off the 

job. Accidents off the job can affect on-the-job performance. The strategy for measuring 

off-the-job accidents is similar to our discussion of on-the-job accidents. 
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Categories. We need to identify if the off-the-job accident is a lost time accident or not 

It will be easy to determine if it is lost time since this will appear in absentee records. The 

only way to determine if there are nonlost time off-the-job accidents would be to question 

program clients or check program records. A base rate for off-the-job accidents can be 

determined by questioning employees. The reason nonlost time off-the-job accidents are 

relevant is that they may affect on-the-job performance. An individual could come to work 

with a sprained wrist but this probably would reduce performance levels in most mining jobs. 

In addition, we would develop a descriptive categorization of injuries in terms of type (part of 

body), and source {automobile) of accident. 

Frequency and Patterns. Once the categories are developed, one can examine frequencies 

and patterns for those people in the EAP versus a comparable sample of workers not in the 

program. 

Costs of Accidents. The procedure for costing accidents off-the-job follows the same 

procedure for accidents on-the-job. Costs could include days of work lost (see Absentee 

Costs and Payments for Lost Wages), and any medical and/ or disability payment. Since some 

of the costs of off-the-job accidents may be covered by the company via insurance, we want 

to determine how the cost in premiums varies with the rate of accidents. 

The frequency and costs for off-the-job lost time accidents can be derived from absentee 

records and sickness and accident claims. Off-the-job nonlost time accidents may, in part, be 

obtained from sickness and accident claims. Direct questioning of clients may also be 

necessary. 

Grievances 

Preoccupation with off-the-job problems can lead to on-the-job behavior that will lead to 

disciplinary action and subsequent grievances. Alcoholism or drug abuse could lead to sleeping 

on the job. Emotional problems could cause physical conflict with fellow workers or one's 

supervisor. As we have already stated, absenteeism could be a consequence of these off-the-
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job problems. In any of these cases, disciplinary action could follow and later grievances 

generated to contest the disciplinary action. We could use the following strategy in measuring 

grievances. 

Categories. Since there are many types of grievances, it is important to develop a 

categorization scheme. One simple breakout may be between disciplinary versus nondisciplinary 

grievances. A disciplinary grievance would be one contesting some action such as being placed 

on the absentee control plan. A nondisciplinary grievance may contest the awaraing of a job 

bid. It may appear initially that disciplinary grievances are more relevant for assessing EAPs. 

Given the nature of problems faced by most EAP clients, we would expect more disciplinary 

actions and hence grievances. However, one must be careful. Many of the typical problems 

faced by EAP clients may generate strong feelings of hostility. These feelings may be vented 

in many ways. One may be simply to file grievances (over hours, bidding, etc.) against the 

company. In addition to the disciplinary versus nondisciplinary categorization, other 

breakdowns will be explored. 

Frequencies and Patterns. It will be necessary first to determine whether grievances are 

initiated by EAP clients. Since the second stage in the grievance procedure requires a written 

grievance, this will be the most practical place to start counting grievances. The basic strategy 

will be the same as in all our indicators: grievance frequency and patterns are compared 

before and after treatment, and compared to grievances initiated from a comparable sample. 

Costs of Grievances. In determining the costs of grievances one must follow the procedure 

by stages. Stage 1 is between the employee and the foreman. Since this stage is not formally 

recorded, it would be difficult to get accurate frequency and cost data. At Stage 2 the 

discussion is between the superintendent (in most cases) and the mine committee. It is 

difficult to assign some cost for the superintendent because handling grievances is part of his 

job. Whether the grievance rate increases or decreases, the superintendent's salary is the same. 

It may be that if the superintendent had to spend more time on grievances, he would spend 
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less time on other managerial issues which would lead to decreases in productivity. However, 

there is some slack or discretion in the superintendent's job, and it would be very difficult to 

demonstrate productivity losses from increased time spent on grievances. At this stage, one 

might cost out the time of the mine committee since they are involved in nonproductive work. 

However, the union pays the wages of the committee during grievance processing, so the 

company does not experience a wage cost for this time which should reflect their productive 

value. 

At Stage 3, the grievance is reviewed by district and an employer's representative. The 

only possible cost to the employer is the hours spent by the employer's representative. 

However, this person could be the superintendent or a division industrial relations person. 

Handling this stage is part of this person's job. It is unlikely that a reduction of grievances 

would lead to removing the job of say the industrial relations representative. We treat this 

cost as not varying with the rates of grievances. 

At Stage 4 the grievance goes to arbitration. There is a direct cost to the union and 

management which should be included as the cost of grievances. 

Lost Productivity 

We have already discussed how preoccupation in off-the-job problems can lead to 

absenteeism, accidents, and other forms of behavior which decreases productivity. In all of 

these cases, the effect on productivity is indirect. That is, preoccupation with problems leads 

to absenteeism which then reduces productivity. On-the-job problems can have a direct effect 

on productivity. In this case, the individual comes to work, but preoccupation with other 

problems causes less efficient on-the-job performance. 

Measurement of direct losses in . productivity for individual miners is quite complicated. 

The nature of the mining technology focuses on group versus individual performance. We talk 

about the number of feet out, cars loaded, or tons produced. All these performance figures 

result from an interdependent group activity, not individual performance. While number of 
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cars might appear to be a measure of the car operator's performance, the number of cars 

loaded depends on the miner bolter and other interdependent crew activities. 

There are two possible strategies for measuring lost performance. 

1. Estimated lost productivity. Most foremen have experience with miners who are 

having problems which interfere with their performance. One strategy to measure 

lost productivity would be to develop reliable estimates for lost productivity due to 

off-the-job problems. This could be accomplished by interviewing foremen about 

specific cases. In addition, we would provide descriptions of miners with different 

problems of varying severity and obtain estimates of lost productivity. These 

estimates could be used if they exhibited reasonable levels of reliability. 

2. Use estimates from other industries. A number of investigations on the effects of 

alcoholism have assessed lost productivity. These studies report a problem drinker is 

working only at 67% of his potential as comparec:i to 87% of the nonproblem 

drinker. While these estimates ar~ based primarily on alcoholism and are not from 

the coal industry, they provide some rough estimates of lost productivity. 

If we use a technique to obtain lost productivity estimates in the coal industry and 

estimates from noncoal industries, we will be able to sharpen our estimates of lost productivity. 

WORKER BELIEFS AND ATTITUDES 

In the final analysis the EAP program has its major impact on the individual. As a 

troubled individual is helped through his or her problems, there should be a gradual change in 

beliefs and attitudes. Initially, the changes may be represented by more positive beliefs in 

oneself. If the individual becomes more adjusted in either their work or non work life, 

positive attitudes may be generated toward their work, the program, the company, and 

themselves. Therefore, it is important to capture these attitudes as a possible measure of 

program effectiveness. The following discussion outlines some strategies for measuring the 

attitude dimension. 
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Categories. There are a variety of dimensions one · might include under attitudes and 

beliefs. These represent dimensions that might be changed by an EAP. 

a) Beliefs and attitudes about oneself. If one is preoccupied with off-the-job issues, there 

should be high levels of stress. In addition, we would expect lower feelings of self-esteem. 

An effective EAP should reduce levels of stress and increase feelings of self-esteem. 

b) Beliefs and attitudes about the EAP. An EAP provides a set of services which the 

client · will evaluate. We expect that the overall evaluation of the EAP will be related to other 

indicators of effectiveness we have discussed, such as absenteeism and accidents. Also, the 

overall evaluation could be used as a measure of effectiveness. 

c) Beliefs and attitudes about work. If the EAP helps the individual better adjust to work 

requirements, there may be positive changes in attitudes about one's job, work, and supervisor. 

d) Beliefs and attitudes about the company. The existence of an EAP depends on direct 

company funding and an insurance program that supports specialized treatments for alcoholism, 

drug abuse, family problems, etc. If an employee uses these services and finds them helpful, 

we would expect more positive attitudes expressed toward company benefits and about 

management's concern for its personnel. 

Measurement. The belief and attitude dimension would be measured by items similar to 

those found in the Carnegie-Mellon University Coal Project Interview Schedule No. 9. That 

schedule has standardized measures of attitudes about the job, crew, supervisor, and company. 

There are a number of standard self-esteem measures. New items would be written for overall 

evaluation of the EAP. The basic point is that measures for the attitude dimensions are quite 

straightforward and relatively easy to produce. 

The design for examining changes in attitudes would follow the procedure we outlined for 

other indicators. We need to look at changes in before- and after-treatment attitudes for the 

client group compared to some comparable sample. 
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UNION AND MANAGEMENT SUPPORT 

In unionized mines the attitudes and positions of the union officials toward an EAP are 

important considerations for its success. If the union sees the EAP as an illegitimate intrusion 

into the worker's private life, it is unlikely the program will be successful. 

We plan to measure union-management support in three ways. First, we will obtain union 

and management leaders' ratings of the overall effectiveness of the program. Second, we will 

obtain employees' perceptions of whether the union and management support the program. 

Lastly, we will obtain information on whether the source of a referral is from the union or 

management. In management's case we are particularly interested in voluntary referrals rather 

than involuntary referrals, where the individual has to go to the EAP or leave the company. 

PROGRAM COSTS 

Our general model of inputs, processes, and outcomes provides a useful framework for 

evaluating an EAP. To complete our evaluation however, we need to examine program costs. 

That is, while a program may exhibit a favorable penetration ratio or high ratings on quality 

of services provided, or favorable outcomes (e.g., drop in accidents), these results need to be 

examined in terms of costs. 

In this section our focus is on direct or indirect program costs necessary to initiate and 

maintain the program. 

To develop and institute an EAP there are important set up costs. The direct costs would 

be primarily payments for consultants who help in the design of the program, trips to visit 

other programs, program materials, and costs for physical space for the program. There also 

would be time spent by managers planning and evaluating various ways to design the program. 

However, it is not clear one should, include the man-hours spent designing the program. These 

managers get a fixed salary for doing these special projects. And there is no reason to believe 

that doing the planning and set up for an EAP would cause increased costs or productivity 

losses because some alternative activity was not completed. 
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The next set of costs concerns the day- to-day administration of the program. In the 

process section we listed a variety of services provided by an EAP such as education of the 

work force, supervisory training, treatment, and so on. · These basic activities generate the costs 

of a program. If a program is done on a contract basis to an outside vendor providing EAP 

services, then the total contract cost would be used. If the program is in-house, then one 

would have to look at the incremental costs brought about by the program. This would 

include categories such as professional time, secretarial time, materials, telephone, travel, and so 

on. Another way to arrange the direct costs would be by services provided by the EAP such 

as educating employees. about EAPs, training supervisors, intake, referrals, etc. During the 

course of a program, there may be a variety of indirect costs. For example, if supervisors or 

employees attend educational programs about EAPs we need to estimate possible production 

losses incurred since they were not on their regular job. 

The enumeration of pro~ram costs is an important task in the evaluation of an EAP. It 

provides the basic information for conducting a cost benefit analysis. 

*** THE HELP PROGRAM 

In this section we evaluated the HELP Program, an EAP in the coal industry. We selected 

the HELP Program because it probably was the largest and most established formal EAP in 

underground coal mining. The prior section . provides a guide for this analysis. 

WHAT IS THE HELP PROGRAM? 

The HELP-PRO Program is a nonprofit corporation that provides counseling and referral 

services to the employees and dependents of the sponsoring coal companies. Established in 

November 1977 as the Carbon-Emery-Grand Counties Employee HELP Program, Inc., its 

purpose is to reduce turnover, absenteeism, and poor work performance resulting from 

problems in the employee's personal !if e. The sponsoring companies have included between 

three and five underground mines. 

Services provided include the following: 
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1. Referral to p-roper public agencies or private providers for ongoing counseling or 

assistance, including making initial appointment and accompanying client to first 

appointment. 

2. Follow-up with client and provider to insure that services are being provided and 

utilized. 

3. Consultation with sponsoring companies. 

4. Various preventative education classes, including drug and alcohol information, 

effective parenting training classes, etc. 

5. Supervisory training for sponsoring companies in the areas of human relations, human 

behavior, and dealing with troubled employees. 

6. Marital, family, emotional, alcoholism, drug abuse, financial, and other types of 

counseling and information. 

7. Twenty-four hour crisis intervention. 

Implementation of the program's operations is conducted by the executive directors located 

in Helper, Utah. The office is staffed by the directors, several counselors, and psychologists. 

Some of this professional help comes to the office on a part-time basis. Record-keeping 

procedures have been carefully designed to provide necessary information, safeguard client 

confidentiality, provide for easy follow-up, and minimize paperwork and clerical time. 

The HELP Program has been able to meet the problems of size and the rural nature of 

mining by employing the consortium approach. This requires the joint sponsorship of a 

program by several mines, each of which supplies a portion of the operating revenue. Most 

services are available at the EAP off ice, although certain specialized services may require use 

of facilities in Salt Lake City, about three hours distance. Having both management and 

UMWA District 22 personnel involved from the program's inception has facilitated cooperation 

between labor and management. 
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Methods 

To evaluate the HELP Program we used the model from the previous section. So we 

arranged our data collection around three major variables, inputs, processes, and outcomes. The 

two major sources of data were record data and employee interviews. The record data came 

from the HELP Program records and included information primarily on inputs and outcomes. 

The other source of record data was company records on outcomes variables such as 

absenteeism and accidents. The interview covered process variables and outcome variables. The 

interview followed the same format as described in previous sections. 

Our Study 

We conducted interviews with the employees at three of the four mines involved in the 

HELP Program in 1982. The fourth mine was shut down because of economic conditions. 

Interviews were conducted with managers, foremen and miners. The interviews were conducted 

individually and lasted about 45 minutes. Interviews with miners typically were conducted 

underground. Some of the questions directly concerned the EAP while others concerned safety 

and absenteeism. 

Table 24 indicates the number of people studied by each mine and the total employment 

for each mine. Our strategy in sampling was to select representative crews and interview as 

many miners (and foremen) as possible. We selected the interview because it is a method to 

generate high quality, rich data. It is, however, very expensive per unit of information 

collected. Our best estimate over our larger study (which includes 21 other mines) is that our 

sampling procedure of production sections yields a good picture of the attitudes and opinions 

of the underground miners. 
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TABLE 24. - Number of respondents 

Mine Size Employees Management 

Mine 2 275 69 13 

Mine 3 400 83 7 

Mine 4 300 65 9 

Inputs 

One way to evaluate the effectiveness of an EAP such as the HELP Program is to evaluate 

who uses the program and how many people use the program. To the extent that the program 

is viewed as helpful or useful, we would expect people to participate in the program. To the 

extent that people see little value in the program, we would · expect people not to use the 

program. This type of analysis over time would be particularly important because poor EAP 

services should lead to a reduction in participation: 

Data 

Data for this analysis come from records of the HELP Program. We established an 

information system to record the clients entering the HELP Program. This system was 

established for the years 1980 - 1983. For 1980 and 1983 we had data for one-half of the 

year--the last half of 1980 and the first half of 1983. These time periods were selected 

because they reflected: (1) the dates of our contract, (2) a period when the program was up 

and running, (3) a period when good records were available, and (3) a period (for most of the 

mines in this program) relatively free from economic induced layoffs. The actual start-up of 

the HEI:.P Program was at the end of 1977 with the same four mines that we examined in 

1980 - 1983. 
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Results 

Table 25 shows the number of people starting the program across the four mines. 

Remember, the data for 1980 and 1983 are only for 6 months so the reader might double these 

figures as a rough approximation of what a full year might look like. Examination of the 

table indicates that: (1) People are still entering the program. Ninety-eight entered in 1982, 

more than five years after the program was established. If we adjust the six months figures in 

1983, a similar number of people are electing to start the HELP Program. The column % 

gives a rough indication of the percentages of people in the program over time. It was 

calculated by summing the people starting the program across all four mines divided by the 

number of employees in all four mines. (For calculation purposes we doubled the two six 

month periods to make the column percentages reflect the same time period.) We used the 

words "rough indication" because people starting the program include employees and family 

members. However, we do not know the population of families and it seems reasonable to 

expect that family members to employees should be a · constant rate across all four min~. 

Given this assumption, it would mean that the relative relationship among the percentages is 

accurate, while the actual percentages are probably overstated. Given these qualifications, the 

picture that emerges is that the participation rates are low and relatively consistent over time. 

This observation must be understood in the light that the data presents the HELP Program 

function in years 3 - 6. (2) There is, of course, variability among mines. The most obvious 

reasons for this is that mines differ in size. The row percentages, however, indicate that 

people starting/ mine size is relatively the same across mines. There are also some unique 

reasons. For example, in mine 3, participation dropped in 1981 for economic reasons. 

The basic conclusion from Table 25 is that people are still electing to use the programs 6 

years into its existence. 
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TABLE 25. - Number of people starting at each mine per year 

6 months 6 months 
1980 1981 1982 1983 

Mine 1 25 56 27 17 25% 
Size 500 

Mine 2 7 44 18 13 29.6% 
Size 275 

Mine 3 17 7 29 11 16% 
Size 400 

Mine 4 22 30 24 13 29.7% 
Size 300 

9.6% 9 . 3% 6.6% 7.3% 

Table 26 provides the number of people who are active in the HELP Program in any year. 

The data in this table is highly correlated with the data in Table 25. This is because people in 

the program generally are not participants for more than a year. So new starts in a year and 

program participation in a year should be highly related. Since we started the data collection 

system in the last six months of 1980, the 1980 column is the same for both _Tables 25 and 26. 

As we would expect, the data in this table indicates fairly constant participation over time 

(years 3 - 6) across all four mines. This is important because the majority of participation in 

the HELP Program is voluntary (versus mandated by the companies). Voluntary participation, 

typically outside of the regular work day, indicates that the clients of the HELP Program view 

the program as beneficial. 
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TABLE 26. - Number of people in the program at each mine per year 

6 months 6 months 
1980 1981 1982 1983 

Mine 1 25 69 38 25 31% 

Mine 2 7 47 27 18 36% 

Mine 3 17 18 33 26 23.5% 

Mine 4 22 40 39 21 46% 

9.6% 11% 9.3% 12% 

There is a good deal of variation within a given mine over time. Remember that 1980 

and 1983 are half years. However, if we adjust those years by doubling the values, there is 

still variation. For example, in mine 2 there is a big difference in 1981 and 1982. 

Unfortunately, we have reviewed the history of participation of these mines in the HELP 

Program and find no specific predictors of this variability. (We did mention that mine 3 in 

1981, for economic reasons, reduced its participation in the program.) 

Table 27 provides information on whether the program participants are employees of the 

companies or their family members. Percentages and actual numbers are presented. The data 

are quite similar across mines. In general, slightly more than one-half of the participants are 

nonemployees. The HELP Program is a broad brush program dealing with a range of problem 

areas including marital and family, so it is not surprising to find family participation in the 

HELP Program. Indeed most of the problem areas from alcoholism to legal eventually touch 

on family issues which suggest family members would be involved in the HELP Program. The 

ratio of employee to family member participation is fairly constant over time. 
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TABLE 27 . - Types of users--employees/ nonemployees 

Employees Nonemployees 

Mine 1 55.7 44.3 
54 43 

Mine 2 58.0 42.0 
40 27 

Mine 3 63.2 36.8 
36 21 

Mine 4 60.3 39.7 
41 27 

Table 28 shows participation by hourly and clerical versus management personnel. There is 

a little more variation among mines in this data. Mine 3 has almost all participants from 

employee ranks whereas mine 4 has almost a third of the participants from the managerial 

ranks. The hourly to managerial ratio across all mines is around 8:2. 

TABLE 28. - Types of users--hourly / management 

Hourly Management 

Mine 1 77 .2 22.8 
85 25 

Mine 2 81.5 17.5 
62 14 

Mine 3 96.7 3.3 
58 2 

Mine 4 65.4 34.6 
53 28 

Table 29 presents the number of self-referrals to the program. This is an important piece 

of data since it shows voluntary referrals over time. A comparison between Tables 25 and 29 

show that the majority of referrals are self-initiated. Also, the self-referrals are 'telatively 
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constant over time when taken in comparison to number of people starting the program (Table 

25) or number of people in the program (Table 26). 

TABLE 29. - Self-referrals 

1980 1981 1982 1983 

Mine 1 21 33 38 15 

Mine 2 6 32 15 13 

Mine 3 17 5 21 7 

Mine 4 17 26 22 13 

Another way to think about inputs to the program focuses on the types of problem areas 

introduced into the HELP Program, that is, the types of client problems that are presented to 

the HELP staff. Table 30 shows the types of problem areas worked on by the HELP Program 

during the years 1980 - 83. The diagnosis of the problems were done by the HELP staff and 

outside agencies. It is likely that multiple problem definitions could be assigned to a single 

client. Of an the problems worked on by the HELP staff, more were diagnosed in the 

marital, family, and emotional areas than in the alcohol or drugs area. Table 31 provides a 

breakdown by type of problem and mine. The relative importance of family , marital, and 

emotional problems remains the same. 
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TABLE 30. - Type of problem--final diagnosis 

Frequency Cases 

Alcohol 29 

Drugs 10 

Marital 155 

Family 107 

Emotional 133 

Financial 9 

Legal 3 

% 

04 

03 

35 

24 

30 

02 

01 

Table 31 provides in a limited way, a means to look at the prevalence issue we discussed 

earlier. We use the word limited because Table 31 indicates the prevalence of problems being 

treated rather than the prevalence of problems in the total populations of these four mines. 

However, if we understand that restriction, it is still instructive to compare the frequencies in 

this table to the number of people in the mines against the prevalence percentages in Table 11. 

To simplify this comparison we will look at alcoholism and marital and family problems. The 

percentage of alcoholism represented in Table 11 ranges from 1-3% comparable to the 

percentage reported in Table 31. (Frequencies of problems / number of employees were 

calculated for each mine in Table 31 and compared to percentages in Table 11.) The percentage 

of marital and family problems at the three mines were higher than the figures reported in 

Table 11. Our interpretation of this comparison is that alcohol and drug abuse, while 

acknowledged problems, are relatively low in frequency, and marital, family, and emotional 

problems are slightly more frequent than reported in our prevalence data. 
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TABLE 31. - Type of problem--final diagnosis at each mine 

Alcohol Drug s Marital Family Emot. Financ. Legal 

Mine l 12 3 52 46 47 2 0 

Mine 2 8 1 39 20 31 2 0 

Mine 3 3 2 26 21 24 2 l 

Mine 4 6 4 38 20 31 3 2 

Table 32 provides another view of the types of problems presented to the HELP staff. 

This analysis shows problems by differen t clients. 

TABLE 32. - Client status by final diagnosis in percentages 

Alcohol Drugs Prescription Drugs Marital 

Employee 82.8 60.0 o.o 44.5 
24 6 0 69 

Spouse 13 .8 20.0 100 .0 49 . 7 
4 2 l 77 

Child/ o.o o.o o. o o.o 
Dependent 0 0 0 0 

Other 3.4 20 . 0 o. o 5.8 
l 2 0 9 
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TABLE 32. - Client status by final diagnosis --continued 

Emotional Financial Legal 

Employee 55.6 77.8 33.3 
74 7 1 

Spouse 32.3 22.2 o.o 
43 2 0 

Child/ 6.0 o.o 66.7 
Dependent 8 0 2 

Other 6.0 o.o o.o 
8 0 0 

Summary 

Describing program inputs is one way to evaluate the effectiveness of an EAP Program. 

Our data show that people are using the program over time. Since most of the referrals are 

self-referrals, it appears that clients perceive more benefits (than costs) of going to the HELP 

Program. If we saw a marked decline in participation, this might indicate that employees do 

not see the HELP Program as valuable. This does not seem to be the case. 

Processes 

Another way to evaluate the effectiveness of an EAP is to evaluate the extent to which 

services (i.e., the processes of running the program) have been implemented. We identified the 

following processes -- degree of formalization, education of the work force, training of 

supervisors, referrals, treatment, follow-up, and the means of getting union-management 

involvement. Our study examined formalization, education, and training in terms of the 

knowledge hourly and management employees had of the program and their support of the 

program. We evaluated union involvement in terms of how well the union supported the 

program. We did not have direct measures of the effectiveness of the referral or treatment 

process. 
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KNOWLEDGE OF HELP - EMPLOYEE VIEWS 

The first step in understanding people's attitudes about a program is to see how well they 

understand the program. The following questions tap how well employees at the three mines 

understood the HELP program. 

We first asked employees if there was a program for "off-the-job problems." As Table 

33 indicates, most employees acknowledged there was a program, and it was known as the 

"HELP Program." The number saying "yes" was slightly lower in mine 2 where the program 

had started in 1977, had been terminated in 1980, and reinstated in 1981. 

TABLE 33. - Is there a program for off-the-job problems? 

Mine l Mine 2 Mine 3 

Yes 92.5 72.5 90.8 

No -- 11.8 7.7 

Don't Know 7.5 15. 7 1.5 

100.0 100.0 100.0 

Those employees who said there was a program were then asked "who can use the 

services?" and "what kind of services are provid~?" As Table 34 indicates, most employees 

see the program as primarily serving all employees and family members, but not friends -­

that perception is accurate according to the program director and the record of what actually 

happens. The employees' perception of what types of problems are serviced by the HELP 

Program are also accurate (Table 35). Financial and legal problems were in the scope of the 

program but were not common problems. While there is some variation across these two 

questions, it seems that the employee's conception of the HELP Program corresponds to what 

the HELP Program was designed for and actually does. 



Mine 

Mine 

Mine 

Mine 

Mine 

Mine 

102 

TABLE 34. - Who can use the services from the program 
for off-the-job problems? 

(Percent responding yes) 

- Miners Mgmt. Clerical Family Friends 

1 100.0 95.2 88.7 83.9 16.1 

2 100.0 78.4 64.9 75.7 24.3 

3 98.3 81.7 76.7 80.0 16.7 

TABLE 35. - What types of problems does the program help with? 

(Percent responding yes) 

Marital/ Financial 
Alcohol Drugs Family Emotional or Legal 

l 96.8 95.2 96.8 95.2 54.8 

2 97.3 91.9 83.8 86.5 37.8 

3 95.0 96.7 93.3 90.0 70.0 

Knowledge about the program was imparted formally through job orientation, bulletin 

boards, talks by the HELP director, and so on. 85% of the people at mine 1, 51 % at mine 2 

and 69% at mine 3 reported receiving some formal communication. The grapevine and other 

information sources also provided information about the program. 

In general employees were knowledgeable about the functioning of the HELP Program. 

This is a precondition to exploring their evaluation of the HELP Program. 

Amount of Support 

The next series of questions indicate the amount of support the employees see other groups 

will give to the HELP Program. The extent a program like this is supported by management 
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and the union is critical for its survival. Since an EAP typically deals with confidential and 

personal matters, the amount of support (and trust) that exists within the organization is 

probably important for the success of any EAP. 

Table 36 presents how much support employees think the mine superintendent gives to the 

HELP Program. In mines 1 and 2, 68% and 67% of the employees think the superintendent is 

very positive or positive about the EAP, while only 2% or 8% of the respondents say the 

superintendent is negative or very negative. In mine 3, 44% think the superintendent is very 

positive or positive about the HELP Program while 13% say he is negative or very negative 

about the HELP Program. 

TABLE 36. - Amount of support from superintendent for 
HELP Program 

Mine 1 Mine 2 Mine 

Very positive about HELP 32.0 28.6 10.4 

Positive about HELP 36.0 38.8 33.3 

Slightly positive about HELP 22 .0 20.4 20.8 

Slightly negative about HELP 8.0 4.1 16.7 

Negative about HELP 2.0 2.0 6.3 

Very negative about HELP --- 6.1 6.3 

100.0 100.0 100.0 

3 

Table 37 presents how employees think the foreman feels about the HELP Program. The 

majority of employees, 55%, 59%, and 46% feel the foreman is either very positive or positive 

about the program. Only 8%, 6%, and 11 % feel the foreman is negative or very negative about 

the HELP Program. 
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TABLE 37. - Amount of support from foreman for HELP Program 

Mine 1 Mine 2 Mine 3 

Very positive about HELP 9.8 11.8 8.3 

Positive about HELP 45.1 47.1 37.5 

Slightly positive about HELP 31.4 29.4 35.4 

Slightly negative about HELP 5.9 5.9 8.3 

Negative about HELP 3.9 2.0 6.3 

Very negative about HELP 3.9 3.9 4.2 

-- --
100.0 100.0 100.0 

Table 38 provides the same kind of information about the union support for the HELP 

Program. (Mine 1 is nonunion.) A review of this table indicates that at least 70-75% of the 

employees think the union endorses the HELP Program and only a relatively small percent 

think the union has negative feelings about the program. 

TABLE 38. - Amount of support from the union for HELP Program 

Mine 1 Mine 2 Mine 3 

Very positive about HELP -- 24.5 22.0 

Positive about HELP -- 45.3 54.0 

Slightly positive about HELP -- 22.6 16.0 

Slightly negative about HELP -- 1.9 6.0 

Negative about HELP -- 3.8 2.0 

Very negative about HELP -- 1.9 --

100.0 100.0 

I 
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Tables 36 - 38 show there is positive support for the HELP Program although the 

perceived degree of positive support varies among the three groups. While it is important to 

note that we are not measuring actual support toward HELP by the superintendents, foremen, 

or union, the employees' perceptions are probably a relevant indicator. To the extent that 

employees perceive lack of support from any of these positions, we would expect less employee 

participation in EAP activities. 

Foremens' Knowledge of HELP 

We also interviewed foremen at the three mines about their views of the HELP Program. 

Twenty six first line or shift foremen were interviewed across the three mines. The responses 

of the foremen for all mines will be presented together to preserve confidentiality of the 

respondents. 

90% of the foremen said there was a program for off-th~-job problems; 10% said they did 

not know whether there was a program. This 10% is spread across the 3 mines. Those 

foremen who said there was a program were knowledgeable about who was eligible for the 

program, and the services provided by the program. 64% of those foremen said they had 

attended a training program designed to explain the purpose and functioning of the HELP 

Program. Of those, 22% said the training was excellent, 44% said well above average, 11 % said 

slightly above average and 22% said average. No foreman rated the training below average. In 

general, the foreman seemed knowledgeable about the program. It is interesting, however, that 

10% of the foremen were unaware of this management funded program. 

Foremens' Perception of Amount of Support 
Received ~ "HELP" 

Table 39 reports on foremen opinions about who supports the HELP Program. Two 

general conclusions come from this table. First, the foremen think that each of the four groups 
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support the HELP Program. That is, the majority of the responses are in the positive 

categories. Second, the foremen feel that the superintendent, mine foreman, and miners 

support the program more than the first line foreman. That is, there are fewer responses in 

the very positive, positive categories and more responses in the slightly negative category for 

the foreman. This finding is important in that the first line supervisor is likely to have day­

to-day interactions with miners who are attending the HELP program. 

TABLE 39. - Foremans' perceptions of amount of support from 
program for off-the-job problems from: 

Supt. Mine Section Miners 

Foreman Foreman 

Very positive 62.5 21.7 4.5 31.8 

Positive 16.7 47.8 22.7 45.5 

Slightly positive 16.7 30.5 50.0 22.7 

Slightly negative 5.1 -- -- --

Negative -- -- -- --

Very negative -- -- -- --

100.0 100.0 100.0 100.0 

GENERAL EVALUATIONS OF HELP - EMPLOYEES 

We used a number of different questions to determine how the employees felt about 

HELP. First, we asked them whether family or friends have used the program's services. 

Table 40 provides the answer to that question. The data in that table indicate some use of the 

program. Whether 40.3 or 24.3 (percent answering yes) is a high or low percentage is another 

question. We would have to know how many employees in this population actually needed 

help and how many of these used the services of the EAP. After we determine whether the 

respondent knew someone who had participated in the program, we asked them if they knew 

how their friends evaluated the program. For those people saying yes, they knew a friend or 

I 
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family member who had used the program, 71 %, 67%, and 58% respectively, said their friend 

or family member rated the program as excellent or well above average. The results are 

represented in Table 41. Our respondents also feel that family or friends who used the HELP 

Program would evaluate it as favorable. Only 14% of the people in mine 1 and 17% in mine 

3 felt the HELP Program was below average in quality, while no one in mine 2 felt HELP was 

below average in quality. 

TABLE 40. - Have friends or family gone to the program? 

Mine 1 Mine 2 Mine 3 

Yes 40.3 24.3 33.1 

No 59. 7 75.7 66.9 

100.0 100.0 100.0 

We then asked miners whether they had used HELP services (see Table 42). Responses 

indicated that between 6 and 13% had used the program. Again it is difficult to infer whether 

the percentage of people participating in the HELP Program indicates favorable or unfavorable 

use of the program, because we do not have the information on how many people needed its 

services. Also, given the personal nature of issues dealt with in EAPs, we would expect 

respondents to underestimate their participation. Table 43 indicates how these respondents who 

participated in the program evaluated the program. Note that since there are a small number 

of people participating (see Table 42), the percentages in Table 43 are based on a small number 

of respondents. Therefore, one has to be careful in interpreting the results. 
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TABLE 41. - How did friends or family who used the 
program feel about the program? 

Mine 1 Mi ne 2 Mi ne 

Excellent 42.9 so.a 33.3 

Well above average 28.6 16.7 25.0 

Slightly above average 4.8 -- 16. 7 

Average 9.5 33.3 8.3 

Slightly below average -- -- --

Well below average 9.5 -- 8.3 

Poor 4.8 -- 8.3 

--
100.0 100.0 100.0 

3 

TABLE 42. - Have you participated m the HELP program? 

Mine 1 Mine 2 Mine 3 

Yes 13.0 8.4 6.2 

No 87.0 91.6 93.8 

--
100.0 100.0 100.0 

,I 
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TABLE 43. - If you have used the HELP program, how 
would you evaluate the service? · 

Mine 1 Mine 2 .Mine 

Excellent 25.0 28.6 75.0 

Well above average 25.0 14.3 --

Slightly above average 12.5 -- --

Average -- 28.6 · 25.0

Slightly below average -- -- --

Well below average 25.0 l·L3 --

Poor 12.5 14.3 --

-- -- --

100.0 100.0 100.0 

3 

Another question asked the respondents to indicate the amount of support they and their 

fellow employees gave to the HELP Program (Table 44). In general, the respondents felt 

positive about the program. Only 13%, 14%, and 16% of the respondents in mines 1, 2 and 3 

did not support the program. 
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TABLE 44. - Amount of support for HELP program from 
you and o.ther miners 

Mine 1 Mine 2 

Very positive about HELP 25.8 18.6 

Positive about HELP 35.5 30.5 

Slightly positive about HELP 25.8 37.3 

Slightly negative about HELP 8.1 8.5 

Negative about HELP 1.6 --

Very negative about HELP 3.2 5.1 

-- --

100.0 100.0 

Mine 3 

16.4 

32.7 

34.5 

16.4 

--

--

100.0 

Examining the results across the latter three questions indicates people feel positive about 

HELP. More feel slightly positive or positive rather than very positive. 

Foremens' General Evaluation of HELP 

We asked the foreman whether any family or friends had participated in the HELP 

Program. Only 20% reported family or friends had used the program. Of these using the 

program, the foremen reported 71 % rated the program as excellent or well above average; no 

one rated the program below average. 

Superintendents' Views of the Consequences of HELP 

We asked the three superintendents to evaluate the consequences of the HELP Program on 

a variety of organizational indicators. Since we are only examining the responses of three 

individuals we need to be tentative in drawing any conclusions. The basic question that was 

posed is whether the HELP Program increased, decreased, or had no effect on indicators such 

as absenteeism, turnover, productivity, etc. The basic findings are that the HELP Program: (a) 

decreased absenteeism and turnover, (b) had no effect on productivity and grievances and (c) 
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improved morale and the quality of labor management relations. While these findings are 

tentative due to the small number of respondents and the fact that they are• opinions rather 

than actual data (e.g., absentee rates), the direction of the findings make sense. An EAP 

program should impact on withdrawal behaviors (e.g., absenteeism) more directly than on 

productivity. An EAP can be seen as an extra benefit which may improve people's attitudes 

about the company and it can serve as a mechanism for labor and management to help a 

troubled employee. 

OUTCOMES 

Another way to evaluate the effectiveness of an EAP is to look at critical behaviors such 

as absenteeism, accidents, turnover, and performance. The question is whether an EAP will 

have any impact in improving these behaviors. 

This section examines the impact of the HELP Program on absenteeism, accidents, and 

turnover. We do not have data on individual performance. Most mining activities are group 

activities so it is difficult to find any records on individual performance. Before we begin the 

analysis the reader should be aware of the following qualifications. 

1. Absenteeism, accidents, and turnover are affected by multiple factors. (See Figure 2.)

One of the explanatory factors could be off-the-job problems which could be reduced by an 

EAP Program. However, since there are multiple factors affecting critical behaviors, it is 

possible for an EAP to be effective, but the effect is not easily discernible as other factors act 

in a dynamic way to increase a critical behavior such as absenteeism. 

2. The critical behaviors we are examining tend to be low frequency events, so clear

changes in these variables are difficult to discern, and 

3. All the data we use for analysis come from company records. We have discussed ·

elsewhere, (10), potential measurement problems with this type of data. The combination of 

the above three factors speaks to the difficulty of isolating the effects of an EAP such as the 

HELP Program on absenteeism, accidents or turnover. 
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Absenteeism 

What effect, if any, did the HELP Program have on absenteeism? Data for this analysis 

comes from company absentee records. Every day. the company records for each hourly 

employee whether they are absent and a code explains the nature of the absence. 

data we created four indices: 

Total absences = total days absent/number of scheduled days 
to work 

Total absences - sick and injured = total days - days sick and 
injured/scheduled days 

Unexcused days = unexcused absences/scheduled days 

Excused days = excused absences/scheduled days 

Total absences simply ref er to all absences that occur in a given time period. 

From this 

Excused 

absences are defined by mine management. They refer to days where the individual did not 

come to work, did not elect to use union mines' provisions in the contract to legitimate days 

off, but was excused by management. Unexcused days represent days that the individual did 

not come to work and management did not excuse the individual. While the distinction 

between unexcused and excused depends on the decision of mine management, we found that 

most of the excused absences were days off with a doctor's slip and unexcused days were days 

off without a doctor's slip (with miners typically having poor prior absence records). 

To analyze the effect of the HELP Program we first identified all the people in the 

program. This information was obtained from HELP records. The companies do not know 

the names of the people in the program except from company referrals. Since this is 

privileged information, all attempts were made to insure. its confidentiality. Our primary 

analysis will focus on the people in the program to see if HELP had an effect on absentee 

rates. There is a question of what might be an appropriate control group comparison. Our 

own experience with this data suggests there are some reasonable control groups within the 

HELP data set. That is, there are people in the program who started and completed the 
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program. while there are others who started and withdrew. We should expect some differences 

among these groups. The nonparticipants in the HELP Program provide another possible control 

group. That is. if absentee rates for the mine as a whole are increasing, remaining the same, 

or decreasing, that provides an important context for understanding what effect the HELP 

Program may have on changing absentee rates. The limitations on using the nonparticipating 

employees in the mines as a control group is the following: Participants in the HELP Program 

are not a random sample of employees at the four mines involved in the HELP Program. 

Indeed we would expect that HELP participants would be different from the typical work 

population in the areas (e.g., absenteeism) we are examining. We are not suggesting to 

disregard absentee· trends in the larger population, but it is clear there are limitations to this 

group as a control group. 

The data were arranged in the following way. First, we only looked at employees since 

there were data about these individuals. It would be possible to look at nonemployees (e.g .. 

family members) and trace this effect to employee absenteeism .. but it was not possible in all 

cases to match nonemployee participants with employee participants. Also, the impact of the 

program should be greater or more pronounced for employee participants, than indirectly on 

absenteeism through family member participants effects on employee absenteeism. 

Another consideration was to arrange the data over time. That is, for each participant we 

gathered data on their absentee rates before they entered in the HELP Program, while they 

were in the program, and after they left the program. If a person entered, left, and reentered 

again, we aggregated all the absentee rates before the program, during, and after, regardless of 

the number of times this happened. Multiple entries are a relatively low frequency evenL 

The next way we categorized the data was by program status. There were 5 possible 

statuses (1) employees who comp�eted the program and remained in the company; (2) employees 

who completed the program and left the company; (3) employees still in the program, (4) 

employees who withdrew from the program and remained with the company, and (5) employees 
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who withdrew from the program and left the company. The "still in the program" refers to 

people who have not officially withdrawn from the program, but who have not visited the 

program. This category is closer to the "withdrew" category than the "completed" category. 

Table 45 presents absence rates for participants in the HELP Program before they entered 

the program, during, and after the program. Each participant was classified if they completed 

the program and were employed by the mine, withdrew from the program and were employed, 

withdrew and left the company, and were still in the program. Total absences, total absences 

minus on-the-job accidents, unexcused absences, and excused absences are the absence measures. 

Table 45 includes data on participants across all four mines. For participants who completed 

the program and remained with the mine, there does not appear to be any changes in absentee 

rates over the three time periods for any of the absence measures. The absentee rates for 

participants who withdrew from the program but remained with the mine are higher than the 

first category, but there are no clear trends over the three time periods. For participants who 

withdrew from the program and later from the company, absenteeisr:n rates increased over time. 

We compare before and during absentee rates for people still in the HELP Program {at the 

time when we collected the data), and we find no differences. 

I 
I 
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TABLE 45. - Absenteeism rates for HELP participants 

TOTAL ABSENCES 
TOTAL ABSENCES MINUS ACCIDENTS 

AND ILLNESS 

Before During After Before During After 

Completed/ 
Employed 05 08 05 03 06 05 

Withdrew/ 
Employed 09 17 13 07 14 07 

Withdrew/ 
Not Employed 04 10 16 5 11 16 

Still in 
Program 07 05 - 07 05 -

UNEXCUSED EXCUSED 

Before During After Before During After 

Completed/ 
Employed 01 03 01 03 03 04 

Withdrew/ 
Employed 03 05 02 04 09 05 

Withdrew/ 
Not Employed 02 06 15 04 05 01 

Still in 
Program 03 02 - 04 03 -

Tables 46 and 47 provide the same data on absentee rates by time and by status in the 

program. The only differences are that the data in these tables are presented for each mine. 

For Mine 1 there are no real trends in absenteeism data for the "before," "during," and 
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"after" periods. ·There is a big increase and then decrease in "total absenteeism" for the 

during and after periods, but this seems to be attributable to a jump in lost time accident days 

in the during period. 

For Mine 2 we also do not see any clear trends in changes in absenteeism over time. In 

general, the absentee rates for this mine are quite low and there is not a lot of "room" for 

movement in absentee rates. 

In Mine 3 there are only participants in three categories. The only possible trend is an 

increase in absenteeism for participants who withdrew from the program, but remained with 

the company. 

For mine 4 there are increases in absenteeism for the completed/ employed, completed/ not 

employed, withdrew/ employed and withdrew/ nonemployed categories. 

The picture that emerges from these tables is ambiguous. A reasonable expectation would 

have been that participants who completed the program would have lower absentee scores in 

the "after period." That is, if the program had an effect, it would have been to reduce 

absenteeism in possibly the "during" phase and clearly in the "after" phase. The data seems a 

little more consistent with the withdrew condition. If people withdrew from the program, this 

meant that they probably did not find the program to be useful. If the problem that 

stimulated them to enter the program still persists we would expect absentee rates to stay the 

same or increase. There is evidence that this happens in some of the mines. Another 

expectation is that people in the "still in program" category should begin to show lower rates. 

The data do not support this position. 

Another general finding is that there are differences across mines. In Mine 2 there is not 

much room for the program to have an effect on absentee rates. In Mine 4, most of the 

participant categories indicate an increase in absenteeism, although there is not a general 

increase for that mine population as a whole. 
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TABLE 46. - A bsen teeisrn for HELP clients - by mine 

MINE 1 
(A) Completed/emp.
(B) Completed/

not employed
(C) Withdrew/emp.
( E) In program

MINE 2 
(A) Completed/emp.
(C) Withdrew/emp.
(D) Withdrew/not

employed 
( E) In program

MINE 3 
(A) Completed/emp.
(C) Withdrew/emp.
(E) In Program

MINE 4 
(A) Completed/emp
(B) Completed/not

employed
( C) Withdrew/emp.
(D) Withdrew/

not employed
(E) In Program

B = Before 
D = During 
A =  After 

TOTAL ABSENCES 

B* D* 

.07 .14 

.08 .10 
.OS .05 

.02 .05 

.11 .01 

\ .07 .04 
.07 .03 

.11 .08 

.11 .24 

.12 .10 

.oo .08 

.20 .36 
.08 .34 

.06 .10 
.04 .04 

TOTAL ABSENCES 
MINUS ACCIDENT 

AND ILLNESS 

A* B* D* A* 

.02 .04 .05 .02 

.12 .06 .os .03 
- .04 .03 -

.01 .02 .05 .01 

.02 .03 .01 .01 

- .07 .04 -

- .07 .03 -

.08 .06 .07 .07 

.17 .12 .23 .21 
- .12 .11 -

.10 .oo .08 .10 

.34 .07 .23 .34 

.22 .08 .29 .OS 

.16 .06 .20 .16 
- .04 .04 -
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TABLE 46. Absenteeism for HELP clients by mine--continued 

MINE 1 
(A) Completed/emp.
( C) Withdrew/emp.
(E) In Program

MINE 2 
(A) Completed/emp.
( C) Withdrew/emp.
(D) Withdrew/not

employed 
(E) In Program

MINE 3 
(A) Completed/emp.
( C) Withdrew/emp.
(E) In Program

MINE 4 
(A) Completed/emp.
( C) Withdrew/emp.
(D) Withdrew/

not employed
( E) In Program

B = Before 
D = During 
A =  After 

B* 

.01 

.02 
.01 

.01 
.01 

.02 

.06 

.02 

.04 

.02 

.oo 

.04 

.03 
.02 

UNEXCUSED EXCUSED 
ABSENTEEISM ABSENTEEISM 

D* A* B* D* 

.02 .01 .03 .03 
.03 .01 .04 .02 
.oo - .03 .03 

.01 .oo .02 .04 

. 01. .oo .02 .oo 

.01 - .as .03 
.02 - .01 .01 

.03 .02 .04 .04 
.05 .06 .OB .18 
.04 - .10 .07 

.06 .02 .oo .02 

.10 .03 .04 .17 

.12 .15 .03 .OB 

.01 - .02 .02 

A* 

.01 

.02 
-

.01 

.01 

-

-

.05 

.15 
-

.08 

.02 

.01 
-
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Turnover 

Turnover is another factor used in evaluating EAPs. The issue is how to view terminations 

when evaluating the HELP Program. In our paper on evaluations we argue terminations could 

be functional or dysfunctional for the company. In the functional sense, HELP might identify 

that the source of the off-the-job problem comes from a lack of fit between the individual 

and the job. That is, the client does not have the skills or abilities that fit mining job 

requirements. If the termination leads to a job placement which maximizes job performance 

fit, we argued that was a positive termination. In the other case the person has the skills and 

abilities to mine, but some other factors (e.g., drug problems) affect performance. If the drug 

problems persist and this leads to termination, we code this as a negative termination. 

Negative terminations are correlated with involuntary terminations. The underlying assumption 

is that if the off-the-job problem was solved, the individual would remain a productive miner. 

The distinction between positive and negative terminations is important If there is a lack 

of fit between central individual characteristics and job characteristics, it is likely the individual 

will continue to experience stress, hold negative job attitudes, and perform poorly. If the 

HELP Program facilitates the acknowledgement of this situation, and helps the individual find a 

job more congruent with his or her interests, then the individual and the organization are 

likely to be better off. (The termination will be more dysfunctional for the individual and 

company.) If a good employee's performance drops because of emotional problems and the 

HELP Program is unsuccessful in res.olving their problems, then the departure of this person, 

particularly if that person is skilled and interested in mining, represents a loss to the company. 

To sharpen the distinction between positive and negative terminations we adopted a rule 

which considered most terminations as negative. That is, strong evidence was needed to code a 

positive termination. 

Examples of positive terminations are: 
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• Client was voluntary referral, lived far away from mine, and got an equivalent or

better job closer to home. Had an absentee problem.

• Client was divorced alcoholic. Voluntary referral, moved to a different state,

remarried, and obtained responsible job.

• Client came to Utah to make money with intention of leaving. Had emotional

problems. Returned to Texas to get married. Obtained responsible job.

Examples of negative terminations are: 

• Client was voluntary referral, was experiencing high levels of absenteeism, quit the

program and company without explanation.

• Client was company referral because of high absenteeism and discipline. Initial

diagnosis was alcoholism and family problems. After a period of time, company

terminated this individual.

There are some other issues that must be reviewed wheri analyzing turnover as a measure 

of EAP effectiveness. First, the connection between effective EAPs and turnover rates is 

. complex. The existence of off-the-job problems does not mean that turnover is a highly 

probable event. There are a variety of ways workers can manage off-the-job problems that 

do not directly lead to turnover. So EAPs may be effective in reducing off-the-job problems, 

but there will not be a corresponding reduction in turnover rates. Second, turnover rates are 

typically low frequency events. In the mining industry, particularly toward the end of 1981, 

layoffs were becoming more common, jobs were more difficult to obtain, and therefore, the 

attractiveness of keeping one's existing job was becoming stronger. Given lower turnover rates, 

it is simply more difficult to isolate changes in rates. Third, turnover is affected by multiple 

factors, so it is difficult, particularly given the low frequency, to attribute changes in rates to 

EAPs 

. The major limitation of the turnover data is that it cannot be formatted in the same way 

as absentee or accident data. Absentee data by individual occurs over time. So we can 
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examine rates before, during, and after the program. Turnover is a one time event. We can 

not trace it over time. Therefore, we do not have a built in control group over time. In 

absentee studies, the individual can serve as his or her own control group over time. It is 

possible to compare turnover rates at the mine to rates of program participants. But the 

comparison assumes some similarity between the mine turnover rates and the program turnover 

rates. We would expect the rates to be different because people who select themselves into an 

EAP should be different from the modal population. The major point of this discussion is 

that we do not have a good baseline •either over time or in terms of some control group to 

assess the effectiveness of HELP in changing turnover rates. Also, we do not have accurate 

data on termination rates for the mines over time. 

Given these limitations, we will provide some descriptive statistics about turnover. 

l. 18% of the employees in the HELP Program terminated during the time period of

this study.

2. 80% of these terminations represent negative terminations. In 20% of the cases these

individuals went to nonmining jobs that were more congruent with their skills and

abilities.

3. An analysis by mine indicates high variability in turnover rates by clients. In one

mine there were no terminations. Another mine accounted for 80% of all the

terminations. Our experience was that this mine had a high termination rate among

all its employees during the time of our study. Compared to other mines it was

much less accessible than any of the other mines in terms of travel distance and

difficulty of the commute.

Summary 

The data are not available to assess the impact of the HELP Program on turnover. 

Turnover of employees in the HELP Program is low in all but one mine which experiences 

high turnover over all employees. During the course of this study there were major economic 
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changes in the industry which reduced turnover as a viable option. As more mines began to 

lay off or shut down, the opportunities to turnover were reduced. We would like to know if 

participation in the HELP Program reduced turnover rates over and above what they would 

have been without a program. However, the data are not available to make that comparison 

and the prevailing economic conditions were probably the most powerful forces in affecting 

turnover rates, which for 3 of the 4 mines were already low. 

Accidents 

Accidents represent another type of critical behavior that could be affected by EAPs. 

Off-the-job problems may be associated with accidents in the following way: Increased 

preoccupation with off-the-job factors could lead to lower vigalence, greater opportunities for 

distraction, lower level of motivation to conform to standard operating practices, greater 

opportunities for carelessness, and so on. All of these behaviors increase the probability of 

accidents. To the extent to which EAPs can reduce off-the-job problems, the worker may 

exhibit, for example, greater vigalence and motivation to work safely and experience fewer 

accidents. 

The issues in evaluating the impact of EAPs on accident rates are the same for our 

discussion of absenteeism and turnover. The existence of off-the-job problems does not 

necessarily lead to accidents. Accidents typically are low frequency events so it is harder to 

identify trends. Lastly, many factors affect accidents independent of any off-the-job 

problems. 

Given these problems, we examined any reported accidents for participants in the HELP 

Program. These could include lost time and no lost time accidents. We used both types of 

accidents because of the low frequency of these events and we wanted to have enough cases to 

look for trends. The data were also arranged into the period before entering the program, 

during the program and after the program by the five status categories used in absentee 

analysis. Also, since there was wide variation among mines, we present the data by mines 

versus some aggregate category. 
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TABLE 47. - Number of accidents for program participants - mine 1 

Before During After 

Completed-Employed 1 2 0 

Still in Program 0 0 -

Withdrew-Employed 2 1 3 

TABLE 48. - Number of accidents for program participants - mine 2 

Before During After 

Completed-Employed 0 0 5 

Still in Program 0 0 -

Withdrew-Employed 5 2 0 

Withdrew-Not Employed 0 0 0 

TABLE 49. - Number of accidents for program participants - mine 3 

Before During After 

Completed-Employed 0 2 0 

Still in Program 10 3 -

Withdrew-Employed 12 9 3 
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TABLE· 50. - Number of accidents for program participants - mine 4 

Before During After 

Completed-Employed 0 0 1 

Completed-Not Employed 2 2 1 

Still in Program 1 0 -

Withdrew-Employed 3 2 3 

Withdrew-Not Employed 1 4 l 

Tables 47 - 50 presents the number of accidents (lost time or nonlost time) for program 

participants in the "before," and "after" periods by the four mines. In mine 1 there are no 

trends over time or between the four status categories. In mine 2 there is conflicting 

information. In the status category where one would expect the best performance, there are 

more accidents in the "during" periods. However, one should note that there are no accidents 

in the "before" and "during" periods. The 5 accidents in the after period probably is not 

related to any program influence. In Mine 3 there are some decreases in accidents in the 

still-in-program and withdrew-employed categories. The lower number of accidents in the 

completed-employed category indicates they simply are a different group. In Mine 4 there are 

no trends over time or by category. 

Table 51 shows accident rates by program status and time. The rates are calculated on lost 

time days over scheduled working time. Tables 47 - 50 concerned the number of accidents 

not the number of days lost. Participants in the HELP Program across all four mines did not 

have many lost time accident days, so there are not many opportunities to look for trends in 

the rates. 
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TABLE 51. - Accident Rates 

BEFORE DURING AFTER 

MINE 1 
Completed/Employed .03 .08 .oo 

N = 8 
Withdrew/Employed .01 .oo .17 
N = 7 
Withdrew/Not Employed - - -

N = 

Still in Program .oo .oo -

N = 2 

MINE 2 

Completed/Employed .oo .oo .oo 

N = 10 
Withdrew/Employed .oo .oo .oo 

N = 8 

Withdrew/Not Employed .oo .oo .oo 

N = 2 

Still in Program .oo .oo .oo 

N = 3 

MINE 3 
Completed/Employed - .oo .oo 

N = 3 
Withdrew/Employed .oo .oo .oo 

N = 8 
Still in Program .oo .oo -

N = 2 

MINE 4 

Completed/Employed .oo .oo .oo 

N = 3 
Completed/Not Employed .09 .15 .oo 

N = 4 

Withdrew/Employed .oo .oo .oo 

N = 6 

Withdrew/Not Employed .oo .oo .oo 

N = 6 

Still in Program .oo .oo -

N = 2 
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Other Factors 

Preoccupation with off-the-job problems can lead to on-the-job behavior that could lead 

to disciplinary action and subsequently grievances. Alcoholism could lead to sleeping on the 

job. Emotional problems could lead to conflict with one's supervisor or increased absenteeism. 

In any of these cases disciplinary action could follow, which in turn could generate grievances. 

While we did not have access to the grievance data for the relevant mines included in the 

HELP Program, we did discuss the grievance issue with mine managers who were included in 

grievances. We found no evidence that there were any patterns of grievances related to clients 

in the HELP Program or to the program itself. There is no way to evaluate whether the 

HELP Program reduced the number of grievances beyond some level that would have occurred 

if the program had not been in existence. 

Preoccupations with off-the-job problems can lead to accidents, absenteeism, and other 

forms of behavior which reduce productivity. This is an indirect effect. Off-the-job factors 

can also have a direct effect on productivi_ty by diverting the employee's attention and 

motivation from work. We have done extensive analyses on estimating program effects on 

productivity in the coal industry, (11). It is not feasible to assess productivity effects of the 

HELP Program. This program is at the individual level while production underground coal 

mines occurs at the group level. If we were in an industry where there are clear measures of 

individual performance we could do some analysis. However, in coal mining, the unit of 

analysis is the crew or section. In other studies we have shown that accidents and absenteeism 

lower production (12). However, since our analysis of absenteeism and accidents does not 

permit assigning that proportion of absenteeism on accidents affected by the HELP Program, 

we can not estimate the effect of the HELP Program on reducing productivity. 

Another factor to consider is program cos·ts. One could examine the costs of the program 

relative to benefits. The HELP Program is funded on a cost per employee basis. During the 

period from 1980 - 1983, costs per employee were $4.50 to $5.50 per month per employee. 
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While we have done extensive cost benefit analyses in the coal industry, (11), it is not 

feasible to do such an analysis here because of the difficulty in attributing and quantifying the 

direct impact of HELP on absenteeism, accidents, turnover, and productivity. That is, we 

would need to identify the amount of absenteeism attributed to the HELP Program and then 

estimate the savings from the reduction in absenteeism or other indicators. However, in our 

analysis of outcomes we have pointed out the problems in isolating the effects of the HELP 

Program on absenteeism, turnover, and accidents. 

OVERALL EVALUATION OF THE HELP PROGRAM 

If we review all the information we have discussed, the following picture emerges about 

the HELP Program. First, and probably most important, management of the mines continued 

to renew its contracts with the HELP Program eight years after it was set up. Second, 

employees continue to use the HELP Program. Our data showed that people used HELP 

Program services. Also, most of the clients were self-referrals. Voluntary participation 

indicates employees see a benefit in the program. Third, when we examined the process 

indicators of effectiveness, employees were knowledgeable about the program, felt there was 

organizational support for the programs, and those using services of the program rated these as 

average or above average. In general, the process indicators of effectiveness were positive. 

The analysis of outcomes (e.g., absenteeism) were less clear. There were no clear indicators 

that the program increased or decreased absenteeism or accidents. 

The basic objective of this research is to determine the feasibility of EAPs in the 

underground coal industry. This section is written for individuals involved in deciding whether 

or not to introduce an EAP into their mining organizations. This individual typically is a 

senior manager, but union officials also will have some involvement in this decision. There are 

multiple meanings that can be assigned to feasibility. The simplest interpretation focuses on 

whether EAPs should or should not be introduced into underground coal mining. Another 

interpretation is whether an EAP should be introduced in a particular mine. Our view is that 

the latter interpretation is more useful. There is nothing in the data we collected that would 
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indicate that the industry should adopt EAPs. Indeed one of the clearest fin dings in this study 

is that some analysis needs to be done at each mine site before deciding on the feasibility of 

EAPs. This initial position of fitting EAPs to specific mines is not simply a hedge--that is, 

reluctance to say whether EAPs are feasible. Rather, it is a clear conclusion from our data 

that EAPs will fit in some settings and not in others. 

Let's review what we know about EAPs. First, an EAP represents one of many strategies 

an organization can use to improve the effective .utilization of its human resources. We argued 

earlier in this report that EAPs can be helpful in improving certain human resource problems, 

but not others. Fitting the EAP to the appropriate causes is the key challenge. The critical 

set of causes relevant for EAPs are those related to off-the-job rather than ori-the-job issues. 

The extent to which an employee experiences off-the-job problems such as alcoholism, drug 

abuse, family and marital problems, emotional problems, and so on, which in turn affect 

critical work behaviors such as absenteeism, accidents, and job performance, the more viable an 

EAP might be. The idea of targeting human resource strategies to causes of organizational 

problems is key. EAPs are effective in reducing problems induced by off-the-job factors, not 

problems caused by on-the-job problems. If the primary source of organizational problems 

can be traced to on-the-job factors such as pay systems, training, job design, then an EAP will 

not effect strategy. 

The viability of EAPs then depends on the prevalence of these off-;he-job problems. We 

studied a representative sample of underground coal mines to assess prevalence. The study was 

designed to build trust and rapport in order to obtain quality information on a sensitive topic. 

To the best of our knowledge, the study was one of the most comprehensive conducted in 

underground coal mining. The basic conclusion is that off-the-job problems such as 

alcoholism, family, marital, and emotional occur in the mines we studied in the 1-3% range. 

Earlier we discussed the accuracy of these estimates. The basic conclusion is that these 

estimates are always understated, but the idea is that we are still talking about low frequency 

events. Also, our estimates are not too different from those reported in other industries (:Z). 

Also, see Appendix A. 
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The data we presented from the HELP Program provides another view of the prevalence 

of these off-the-job factors. While this is a data set of people who have diagnosed off-the­

job problems versus an estimate of the prevalence in general in these mines, the off-the-job 

problems reported from HELP records are comparable to the results of the prevalence data we 

collected at many other mines (Table 11). 

Next, we examined the relationship between off-the-job problems and critical behaviors 

such as absenteeism, accidents, and job performance. One important conclusion in our analysis 

was that the existence of an off-the-job problem does not mean there is a one-to-one 

correspondence with increase absenteeism or accidents. There are many ways people manage 

off-the-job problems, that do not directly affect critical job behaviors. The data we collected 

support this observation. Off-the-job factors may be related to absenteeism, accidents or poor 

job performance, but they are not the primary cause of these phenomena. 

At this point we have reported that off-the-job problems exist in the mining community, 

the rates of these problems are low, these off-the-job factors have consequences for 

absenteeism, accidents, and performance, but these are not the primary causes. The fact that 

we are talking about low frequency phenomena should not be interpreted to mean we are 

talking about unimportant organizational consequences. If we are talking about only 5 - 10 

people in a 300 person mine, it only takes one serious injury or fatality to look at EAPs in a 

different light. The point is that we are talking about low frequency events that can have 

serious cost implications for the company. 

Given this context, the first question the manager must consider is estimating the potential 

prevalence of these off-the-job factors. They may be more prevalent in some mines than in 

others. The reasons for estimating potential prevalence is twofold. First, given that there is 

variation across mines, some company mines may be better selections for EAPs than others. 

The second reason is that by estimating the potential prevalence, the managers will develop a 

better understanding of off-the-job problems. 
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One estimates the potential prevalence of off-the-job factors in a number of ways. First, 

most firms have historical experiences with alcoholism, drugs, emotional, and other such 

problems. One does not have to have a formal EAP to deal with these problems. In most 

mines we visited, it was relatively easy for the superintendent to generate a number of such 

cases. In all these mines these problem employees were dealt with informally. (Formal EAPs 

provide a set of consistent policies and procedures for dealing with these cases.) This 

historical account is quick and a relatively accurate way of identifying known cases and the 

consequences of these cases for the mine. The second type of analysis focuses on absentee 

records. All firms that we worked with keep daily absentee records. Some firms have this 

information computerized, others do not. There is no need however, for complicated analyses. 

Basically, we want to look at the high absentee individuals, that is, individuals whose rate of 

absences exceed the mine average. In most mines there are a small percentage of workers who 

account for a large percentage of total mine absenteeism. These individuals are likely 

candidates for EAPs. Their excessive absenteeism may be accounted for by off-the-job 

problems. A third source of data is accident records. Here, we would like for the same type 

of information as we suggested for absenteeism. Look at the individuals with frequent accident 

rates. In our analyses of accident rates we find that there is a small percentage of employees 

with greater than average accident rates. These individuals may be candidates for the EAP. 

Points 1 - 3 can be easily examined by mine personnel. The data are there, and in most 

cases, do not represent more than a man day to generate. A fourth way to estimate potential 

prevalence is to ask mine employees to provide estimates of the number of people affected by 

various off-the-job problems at their mine. These questions on prevalence can be ·added to 

any general study that the mine was planning to initiate. However, this method of estimating 

prevalence would have to be done by a neutral third party. 

The purpose of doing points 1 - 4 is to estimate the potential of off-the-job problems. 

Points 1 - 3 can easily be implemented by mine personnel. The importance of this activity is 

to provide an opportunity for mine management to learn more about potential candidates for 

an EAP and to become more sensitized to off-the-job problems. 
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After the analysis for potential off-the-job problems is completed, the next step is to 

carefully review the rationale for establishing an EAP. This issue is very critical and often 

neglected in evaluating the feasibility of an EAP. The questions are: Why· do I want an EAP? 

What benefits do I expect from an EAP? Earlier we mentioned five rationales: (1) to reduce 

absenteeism and increase productivity; (2) to reduce accidents; (3) to provide a neutral device 

by which individuals with personal problems can be managed, treated, and/ or removed from 

the workforce; (4) to provide a personnel benefit to employees that is consistent with other 

employee benefits; and (5) to improve employee well being. We listed these five rationales 

because it is important for the firms to be explicit about why they want an EAP. Selecting 

the rationale should take time and careful discussion. When this selection takes place, 

managers should consider the following. The most obvious rationales are numbers one and 

two. That is, we want EAPs to reduce accidents, absenteeism, and to increase productivity. 

Although these benefits may occur, we pointed out earlier that we are talking about low 

frequency events (i.e., the off-the-job problems), these events do not always cause an increase 

in absenteeism and accidents, and it is difficult to isolate the effect of an EAP on absenteeism 

or accidents. On the other hand, rationales three through five are important and they do not 

rely on the same level of justification as is required by rationales one and two. Our 

experience is that mines which select EAPs solely for economic reasons may find their 

existence more difficult to justify. On the other hand, mines which use both economic and -

noneconomic factors to initiate an EAP will probably find the program easier to legitimate. 

Let us assume the manager has estimated the potential EAP population and has a clear set 

of rationales for initiating an EAP. What should the EAP look like? While there is no one 

answer to that design question, there is a modal characterization that would fit most mining 

organizations. Here are some of the characteristics. 

• A program that includes employees and immediate family members.

• Referrals to the program could be self-referrals, management referrals, or union

referrals.

• Two models for delivery services are preferred. (1) Consultation Model. / n-house
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services: establish the credibility of the program; provide information aimed at 

problem identification; provide time off for employee, and supervisor training and 

awareness programs. Outside services: all problem identifications; all intakes and 

initial problem assessment; all counseling and other treatment; all follow-ups. (2) 

Referral Model. / n-house services: (in addition to the services noted in the 

consultation model) identify the existence of a client's general problems; provide 

general referral to a category of outside services; keep informed on client's progress; 

primary prevention training. Outside services: specific problems identification; all 

counselling and other treatment; all referrals; all follow-up. 

• The physical location of the facilities should be off-site.

• Corporate or consortium initiated programs are equally viable.

• In a unionized plan, participation of the union in the design and

operation/ evaluation of the program is important.

At this stage in the progress the manager has estimated the potential EAP population, 

identified the rationales for the programs, and has a rough outline of program characteristics. 

The next step is to initiate a set of processes that are critical to the success of any EAP. 

1. Commitment. An EAP will not be successful unless the commitment of the major

players is obtained. They include top management, middle management, first-line

supervision, union officials, and employees. The major problem in many programs

similar to EAPs is that some of the actors are committed and others are not. The

bottom line is that these programs get put on-line, but they never last as viable

entities. Gaining commitment is a difficult task. There are a variety of activities

that may contribute to enhancing commitment. Reading portions of this report or

other reports referenced in the appendix is a good start. The Carnegie-Mellon Coal

Research Program's staff could provide some assistance. Visiting EAPs at mine sites

or in nonmining companies is another very important way to build commitment. It's

important to take time to build commitment in the "front-end." EAPs will affect a

variety of organizational practices (e.g., absentee programs, safety programs) so it is

important that all managers and union official are committed to the concept.



133 

2. Another important activity is to select the vendor for the referral and/or treatment

services. It is not appropriate in this type of report to recommend classes of

vendors or specific vendors. Some of the critical issues that should be considered

are: the experience of the vendors with EAPs, the accessibility of the vendor to a

particular mine site, the experience of the vendor personnel with mining, and so on.

It is obvious that other factors such as cost will be considered. We think an initial

consideration of the three factors enumerated above should be considered prior to

cost.

3. Training is critical to the setting up and successful administration of an EAP. Both

the company and vendor can serve as trainers. The target population would include

all levels of management, employees and union officials. The most obvious type of

training is awareness training. That is. people need to learn what an EAP is, how it

functions, areas it covers, and so on. This training is very important because it will

impact on whether employees decide to participate in an ·EAP and whether there will

be general support at the mine for an EAP. The second type of training is

primarily aimed at first-line supervision. The purpose of that training is to help

first-line supervisors to be more able to identify different types of off-the-job

problems and procedures for confronting and working with employees who have

these problems. This type of training is also important for the success of the

program. A key problem in most EAP training is. that it tends to be "one-shot."

That is, the training is given at the initiation of the program, but there is no

follow-up training. We believe training over time is critical for the long run success

of an EAP.

4. Reward systems. An EAP will be successful if it is supported by the organization's

reward system. Foremen need to be rewarded for active participation in the

program. If a foreman identifies a potential problem case, mine management needs

to support the foreman through the diagnosis and eventual treatment of the problem

case. Failure to do that increases the risk for the foreman and decreases the

probability that he or she will help make the program function.
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in these mines are relatively stable (i.e., there is very low turnover). That is, the more stable 

the work force and the longer the mines participate in the HELP Program (begun in 1977), the 

fewer the new starts would be expected. Also, as the total population of potential participants 

decreases the absolute number of potential clients (i.e., problem drinker) also decreases. 

In reviewing the types of clients in 1986 versus the 1980 - 1983 period there appears to be 

a lot of similarities. Most of the clients come on self-referrals. The types of cases are 

similar to those reported in Table 30. 

There has been some change in the type of services provided by the HELP Program. 

During the 1980 - 1983 period services were provided by the director and two psychologists 

who would typically work on a one day a week basis. In 1986, the director John Warden, 

provides the same services (diagnosis, referral, and selective counselling) which he offered in 

the 1980 - 1983 period. Other activities by the directors such as visiting the mines, going 

inside and offering supervisory training have declined through 1986. A primary reason for 

discontinuing the services of the visiting psychologists according to the director, was that the 

case load would not support the visits of these psychologists who were based in Salt Lake. 

Special classes in areas such as parenting which, were offered in 1980 - 1983, were not 

available in 1986. The basic picture that emerges in 1986 is that the program r,ervices have 

been reduced. However, one needs to make the following qualifications. To the extent to 

which the HELP Program serves as a diagnostic referral EAP, then its activities have not 

changed very much. To the extent to which HELP provides treatment, its services have been 

reduced. 

Is the HELP Program a viable entity? The only evidence that was available during our 

brief data collection in 1986 is that the mining companies are still willing to support the 

program some 10 years into its establishment. Also, new participants continue to enter the 

program. The forces working against the program are primarily financial in nature. There has 

been a significant drop in the total number of employees in the mines under contract which 

directly reduces income. At the same time, the costs of operating this EAP have not dropped. 
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Will the HELP Program continue to remain viable in the next two to three years? This 

question is harder to answer. The economic viability of the mines is the key to this question. 

If the economy remains strong and demand for coal increases, the increases in the number of 

employees will benefit the iIELP Program. A new power plant in the area will be put on-line 

in about a year and this should have some affect on demand for coal. If demand does not 

change and the labor force remains the same in the four mines or declines, the viability of 

HELP will be more uncertain. Other than the economic situation, the other key factor 

affecting the viability of HELP is the motivation of the Wardens. They have been strongly 

dedicated to starting and maintaining the HELP Program. It remains the longest running EAP 

in the coal industry. My guess is that they will continue to run the program even if there is 

not an improvement in economic conditions of the four mines. Issues such as who owns what 

mines (that has changed over the 10 years) or what specific services are offered are less 

important than the dedication of the Wardens or the economic viability. 
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I. GENERAL INTRODUCTION or WHAT IS A.N EAP? (or industrial alcohol
rehabilitation program).

Adams, J. M. The Problem Employee. New England Business, Vol.4, No.7 (April 
19, 1982): 62-65. 

Because of United States productivity lags, employers can no longer ignore 
the problem employee. Approaches taken by consul tan ts are reviewed. A ten­
step program of on-the-job solutions is summarized. An employee assistance 
program is recommended. Insets emphas i.ze the art of listening 3.nd stopping 
unauthorized telephone calls. 

Anonymous. 

Keeper. 
Corporate Respons ib Ll i ty: The Perils of Becoming Thy Brother's 
Training Vol. 18, No. 10 (October 1981): 50-51. 

Corporations are increasingly offering employees more services in the 
areas of financial counseling, chemical-dependency intervention, and 
retirement planning. Despite the traditional view that the primary obligation 
of a corporation is to make a profit, today's corporation is becoming a focal 
instrument of social change. Although firms are already active in many 
external social progr::,_rns the trend is toward a greater nllmber of social 
programs within the organization. However, the result seems to be that 
employers and employees are on a collision course due to conflict between 
entitlement and inducement insofar as corporate social programs are 
concerned. Human resource development practitioners face unique problems 
because of the new responsibilities corporations have assumed. Companies have 
offered stop-smoking programs but they are not free to use non-smoking as a 
criterion for hiring workers. Unions contend that firms cannot force 
alcoholic workers to get help or be fired. It is evident that a whole series 
of democracy-in-the-workplace issues will soon find their way into litigation 
as corporations and individuals test each other's rights and responsibilities. 

Anonymous. Variety of Approaches in Employee Assistance. Employee Benefit 
Plan Review Vol.37, No. 1 (July 1982): 28,30. 

The Division of Alcoholism of the Illinois Department of Mental Health and 
Development Disabilities sponsored a conference on employee assistance 
programs. The conference was designed to provide a closer look at the 
spectrum of existing assistance programs and the various directions these 
programs may follow. One program offered by Standard Oil is for middle 
management employees. Participants are given a stress test before they begin 
an individually designed program that has been suggested by the employee's 
physician. Participants are permitted to use the in-house facilities during 
working hours. Johnson & Johnson has 3 different programs at 7 company 
locations. Each of the programs is voluntary, involves employees and their 
families, and includes a policy statement that assures confidentiality, no 
recordkeeping, and that ensures that participation will not jeopardize job 
security or advancement. The Sentry Insurance Company implemented a holistic 
health program. In-house facilities include a full-size gymnasium, 2 
racketball courts, an indoor swimming pool, Nautilus equipment, an indoor golf 
driving range, and a quiet room for meditation. Employees covered under the 
company heal th care plan, spouses, and dependents are eligible to use the 
program. 
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Anonymous. EAPs Change Structure to Reach Pro �ess ionals. Employee Benefit 
Plan Review, Vol.37, No.7, (January 1983): 81-82. 

Study is made of employee assistance program services. 
employee's personal problems is changing. Professionals have 
problems because of different work environments. 

Nature of 
different 

Anonymous. 

Wrecks. 
Assistance Programs Help Employers Reduce Alcohol-Related 

Business Insurance Vol.17, No.29 (July 18, 1983): 35-36. 

Many employers are using in-house employee assistance programs (EAP) to 
reduce the number of accidents caused by .workers •tJho drink while dr' ving 
company vehicles. The results of these EAPs are difficult to measure, but 
companies report that employees who participate have fewer on-the-job 
accidents. Overall job performance is also improved, and absenteeism is 
reduced. Drinking on the job can cost employers in many ways, including 
increased cost through group health plans. Drinking on the job can also 
endanger fellow employees. Employers with such EAPs in effect believe that it 
is far better to help a person recover than to fire the individual. A look at 
a variety of companies and their programs provides some insight into how these 
in-house assiscance programs function. 

Anonymous. EAP 
Vol.17, No.35 

Potential to Save Money 
(August 29, 1983) : 14. 

is Unknm,in. Business Insurance 

Large companies are turning to employee assistance programs (EAP) to help 
troubled workers. EAPs are designed to help employees deal with such problems 
as alcohol ism, gambling, and marital difficulties. According to Donald W. 
Myers, a professor of insurance, about 20% of the US workforce suffers from 
such problems, and these problems cost their employers about $195 billion a 
year. The number of EAPs has increased rapidly over the years. The number of 
alcohol ism programs alone daub led between 1972 and 1979. EAPs can take many 
forms, including: 1. nonprofit consortia, 2. privately contracted 
organizations, 3. peer assistance programs affiliated with professional 
organizations 4. union/management programs, and 5. hot lines. Some EAPs 
have shown impressive results, but despite encouraging results, little 
information has been collected on how much money EAPs actually save. 

Anonymous. Employee Assistance, Wellness Pay Off. Employee Benefit Plan 
Review, Vol.38, No.3 (September 1983): 22, 117-118. 

Employee assistance programs (EAP) are becoming a cost-effective means of 
benefi tting employees and improving productivity. The in-house alcohol EAP 
Illinois Bell started in the 194Os has become a model for other companies. It 
was designed to help workers with alcohol and drug abuse and emotional 
illnesses. Supervisors play an important role in its operation via ongoing 
communication with affected workers. Employees can seek help from the EAP on 
their own, but most of the participation comes by management referral. Deere 
uses_ a health education and exercise program to improve employee 
productivity. With the cooperation of the health maintenance organizations in 
the area, Deere has developed a wellness program using 4 different cycles to 
make workers aware of the benefits of exercise. The 4 focus on: 1. health 
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awareness, 2. determination of particular individual health risks, 3. 
suggest ions pertaining to health education, and 4. specific activities to 
improve employees' health profiles. 

Anonymous. The Smart Companies Are Getting Personal: Why Employee Assistance 
Progr-ams Encourage People to Bring Their Problems to Work. Industrial 
Management (Canada). Vol.7, No.8 (October 1983): 22-25. 

Whether drug or alcohol problems, a nervous breakdown, a divorce, or the 
death of a spouse should be corporate issues is noc completely clear, but such 
problems do cost companies a lot of money. It has been estimated that fewer 
than 4% to 5% of Canadian companies have formalized employee assistance 
programs (EAPs) to try to help employees deal with their problems. Meanwhile, 
more than 50% of the Fortune 500 companies have such programs. Employee 
assistance programs were created from the drug and alcohol abuse programs 
established by heavy industrial companies in years past. Most of the programs 
currently being operated offer help for any type of employee problem. Firms 
usually provide an employee assistance counselor as a resource for employees, 
and this counselor typically determines the nature of the problem and refers 
the employee to an outside agency specializing in that area. If the 
employee's problem has severe·y affected work per-formance, the employee may be 
mandatorially referred to the EAP, but most ma. e a personal choice co se 
it. References. 

Anonymous. Job Leverage Gives Employee Assistance a Boost. Employee Benefit 
Plan Review. Vol.39, No.2 (August 1984): 82-86. 

Employee Assistance Programs (EAPs) work more effectively than many 
community counseling programs. Substance abuse, both drug and alcohol, are 
costing government and private employers money through absentee ism, waste, 
legal actions and workers' compensation claims. EAPs can be used to solve 
these problems through large companies or groups of small companies. The 
program in Taunton, Massachusetts, developed by Charles E. Volkmann and Dr. 
Dale A. Masi, is an example of a successful EAP. The program worked with 
emotion.al problems, family problems, marital problems, substance abuse, legal 
problems and financial problems. Referrals were usually voluntary and close 
to half the clients were self-referred. 

Anonymous. NCR Employee Assistance Plan Goes Nationwide. 
Plan Review. Vol.3�, No.8 (February 1985): 10-11. 

Employee Benefit 

In 1982, NCR Corp. established a comprehensive employee assistance program 
(EAP) for employees at its headquarters in Dayton, Ohio. The EAP has since 
expanded nationwide to provide services to 30,000 US employees and their 
dependents. Personal Performance Consultants Inc. (St. Louis, Missouri) 
provides counseling services for the program. Confidentiality is ensured, and

the only feedback that NCR ever receives from the counseling service is 
statistical so that the company can determine how many employees have used the 
service. NCR trains all its managers to use the EAP as a supervisory tool. 
The EAP deals with a wide variety of problems, including marital conflict, 
alcoholism, career issues, individual emotional concerns, family difficulties, 
and legal issues. Employees have an opportunity to anonymously evaluate and 
comment on the effectiveness of the program. 
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Archer, J. Occupationa l Alcoholism: A Review of Issues and a Guide to the 
Literature . In Schramm, C. J ., ed ., Alcoholism and Its Treatment in 
Industry . Baltimore : The Johns Hopkins University Press, 1977 . 

The first chapter of the Schramm col l ection is an overview of theory and 
research that ha ve de ve l oped regarding the work - re l ated aspects of alcoholism 
and prob l em drinkers. It pro vides a guide to the l iterature and a review of 
issues of concern to t he f ie l d . 

Bisse ll , L. Alcor.olism. Occupa t iona l Hea l t h \lu rs ing 2u ( Aug 11st 197 6 ) : 20-
23 . 

Dr . Bissell is Chief, Smithers Alcoholism Treatment and Training Center in 
New York City's Roosevelt Hospital . In this a rticle she discusses the trends, 
controversies, and changes in attitudes and treatment programs in the twenty 
years since the American Medical Assoc iation stated that alcoholism is a 
disease. She states that compared with other chronic illnesses, a lcoholism is 
extremely easy to treac . 

Several key elements in an effective industria l program are: ( 1) win 
support of top management and labor; ( 2) educate at all levels (here the role 
of the industrial nurse ca n be vital) ; and (3) become familiar with avai l ab l e 
treatment resources. 

Brasch , P. Helping Hand from the Boss . Parade . (June 8, 1980) : 6- 8 . 

The objectives, services, and benef its of employee assistance programs are 
discussed, with examples of specific programs developed by leaders £n business 
and industry. 

Brubaker, W. W. Alcoholism in Industry. 
(February 1977 ) : 7- 10 . 

Occupationa l Health Nursing 25 

Thi s article, written by the Corporate Medical Director of Hershey Foods 
Corporation, c ites the incidence of alcoholism as reported in the literature 
as from 2-10%. Industry is interested in alcohol ism predominately because 
persons afflicted with this disorder greatly in crease the cost of 
operations . Referral by the supervisor or personnel department leads to 
contact with the medical department, which prepares a medical history 
involving a work record (absences, accidents, etc . ), an alcohol ism 
questionnaire of twenty questions, and a physical ex1m. Treatment may be of I 
several kinds, depending on the severity of the problem. The author offers a 
list of suggestions and guidelines for management and medical personnel. 

Caldwell, Bernice. Assistance Programs Stress Individual Needs. 
· Benefit Plan Review, Vol .36, No.6 (December 1983): 76, 78. 

Employee 

A 5- day conference sponsored by the Association of Labor-Management 
Administrators and Consultants on Alcoholism prov i ded attendees a chance to 
exchange views on employee assistance programs ( EAP). EAPs aid worke r s with 
problems that affect work performance. Don Wegshe ider, community serv ices 
director for the Falkner Foundation (Austin, Texas), cited the importance of 
including family members as support mechan i sms in treatment programs. EAPs 
include counseling for troubled employees; alcoholics, for example, are 
encouraged to build a positive self-image. Matthew J. Puleo, vice-president 
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of the human resources group of Yankelovich, Skelly, and Whi te, asserted that 
EAPs are particularly suited to addressing the current "segmented workforce " 
which i s more concerned with self needs than with a common cause. EAPs must 
ensure flex i bility toward t he segmented corporate community . 

Carr, Julian 
Programs. 

L. Improving Corporate Performance Through Employee - Assistance 
Business Horizon s, Vol . 23, No.2 (April 1980) : 57 - 60 . 

There has been a growing interest in the rapid_y emerging Employee 
Assistance Programs ( EAPs) for a number of reasons, incl dir;g : 1. the costs 
of turnover, absentee ism , and sub - par job perfo rmance, 2 . che realization of 
management and labor leader s that more needs to be done abouc the problem 
drinker and other problem employees, and 3. the increas in g complexity o f 
society. An EAP extends services to all empl oyees who have a personal problem 
that is affecting work performance. In an EAP, a supervisor i s respons ible 
only for identifying dec lining work performance . If the supervisor's normal 
steps to intervene do not produce results, he then con fronts the employee with 
the indications of his declining performance and offers the EAP . Studies of 
EAPs indicate that they can reduce costs. They are a lso an effective tool for 
dealing with difficult . sensitive problems . Management is able to maintain 
high work standards and consistent management practices by using dec lining 
work performance as the criterion for super vi sor referra l of an empioyee to 
the EAP . The employee is refe rred to a coun se or or program coordinator ,-1ho 
suggests follow - up counse ling or treatment. 

Dawson, E. R. Helping Employees Cope :· It Takes More Than a Big Heart . Data 
Management, Vol. 20 No . 6 (June 982) : 16 - 18 . 

Persona l prob lems of employees, such as mental illness and alcoholism, 
were opened to discussion in the 1970s . In the past, many organizations 
terminated employees who could not resolve their personal problems but many 
companies now realize it is cheaper to provide professional guidance than to 
replace an employee. Employee -assistance programs (EAPs) , whi ch provide 
counseling for emotional problems' exist primarily in large co rpora tions . 
Many employers offer counseling by outside agencies . Some firms place 
counseling under the medica l department, which ensures confident ially for the 
employee. Companies save thousands of dollars when EAPs avert termination or 
lost efficiency. A private firm is an alternative to the in -house , company­
sponsored EAP. Outside counseling helps the firm in various ways in addition, 
such as training supervisors to recognize problems. 

Dickman, Fred. Employee Assistance Programs: Basic Concepts, Attributes and 
an Evaluat ion . Personnel Administrator, Vol. 27, No. 8 ( August 1982 ) : 55 -
62. 

During the last ten years, Employee Assistance Programs ( EAPs ) in the US 
have increased significantly in their number and in their importance to major 
industries. Most EAPs offer a variety of services for a wide range of 
problems. The largest part of the daily casework i s rooted in prob~em 
identification, intervention, treatment, and recovery. EAPs take into account 
the financial effects problems can have on the company and "human cost 
factors". The critical attributes of an EAP are based on the pragmatic 
philosophy that an employee's personal problems are private unless they cause 
the employee's job performance to decline and deteriorate. Ten attributes are 
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critical to the success of an EAP: 1. manag ement bac king, 2 . labor support , 
3 . conf i dentiality, 4 . easy access, 5. super visor train ing, 6. l abor 
steward training, 7. insurance in volvement, 8. bread th of s e r vi ce 
components, 9. professiona l l eade rshi p, and 10. fol l ow-up and eva luat io n. 

Emener, William G. Corpora te Car ing . Management Wor l d, Vol . 12 , No. 1 (Janua r y 
1983) : 36 - 38. 

The use fulness of Em pl oyee µ_ss i s tan ce Pr ograms ( EAP ) co North American 
compan ies ha s become viv id l y obse r va ble over t he l as t se veral years. In the 
US, it has been reported t ha t by 1981 the r e were over 4 , 000 EAPs ' 1,1 ith ove r 
half in the larges t 500 cor porat i ons. EAPs such as these r espond to a number 
of emp l oyees' prob l ems : de ~ression, a nxiety , domes ti c trauma , s ubs tan ce 
abuse, f inane ia l difficu l ties, psychiatric/ medica l prob l ems, a nd ot he r s. For 
successful implementation, EAPs must have strong support from employees, as 
well as professiona l leadership and programming . In addit ion , such programs 
should possess: 1. confidentia l ity and anonymity , 2 . access i bi lity , 3. 
training for supervisors, 4. ma nagement orientation, 5 . i ns urance co verage, 
6. broad service component s , 7 . profess i onal l eade r s hip , and 8 . program 
evaluation and fo llow - up . As successes in t hese programs occur , EAPs will 
become ev en more popula r. 

Francek, J. L. Occupationa l Al coho l ism Programs : 
Opportunity. Al cohol Heal th and Res ea rch Wor l d 4(3) : 

Challenge 
1980 , 2- 3 . 

and 

Alcoholism in the workplace is briefly discussed, includ i ng some er i ti cal 
concerns that occupational alcoholism programs must address. Key issues 
facing those who work in the field of occupational alcoholism are also 
examined . 

Garner, Edward A. One Way to Cut Disability Costs. National Underwriter 
(Life / Health), Vol.87, No.36 (September 3, 1983) : 15,31. 

In the past 5 years, the public and private sector emp l oyment commu ni ties 
have become increasingly concerned over the escalating costs of providin g 
employee benefits, particul arly in the area of health and disab ili t y 
programs. The costs directly or indirectly incurred by emp l oyers and 
insurance carriers in these programs disproportionately strain the systems of 
financial support available and create additional problems that increase the 
cost of doing business. The reasons for the upward spiraling trend of health 
and disability costs include : 1. rising medical care costs, 2. employers 
conceding more to demands for better employee health and disab i lity benefits, 
and 3. increased litigation of personal and industrial disputes. Some 
employers and insurance companies have begun programs to mon i tor the costs and 
evaluate the services related to their health and disability expenses. 
Recognizing the influence of personal and- other health problems on employee 
performance and productivity, employers have developed employee assistance 
programs to deal with a variety of concerns. 

Greenwald, Judy. Phone Company Expects Savings 
11. 

from EAP. Business 
Insurance. Vol. 18, No. 27 ( July 2, 1984): 

An alcohol / drug abuse day program in traduced 
England Telephone Co. (Boston, Massachusetts) 

in December 
as part of 

1983 by New 
its employee 
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assistance program ( EAP) is a significant cost saver . Speaking at a 
conference, Peggy Carey, the EAP manager, indicated that the program will save 
the company an estimated $560,200 in rehabilitation costs for the estimated 
100 people who will use t he program in 1984 . The substance abuse day program 
run s 8 hQUTS a day , 5 days a wee k for 2 weeks . About ha l f the peop le who come 
into the program are sel f - referral s who have heard about it t hrough an 
info rmal network es tablished within the company . The other half are referred 
by supervisors. The day program i s only part of t he company 's EAP prog r am , 
wh ich offers counse ling educacion , and t ra i n ing fo r emp loyees . Ste ven C. 
Nahrwold, manager of the employee counseling se rvice and orofessional 
development at Continental Il lino is Na t i ona l Bank (Chi cago , Ill i no is) , poin t ed 
out tha t a successful EAP wi ll ma ke empl oyees mo r e produc tLv e . 

Grosswi r t h , Marvin. 
(February 1983 ) : 

Stoned at the Office . 
30- 36. 

Datamation, Vol . 29, No . 2 

The use and abuse of mood - altering chemicals is ep i demic in the business 
wo rld. It cos ts American business billions of dollars , and indications are 
tha t the problem is grO\✓ i n g. Firms with a higher level of j ob pressure 
experience chemi cal abuse pr ob l ems more of ten than those with low j ob 
pressure. Some of the e ffec ts o:-. business of \✓Orker drug a buse i nc lude 
reduced producti vity , lateness, absen t ee i sm , and j ob tu r nover . Drug abuse r s 
have an on - the - job acc i dent ra te 2 to 4 times greater than nonabusers . They 
use twice as many company - paid accident and sickness benefits . To combat 
these losses, many companies are introducing Employee Assistance Programs 
(EAPs ), which are proving to be very cos t - effective. Any problem which 
affects a worker's product ivi ty may be referred to an EAP. The services are 
free and usually a vailab l e to the family of an employee as well . They place 
great emphasis on confidentiality; supervisor will not be informed of an 
employee approaching the EAP without the employee ' s permission. Although EAPs 
are not ine xpensi ve , their costs are much l es s than the company's losses 
without one. 

Hall , Dan. Helping Employees Treat Problems of Drugs, Alcohol . New England 
Business Vol. 11 , No . 5 ( June 20, 1983) : 52 - 53. 

Drug and alcohol addictions have a l arge negative impact on the business 
world in such areas as accidents and medical costs . Some 10% of the working 
population abuses alcohol or other drugs and these workers ty pically produce 
at 25% below capacity. Thus, the average firm loses 2. 5% of_ its payroll 
costs . Because the negative effects of alcohol and drug abuse are so well 
documented, and because the cost efficiency of having these prob lems handled 
by employers is so sure, firms se ldom meet resistance to sett i ng up an 
empl oyee assistance program (EAP) to help abusers. Studies show that 
addictions show up across all pay l eve l s within a company . Many companies 
have implemented successful EAPs. Honeywell conducts sens itivity training for 
supervisors-managers to help them confront the prob l em mos t effectively . 
Supervisors are advised to approach affected workers by f ocusing criticism on 
job performance alone. According to John Va lentine of Beech Hill Hos pi tal 
(Dubl i n, New Hampshire), denial i s the primary problem in alcoholism 
treatment. 
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Hel lan, Ri cha rd T. Employee As sistance Programs . Management World, Vol.9 , 
No. 10 (Oc tober 1980) : 18- 20 . 

During the 1970 ' s there was a considerable inc reas e in employee assistance 
programs (EAPs) . The rapid growth of EAPs represents one of the most direct 
and comprehensive responses of management to the concerns of today's 
employee . Industry is realizing t ha t when an employee ente rs the workplace , 
he or she does not leave per sonal problems at home. EAPs make personal 
assistance availab l e to all employees and can reduce the costs of persona_;_ 
pr6 blems t hat a ffect employee performance . EAPs are based on the concept of 
providing constructive help for any and all personal problems . Supervisors no 
longer have t he r espons ibility for act Lng as counselo rs; t heir role is 
rest r i c ted to i dentifying reduc ed work performance . EAPs provide an effective 
and practical too l for managing t he employee and the s itua t i on . The EAP is an 
espec ially helpful tool for hand ling per forman ce problems as t hey a rise on a 
day - to- day basis . Another benefi t to management is tha t t he EAPs "b road 
brus h" approach fosters ear ly i de nt i fication of employees wi th j ob - endangering 
persona l prob l ems. 

Hellan, R. T.; Campbell, W. J . Contracting for EAP Se rvices . Personne l 
Administrator, Vol.26, No . 9 (September 198 1) : 49 - 51 . 

Emp l oyee as sistance programs are provided by both the pr ivate and public 
secto r s. Before contracting with a particular s ervice , employers must clearly 
de f ine what ki nd of program they want to offe r and at what costs . Questions 
for · prospec tive buyers of services to ask are outlined. The agency's trac-k 
re co rd , ph ilosophy , and fe e st ructure should be i nves t iga t ed . The image 
presented by the provider wi ll determ i ne whether or not emp l oyees wi l l use the 
pro fessional ass i stance of the provider. · 

Hoffer, William. How to He l p a Troubled Employee . Associa t i on Mana gement, 
Vol . 35 , No .3 (March 1983) : 69 - 73 . 

The pro per managemen t s t r ategy f or handling such se lf- destruc tive employee 
behavior as alcoholi sm or drug abuse is t he employee as sis t ance prog r am 
( EAP) . Inc r eas ingly , consultant servi ces ma ke s uch prog rams available to 
small assoc iations . The f irst step in es tablishing an EAP i s to de velop and 
publish a cl ear policy conce rning a l coholism and va r ious other problems that 
interfer e with j ob perfo r mance . Thi s poli cy s hould be developed with adv ice 
fr om a consultant . In the policy · s tatement, it should be noted that 
part i cipating in the program will not af fect future emp l oyment or career 
advancement. There are several early warning signs that an employee has such 
problems; these signs include inc reased absentee i sm, mood shifts, and 
f i nancial problems . These signs shou l d be noted and the problem a t tached 
be f ore i t causes severe deterioration . By documenti ng poor performance and 
giving the emp l oyee an ultimatum, the supervi sor can often spur the employee 
to s ee k help. 

Hoffer, William. Conside r Employee As s i stance Programs . Security Management , 
Vol. 27, No . 5 (May 1981 ) : 57-58. 

When an emp l oyee has a personal prob l em that seriously interferes with job 
performance, the best sol ut i on f or management , the employee, and the overall 
business operat ion may be an emp l oyee assistance program ( EAP). EAPs, wh i ch 
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are available to businesses of any size through consultants, have proved 
effective in dealing with employee alcoholism, drug abuse, and other self ­
destructi ve prob l ems. A company wishing to start an EAP must e s tabli s h a 
personnel pol i cy that will encourage participation and guarantee 
conf iden tial ity . Management must alway s take the position that the cause of 
an employee's poor performance is none of manageme nt 's business . Howe,1er, 
management does have a spec 1r1c role to play in setting the stage for 
rehabi litation. Steps that a supervi sor takes in this process in c lude : 1. 
identification of an employee with a problem . 2 . doc mencacion of :~ailing 
j ob performance, 3. confrontation of the employee, and 4 . suggestion that 
the employee see k che help of a counselor or accept disciplinary accion . EAP 
counse lors ar e trained to identify problems acct make treatme~t 
recommendations . Se rvi ces typically cost $50 per hour, with an average case 
requiring 3-6 hours. Large firms may opt for a long - te rm contract at an 
annual cost of $10 - $ 15 per employee. 

Hollmann, Robert W. Beyond Contemporary Emp l oyee Assistance Programs. 
Personnel Administrator, Vol.26, No .9 (September 1981) : 37 - 41 . 

Between 1972 and 1978 , about 2, 000 firms established employee assistance 
programs (EAPs ) to help their employees who were troubled with alcohol , drugs, 
or stress . EAP s are geared to rehabilitating employees by emphasizing 
professional treatment, which usually l asts ess than one year . Per formance 
is used as a measure to assess EAP success. Shortcomi ng s of an EAP include: 
1 .. treating the symptoms not the cause, 2 . reacting rather than anticipating 
future needs, and 3. dwelling upon just one problem and not exploring 
interdependent problems . New approaches to EAPs need to include: 1. 
integration of problem areas, 2 . integration of EAP activities, and 3. 
integration of EAP activities with other programs. A progressive approach to 
EAPs would include inst i tuting preventive measures based on internal research, 
which would include in - house educat ion . A firm's community involvemen t in 
correcting societal problems would have a positive return for the firm. 

Hollmann, Robert W. Employee Assistance and Employee Fitness Programs: A 
Growing Trend in U.S. Business. Montana Business Quarterly, Vol . 21, No . 2 
(Summer 1983) : 12 - 15. 

Over the past decade, US companies have shown increasing concern for the 
physical and emotional well - being of their emp loyees . This concern is 
reflected in the growing popularity of employee assistance programs (EAP) and 
employee fitness programs (EFP) . The rapid growth of these programs can be 
attributed to several factor s , including greater emphasis on "human resource 
accounting" and the fac t that EAPs and EF'Ps increase productivity and reduce 
absenteeism and health- care claims. An EAP is a planned, systematic program, 
designed to provide professional assistance to employees regarding problems 
that interfere with their j ob performance. EAPs use internal or external 
professional assistance to deal with alcohol, emotional, drug, or other 
problems. An EFP will usually fall into one of 4 categories: 1. simple 
recreation, 2 . . basic exercise, 3. rigorous fitness, and 4. complete 
health . Studies have indica ted that both EAPs and EF'Ps have beneficial 
results. 
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Kandel, William L. Alcoholism and Emp loymen t Law. Employe e Relations Law 
Journa l (Winter 1983 /1 984) : 500-503 . 

The view that alcoholism is a disease rather than a social or volitional 
problem under l ies recent protections for alcoholics in fed eral legislation and 
in decisions by agencies and arbitrators affecting employment law . However , 
this view has not met with total acceotance in t he courts. few efforts fo r 
prevention , de tection . r eferra · , and rehabilitat ion of al coholism have been 
initiated by emp loyers, despice the face chat such emp l oy ee assista~ce 
programs ( EAP) appear to justify the~se ~v es in te rms of enha nced produccivity 
and reduct ion of turnover . Emp l oyers : hat do not voluncar ily imp l eme:1t 
programs to aid alcoholic employees fa ce ~he risk that courts or arb icrators 
may order them to implement programs for unsat isfactory employees. Em ployer 
activism regarding a lcoholism, on the other hand, could inspire tort claims 
and wrongful discharge actions, based on how the EAPs are implemented. 

Kane, K. W. The Co rporate Res ponsibi l ity in the Area of Alcoholism. 
Personnel Journal 54 (July 1975 ) : 380-84. 

Industry i s t he sector of life most capable of effecting "constructive 
coercion " as ic affects an alcoholic's life . Most alcoholics will not alter 
their behavior or accept t herapy unl ess they ar e shown that life with a l cohol 
is less rewarding than life without it. The cost of impaired productivity, 
interpersonal frictio n, absenteeism, health and accide nt problems, and human 
resources deplet ion provides an accurate figure for the basis of a corporate 
program. Kane discusses the advantages and disadvantages of the New York City 
Police Department program in the light of developments elsewhere . 

Kane, S. Stemming Drug Abuse. Venture, Vol . 6, No. 1 (Janua ry 1984) : 35 - 36. 

Guideli nes for helping drug - dependent employees are presented. Two ways 
in which an entrepreneur can help these employees are contract i ng with outside 
professional consu l tants and initiating empl oyee assistance programs. Drug 
abuse affects behavior, job at tendance and job efficiency . An employee 
assistance program provides help in a confident ial environment. Most of the 
persons he lped are se lf-referrals. An employee shoul d not have unlimited 
chances to improve performance. Tactics to control drug use such as bl ood 
tests, undercover police and dogs are not recommended as they have a 
detrimental effect on employee morale . 

Kaplan, Jill. Wellness Epidemic Sweeps Companies. Business Insurance, 
Vol.14, No .35 (September 1, 1980): 1,31. 

Employers are promoting emp loyee health programs with the goal of saving 
money through increased product ivi ty, reduced absentee i sm, and reduced health 
insurance costs. The r.ising cost of health care has motivated thi s effort. 
Employee health programs can be divided into 2 categories: 1. preventive 
medicine programs that give the employee information des i gned to help h i m or 
her change 1 ifestyles, and 2. employee ass i stance programs that help those 
who already have a health prob l em. Many compan i es have sprung up to help 
employers administer preventive medicine programs. They provide serv i ces such 
as employee risk profiles, lab work, education courses, and weekend 
retreats. Employers disagree on whether profiles shou l d be used alone or with 
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an education program . A fringe benefit to companies with health programs has 
been the tremendous pull on new recruits. 

Katz, Irwin B.; Pascarelli, Emil F. Employee Ass istance : 
Community Hospital Partnership. Hospital & 
Administration , Vol . 29 , No . 6 (November / December 1984 ) : 

A Business and 
Health Services 

49- 57 . 

I n an attempt to ove r come health pr ob l ems t hat a ffect producti vity , 
emp l oyers are now off ering a variety of hea lth care 3e rvices . Thes e employ ee 
ass i stance programs ( EAP ) are design ed to enhance wo r k oer~ormance by 
providing a method for pre venting , diagnosing , and treat ing such illnes ses as 
alcoholism, drug de pendence , mental illness, a nd fami ly , ma r i ca l , fin a ncia l , 
and l ega l difficulties intrinsic to all worksites. An analy s i s i s gi ven of a 
health care partnership between a hospital and industry in a large urban 
working community located in the Wall Street district of ~anhattan. An 
exam i nation is made of the concept, incentives, structu res, obstacles, 
marketing, and cost containment factors that ar e inhe r ent in the deve l opment 
of this new arrangement between bus inesses and commun i ty hospitals. 

Keller, M. Troubled Emo l oyee Approach . In Robinson , D. , ed., Alcoho l 
Prob l ems , pp . 162 - 71. New fo rk : Ho l me s & Meyer, 1979 . 

The application and outcome of a troub l ed - employee approach to employee 
assistance prog rams are described . While the identificat i on of symptoms of 
alcoholism approach often resu l ted in tbe delayed recognition of problem 
drinkers because of supervisor -subo rdinate "negotiat i on," the troubled ­
employee approach ( concentrating on substandard performance) has offered a 
speedier and less ambiguous or threa tening method of ident ifying un r esolved 
difficulty, however, is tha t avoiding the term "alcohol" may provide cover - up 
opportunities for both employees and their super visors. 

Kemp, Donna R. State Employee Assistance Programs : Organization and Services 
Public Administration Review, Vol.45, No .3 (May / June 1985) : 378 - 382 . 

Employee assistance programs ( EAP ) are provided by government and industry 
to help employees deal wi th personal problems tha t might affect the i r work 
performance. In 1983, a mail survey was conducted to request informat ion from 
the 50 state personnel agencies about whether the state had an EAP. Results 
showed that 39 states had EAPs, and 11 did not. Follow- up questionnai r es were 
sent to the 39 state's to gain more information. EAPs had been es tablished 
through different authorities, some by state law, more by executive order of 
the governor, and others by administrati ve laws. Frequently used services 
included : 1 . alcohol and drug rehabilitation programs. 2. psycho l ogical 
counseling, and 3. stress management programs. EAPs were judged to be cost­
effective when · compared to alternative costs of firing, rehiring, and 
retraining if a troubled present employee could not be helped to stay on the 
job . For those contemplating start ing an EAP, careful planning, qualified 
people, and patience are absolutely necessary . 

... 
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Kuznits, F. E., and H. E. Hammons, II. Rehabilitating the Troubled 
Employee. Personnel Journal 58 (April 1979): 238- 50. 

Several decades ago, foc us in industrial human relations was on motivation 
of the worker by extrinsic rewards (monetary gain) and / or by intrinsi c rewards 
(cha llenging, fulfilling, responsible \,O rk that satisfies worker 's self-esteem 
and growth) . More recentl y , focus has shifted to t he troub l ed workers as 
statistics show that a sizab le portion of the work force s uffers from alcoho l 
abuse, drug abuse , me~ta l and emotiona l problems. Discha rge or transferri ng 
to jobs where "li tt le harm can be done" is not the bes t · solucion for the 
employee, the organization or society . 

Gulf Oil Corporat.io n developed an emp l oyee assistance program in 1973 
based on the process of identification in early stages, acceptance by employee 
of a work- related problem, referral for treatment, and follow - up on employee's 
subsequent performance . The supervisor plays a key role in this process. 
Gulf's program includes a detailed flow chart of activities that embrace the 
rehabilitation process from incept ion to completion . 

Lee, Chris. Is the Amer i can Work Force Stoned? 
(November 1983): 8, 10 . 

Training, Vol. 20, No . 11 

Substance abuse in the workplace has serious effects on both induscr ia l 
productivity and the economy in general. Estimates place drug use costs at 
$26 bill ion per year. Ten mill ion workers, or 10% of the workforce, are 
problem drinkers. Emp loyee assistance programs ( EAP s ) provide human resour ce 
directors with a method for confronting drug and alcohol abuse. Companies 
must de velop a policy for dealing with these problems, especially to prevent 
on - the - job accidents caused by af fected employees . Genera l Mo t ors (GM), which 
established an EAP in 1972, estimates t he expense of rehabi litat ing a 
chemically dependent employee at $100 , 000 . A chapter of the Associated 
General Contractors (AGC) has designed a training program offer ing drug abuse 
rehabilitation for managers and emp loyees . A study by the American Soc iety of 
Personnel Admini strators states that 55% of all companies with more than 5, 000 
employees offer EAP se rvices. 

LeRoux, Margaret . 
Employers Say. 
3, 16, 20. 

Employee Assistance Programs Well Worch Their 
Business Insurance, Vol. 16, No. 39 ( September 27, 

Cost, 
1982) : 

Employee assistance programs ( EAPs ), designed to aid employees in dealing 
with personal problems which affect work performance, are winning praise -from 
a number of companies. Most EAPs are an outgrowth of the alcoholism treatment 
programs sponsored by US employers since the 1940s: gradually, a conceptual 
change evolved, and programs began treat ing the emotional, mental, and 
financial problems caused by alcohol and drug abuse. Today's broad - brush 
approach of EAPs encompasses counseling for marital problems, grief, and 
stress, in addition to alcohol and drug-related problems. The over riding 
argument in favor of an EAP is a financial one: some EAPs claim a 10-to- 1 
return on investment through reduced absenteeism, improved producti vi ty, and 
fewer medical claims. The programs are sold by consul tan ts with backgrounds 
in counseling and psychology and can be evaluated by standard cost-benefit 
analysis. 
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Maher , Thomas M. Control Data Presents "Wellness" Programs. 
Und erwr iter (Life / Health), Vol. 84, No. 51 ( December 20, 1980) : 

National 
1 , 10. 

Control Data Corp . (Minneapoli s, Minnesota) is presenting 3 new 
"wellness " programs to help bus iness control rapidly rising health care costs 
and improve productivity . They are : 1. Compliance Assistance Services (CAS) 
to monitor hea l th status of emp loyees and the work environme!lt, 2 . Employee 
Assistance Program ( EAP ) to a id emp loyees in sol ving personal pro bl ems, and 
3 . Stay wel l to promote better healcn chrough idencification of health risks 
and motivation for lifestyl ~ changes . The programs will be markel:2d c:hrough 
the firm's Life Extension Inst itute divi s ion , and all 3 have be2~ tesced prior 
to nationwide marketing . A basic compone nt of the programs is a compu.cer ­
based Occupational Health Manageme!lt System (OHMS) which gathe,s and organizes 
medical and exposure data for each employee, followed by recommendations for 
corrective action . EAP offers referral and crisis manageme nt ser vices for a 
variety of employee personal concerns. The focus of the entire effort is to 
take the health status of the emp loyee, relate it to the work env i ronme nt, and 
pinpoint correcti ve steps. 

Maran t z, Alan. Helping Emp loyees Cope With Personal Problems . 
(Canada), Vol .3 1, No . ( 1982 ) : 10- 12. 

Worklife 

North American employers are increasingly implementing on - site employee 
assis tance programs (EAP). EAPs are based on the assumption that a healthier 
employee will be more productive and less prone to absenteeism. Studies have 
shown that personal, emotiona l, and mental problems affect performance, and 
these problems are expensive in terms of lowered productivity, lost work days, 
disability and medical payments, and turnover . Unfortunately, there is a lack 
of information on the benefits of EAPs due to the reluctance of many companies 
to discuss them publicly. There are 2 major forms of EAPs: 1. alcohol ­
rehab il i tat ion programs, and 2. "broad brush " approaches utilizing 
psychologists, counseling services, and communi ty organizations to assist 
employees with other personal and emotiona l problems. The Canadian Labor 
Congress opposes on - site employer - paid EAPs and favors counse l ing sponsored by 
organized labor due to concern over confidentiality . Overall , however, the 
EAP concept appears promising. 

Mas i , D. A. Occupational Alcoholism: Employee Assistance Programs . 
Confe rence Paper delivered May, 1979, 17 pp. 

Paper describes the field of occupational alcoholism/ employee assistance 
programs. It presents a conceptual framework for the development of these 
programs , particularly as they relate to the disease of alcohol ism. Nine 
components of a program as well as five contrast model designs are described. 

Ni veau, J. Labor, Medicine and Alcoholism. 
fifth International Conference on the 
Alcoholism. June 1979 : 428 pp . (219 - 31). 

Paper presented at the Twenty ­
Prevention and Treatment of 

In the coal mines of Lorraine, France, the prevention of alcoholism is 
based on: (1) the development of public op1n1on favoring alcoholism 
prevention; (2) the establishment of a multidisciplinary task force; and (3) 



154 

the installation of an executive body to oversee prevention programming . The 
main objectives are the early detection of excessive drinking, the detection 
of heavy alcoholics , and the development of rehabilitation measures . 

Otte, F. L. Creating Successful Career Development Programs . Training and 
Development Journal , Vol . 36, No.2 ( feb. 1982) : 30- 37 . 

Employee -assistance programs or employee services make personal ass istance 
available to all employees with any cype of problem that interferes ~ith j ob 
performance . The first to be tra ined in this type of program is the 1 ine 
supervisor . They are trained to notice deteriorating job performance and 
suggest resources for resolving it. The most integral part of the prog ram is 
t he program leader . This person must understand the dynamics of the 
organization and be able to give control to othe rs i f the program i s to be a 
success. Pitfalls in the program's initiation may be underbudgeting, 
insufficient commitment, and insufficient organization . 

Partr i dge, R. W., and M. C. Reed . Alcohol and Drug Prob lems Workplace . 
1980, 7 1 - 72 . Journal of Psychedelic Drugs 12( 1) : 

The efficacy of employee assistance programs in reducing emp loy ee problem­
rela ted alcohol and drugs is discussed . The advantages of implementing an EAP 
and the six - step process by which a referred employee is helped are 
enumerated. 

Perham, John . Battling Emp loyee Alcoholism. Dun's Business Month, Vol. 11 9., 
No.6 (June 1982 ) : 48 - 53. 

Recently more and more compani es have l aunched so phist i cated programs to 
combat employee alcoholism . Companies have trai ned the ir managers and 
supervisors to loo k for unsatisfac tory job performance, which, if not 
responsive to usual management technique~ fo r improvement, is often a signal 
that an employee has a drinking problem. Methods of treatment differ 
considerably . Some companies care for the i r alcoho li cs in-house, while others 
refer them to community agencies . A different appr oach has been taken by 
United Technolog i es Corp., which launched the nation's fi rst corporate - run 
day - treatment program for alcoholics in 1981. For an a l coholic treatment 
program t o be succes s ful, it needs both the strong, active sponsorship of top 
management and the vigorous support of union s . Today' s best alcoholism 
programs are achi eving some r emarkable rehabilitation rates . Many corporate 
programs which s tarted out to deal only with alcoholi sm have been forced to 
set up expanded employee assistance programs to cope with a variety of 
employee problems, i ncluding drug abuse and marital, emotional, ~nd financial 
problems. 

Phillips , D. A. and P. Allen . 
Recovering Alcoholics. 
1983): 61 - 62,67. 

Meet Sally and Jim, Successful Bank Execs - and 
ABA Banking Journal, Vol.75, No.9 (September 

Employee As s istance Programs (EAPs) have been a success in many 
companies., They were sta rted in the 1940s to deal with employee al coholism. 
The workplace is the ideal place to identify the problem and provide 
motivation to overcome it. The treatment makes use of community resources. 
Many banks are pleased with their savings of dollars and useful personnel. 
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Ray, J. S . Having Problems With Worker Performance? Try an EAP. 
Administrative Management, Vol . 43 , No . 5 (May 1982) : 7- 49 . 

Companies are turning to Emp loyee Assistance Programs ( EAP) to help solve 
worker performance problems . It is important to set up a program to spot 
problem areas so that initially you can be aware of the problem employees . It 
is important that employees know that behavorial - medical help is a vailable on 
a personal confidential basis . The program should be ca i ored to your 
company. 

Reed, Dav id J. One Approach to Employee Assistance . Personne 1 journal, 
Vol.62, No .8 (August 1983) : 648- 652 . 

Control Data Corporation (Minneapolis, Minnesota ) established an emp loyee 
assistance program (EAP) known as Employee Advisory Resource ( EAR) in 1974. 
EAR's goal is to help employees and their families solve personal and work ­
related problems through free, 24 - hour telephone counse ing for evaluation and 
counse ling referrals. One - on - one coun se l ing is also a vai _ab l e at some of 
the company's larger remote locat ions . The program has a na c ional staff of 
3, including professionals in socia ' work , clinical ps ycnology , and chemical 

dependency . Counselors are able to provide he lp i rnmejiace .:. y for ::i.bout 50% of 
the problems, and they refer the other 50% to professionals in the local 
area. In 1974, the program averaged 100 contacts per month; by 1981, the 
number of new contacts had increased to an average 750 per month. it has been 
estimated that alcoholic employees were costing the company $5 million 
annually; if 70% of these individuals proved treatable, the EAP could save the 
firm as much as $3.5 million each year. 

Roman, P. M., and H. M. Trice. Alcohol Abuse and Work Organizations . In 
Kissin, Benjamin, and Begleiter, Henri, eds., Social Aspects of 
Alcoholism . New York : Plenum Press, 1976 . 

This chapter in Volume 4 in a series entitled "The Biology of Alcoholism" 
i s a comprehensive introduction to the subject of alcoholism and 
assistance / rehabilitation programs in industry . The authors first examine the 
assumption and data that underlie this emphasis . They next outline the 
emergence of the subspecialty generally known as occupational alcoholism and 
assess its current status. Finally, they consider persistent problems faced 
in developing and executing work-based strategies that comprise a major 
component of the overall effort to deal with the social and personal problems 
accompanying alcohol abuse. 

Roman, Paul M. Medicalization and Social Control in the Workplace: Prospects 
for the 1980s. Journal of Applied Behavioral Science, Vol . 16, No . 3 
(July/August / Sep tember 1980 ) : 407 - 422 . 

Employee assistance programs are a · distinctive approach to dealing with 
job performance and will probably have a considerable impact on bureaucratic 
organizations in the ·1 980s. Emp loyee assistance programs involve a series of 
concepts about the management of job performance that diverge from traditional 
management approaches . The difference centers on substituting medicalized 
expertise for traditional supervisory prerogatives. This alteration in the 
supervisor's role and the importation of mental healthier professionals into 
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the work setting are transformi ng the meanin g of declining job performance. 
Emp l oyee assistance programs usually f eature: 1. a wr i tten policy statement 
concern i ng the estab l ishment of the program t o enhan ce wor kforce heal t h and 
company product iv i ty , 2. supe rvi sor training conce rni ng s us pec ted personal 
problems and attendance and wor k performan ce , 3. identificat ion procedures, 
4. re f erral capability , and 5. linkage- with tr ea t ment resources . 

Roman, Paul M. Emp loyee As sistance Programs in Austra l ia and . the United 
States: Compa risons of Origin , Struc t ure, and t he Rol e of Beha 11ioral 
Science Research. Jour nal of Ap pli ed Beha vioral Science, Vol. 19, :Jo . 3 
( 1983) : 367-379. 

During the past decade, a new form of inte rven t i on has bee n widely 
diffused throughout the US. The emp l oyee assistance program ( EAP) i s 
distinctive because its approach to enhancing employee productivity 1 ies in 
its definition of poor performance within medica l and psych i atric frames of 
reference. An EAP is based on the i dea t hat many employees' poor perfo rman ce 
is the result of persona l prob l ems. By means of diagnost i c, referral , and 
treatment serv i ces, EAPs can f requently return the employee to a reasonabl y 
productive per f ormance. A compari s on i s made of EAP deve l opment in Austral i a 
and the US, fo cusing on both countries' pr ov1 s 1on of consultation to 
organizations f or the purpose s of adopting and deve loping EAPs. The origins 
of EAP effor t s in both countries and the struc t ura l di ffe ren ces i n t hese 
efforts are examined. The r ole of beha vioral sc ience resear ch in EAP 
development in the 2 nations is a l so analyzed. 

Santa-Barbara, Jack. 
Risk Management. 
1983) : 34-38. 

Benefits and the Human Element: 
Canadian Insurance (Canada) 

New Opportunities for 
Vol.88, No.9 (August 

Employee assistance programs ( EAP), particularly in the area of 
psychological ser vices, are receiving inc r eased employer interest. As 
employers add EAPs, insurance coverage in t his area is also expanded or 
added. Most EAPs provide profess i ona l counse ling fo r: 1. alcoho l/drug 
abuse, 2. family / marital problems, 3. stress, 4 . depress i on, and 5. career 
problems. An EAP may be financed by secur i ng appropriate coverage f or 
psychological services through an extended health insurance plan. EAPs have 
proven beneficial to both employers and employees who receive counseling. An 
EAP also supports and assists managers in dealing with personal issues. 
Unions have shown a willingness to support EAPs, and in some cases, 
participate in EAP planning and operation. Although EAPs represent a small 
portion of the benefits dollar, they have the potential to reshape the 
structure of benefits packages. 

Santa-Barbara, 
Programs. 

Jack. Productivity, Mental Health and Employee Assistance 
Canadian Manager (Canada) Vol.8, No. 4 (Dec . 1983): 4-6. 

The psychological health and well being of Canadian workers is not 
receiving as much attention as it should. About 20% of all Canadian workers 
have some sort of mental or emotional illness that leads to adverse 
consequences for employers. However, many employers are not dealing with the 
situation because they are unaware of mental health problems of workers or do 
not regard the problems as serious. Sti 11 other employers feel that the 
company has no right to become in volved or that the costs of preventive 
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measures will be too high . Some forward - looking companies have taken action 
against worker mental health prob lems by means of employe e assistance programs 
( EAP ) . An EAP is a systemat i c approach to providing workers with professional 
counseling services. Ma ndatory referral based on poor work performance has 
largely been rep laced by voluntary or informal referral . Emp loyees have come 
to use EAP services for non -work related problems, and EAPs are accepted much 
better if they are voluntary . 

Santa-Barbara, Jack. The Consortium Approach - EAP for Small firms . Canadian 
Manager (Canada) Vol . 9 , No. 3 (July / August / September 198U) : 17 - 18 . 

Al thoug h emp l oyee assistance programs ( EAP) that provide mental health 
resources to employees are gro1-1 ing in popularity in Canada , few small - and 
medium-s ized firms have implemented such programs. Executives at many smaller 
companies may be unaware of the benefits of an EiP, or the cost of 
implementing an EAP may be viewed as prohibitive. An EAP can be made cost ­
effective for smaller employers by setting up an emp loyee assistance 
consortium in which small firms pool their workforces. The London, Ontario, 
Employee Assistance Consorti um has 10 member firms , including the General 
Motors Diesel Division . The Interlock Emp loyee Assistance Services of 
Burnaby, British Columbia , has more than 45 participating r~rms wich a 
combined workforce of 25, 000 . The use of co llecti ve sta~f and supervisor 
training helps reduce sta rtup cost fo r collect ive EAPs. 

Sonnenstuhl, William J. and James E. O'Donnell . EAPs : The Why's and How's of 
Planning Them. Personnel Administrator, Vol.25, No. 11 (November :980) : 
35-38. 

Personnel administrators are becoming increasingly aware that the employee 
assistance program (EAP) is an essential part of their organizational health 
plan. The EAP makes an unique contribution by providing a forma l structure 
that helps employees get counseling for personal problems and by providing a 
method for separating employee problems from routine personnel concerns . The 
basic components of the EAP program are: 1. a policy that clarifies the 
responsibilities of the company and the emp loyees in health and personal 
problems that have an impact on the job, 2. an emp l oyee education program 
concerning health and prevention, 3. a supervisory training program that 
teaches managers how to identify employees with problems, and 4 . counseling 
and clinical services, either in-house or out-of-house, or a combination. 

Sulaski, Cynthia A. Employee Assistance Pays Off for Workers and Banks. NABW 
Journal (National Assn. of Bank Women ) Vol.6O , No.1 (November / December 
1983): 10- 13. 

Banks and other employers throughout the US have begun establishing 
employee assistance programs (EAP) to provide employees with confidential, 
professional assistance for persona l problems that affect their lives at home 
and, frequently, at work. The programs help employees with a wide range of 
problems: marital, legal, alcohol and drug abuse, emotional, financial, and 
stress. Current estimates say there are 2, 500- 5, 000 EAPs in the US. In an 
era of reductions in force, reorganization, and emphasis on profitability, 
employers still use EAPs because: 1. Productivity generally increases while 
absenteeism, sick pay, and insurance utilization frequently decrease when 
employees turn their personal lives around. 2. It is more expensive to fire 



158 

poor pe rformer s and recruit and train replacements. Both inte rnal and 
exte rna l EAP programs are currently in use. To s t art an EAP, the employer 
should : 1. seek fe llow supporters, 2. read literac.ure on the subject, and 
3. collect data t hat supports the need for an EAP . 

Walsh, D. C. Employee Assistance Programs . 
(Summer 1982) : 492 -5 17 . 

Health & Society, Vol. 60, Mo. 3 

Corporate - sponsored emp oyee counseling programs are becom Lng i~creasLngly 
popular . Many of the programs deal with the problem of occuoacionally - re l ated 
alcoholism . A definition and history of employee assistance are presented . 
Jo b- per formance er i ter ia s hould not be given much importance in an emp loyee 
as s i s tance program . A compa r ison is given of how employee assLst anc e programs 
are uti lizing the se rvi ces of a n out s i de contracting consultant . The employee 
counseling fi eld i s unde r go ing changes . Employee ass istance programs can lead 
to cost savings . 

Wo j ahn, Ellen . How t o Cu t $5, 000 Of f the Cost of Ea ch Employee . Inc . , Vol . 6 , 
No.7 (July 1984) : 106- 110 . 

In - house corporate employee -assistance programs (EAP ) , initially developed 
mor e than 40 year s ago, now provide va rious professLonal counse ~ing programs 
tha t enable wor kers to r esolve their personal difficulties voluntarily . 
Although most American jobs are provided by small businesses, only 2% of the 
estima t ed 121,, of the US workfqrce now covered by EAPs ar e smalle r company 
employees, Char l es Sh i r l ey, head of the Na t i onal Coun c il on Al coholi sm's EAP 
team i n New York Ci t y, has found that many small bus iness es deny probl ems and 
do no t wand exte rna l in ter ferenc e. While crises provide the best sal es 
opportunity for EAPs, i t is much more benef icial and econom ical for bus i nesses 
to suppo r t coun s eling at t he fi rs t s igns of trouble. To insti t ute an 
e f fect i ve EAP , manager s mus t create a suppor tive environment tha t: 1. 
remo ves the s tigma of revealing pro blems , 2 . encourages counseling , 3 . 
offers training on the program , and 4 . provides an ample health care policy . 

Wright, Jim. EAP: An Impor tant Supervisory Too l . Supe rvisory Management , 
Vol. 29, No .12 (Decembe r 1984) : 15-23. 

An employee ass i stance program (EAP) can he l p ra i se job performance to 
company standards and can improve a supervisor ' s effectiveness . A growi ng 
number of EAPs are being set up to help employees cope with the personal 
problems that affect job productivity. Supervisors, the most important 
e l ement of EAPs, mus t generate an atmospher e of suppor t and acce ptance f or the 
programs by protec ting con fid en tia li ty by avoid i ng t he use of the EAP as a 
di sc i pl i nary too l on l y. They s houl d be abl e to detect changes i n behavio r 
that signal the need to refer wor kers to EAPs. A good counseling style, where 
supervisors are perceived as f riends who direct employees wi th prob l ems is 
a l so essential to a successful EAP. Supervisors will need t rain ing i n 
counsel ing techniques . They shoul d not attempt, d i agnoses and s houl d a vo i d 
becoming too i nvo lved in wor kers' prob lems. A f ormal referral to an EAP , 
usually part of standard discipl ine procedures, is an effecti ve way t o get 
valued workers to seek help. An EAP should be comprehensive, in order to 
reach all company personnel , and i ts exi s tence shoul d be commun i cated to a l l 
workers. 
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Wyrtzen, Kay. Employee Assistance Programs . 
1985 ) : 6- 8, 21. 

Supervision, Vol.47 , No.5 (May 

An increasing number of companies are providing employee assistance 
programs (EAP), which offer a humanistic approach to meeting the needs of 
employees troubled by such problems as drug add i ction and a l coholism. An EAP 
may be an in - house counselin g program or a program handled by an outside 
agency contracted to provide the required services. Both options require 
management backing and cooperacion, wricten policies and procedures, assurance 
of confidentia li ty to the emoloyee, and stacements on health insurance policy 
coverage . In addition, programs should have a methodology for determining 
success . According to Jo seph Guiliano of Wang Laboratories, in - house 
counseling is the most difficult aspect of that firm's EAP. Counselors must 
have the proper expertise to carry out their critical responsibilities. 

Ziegenfuss, James T. , Jr. Responding to People Problems . Business Horizons 
Vol.23, No.2 (April 1980): 73 - 76. 

Employees have problems both on and off the job and may exhibit s uch 
symptoms as alcoholism drug addiction, absentee ism, sabotage . hi gh tur nover , 
and accidents . Historically, employee problems were ignored by i;idustry , buc 
that is changing as business becomes aware of the crucial impo~tance of peoo le 
dynamics . The impact of individual and group people problems on the 
organization is now being examined . Business and industry have responded to 
employee problems in a number of ways, including : 1. providing support for 
community programs for people problems, 2. developing personnel policies 
relevant to these difficulties, 3. supporting personal problems research, and 
4 . providing jobs for recovered worker s. A conceptual model for prevention 
of social health problems which can be applied to business and industry has 
been developed. It includes 3 dimensions : 1. prevention, 2. intervention, 
and 3. treatment. 
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Allsop, S. and P. 8. Beaumont. Dism i ssal for Al coho l Offenses . Empl oyee 
Relations (UK) Vol .5, No .2 (1983 ) : 28 - 32 . 

A recent survey in Scotland re vealed that only about 25 % of the 300 firms 
interviewed have introduced alcohol reco very policies f or the i r emo loyees . To 
explain t he r ela ti ve absence of a lcohol reco very programs . t he var ious 
approaches used by managemen t to reduce t he i ncidence of ineffecti ve employee 
performance can be classified by : 1. se l ecting ind ividuals fo r emoloyme nt 
who have a low probability of fai lu re, 2 . es tab lishing pert'or~ance scandards 
at such a low level that failure rarely occu r s , 3. identifyi ng stra t egi c 
factors and introducing corrective procedures as quickly as possible , and 4. 
terminating the employment of ineffective performers as soon as ide ntif i ed. 
Alcohol abuse in one form or another may be impor tant in dism i ssals for 
conduct or capab il ity reasons. Thus, management may have litt l e incentive to 
introduce a recovery policy when it is easier to dism iss indiv i dual s for such 
offenses. A recent IDS document on alcohol and drug dismissa l s sets some 
guidelines for management based o~ the leading indus tria l tribuna l cases. 

Anonymous . Mo r e Compani es Wor ki ng Wi t h Alcohol i sm . Ne~" England Busi nes s , 
Vol.27, No . 7 ( April 16, 1980 ) : 2 1- 22 . 

Mi llions of dollars are being saved annually by a number of Ne•.-1 Eng l and 
corporations through the use of a lcoholism treatment projects which detect and 
cut down employees' drinking prob lems and the business costs t hat accompany 
them. According to the Department of ·Health, Educat ion and Welfare (H EW), 
American business loses $10 billion each year due to production decreases, 
mismanagement, liability suits, and other errors which are brought about by 
employee alcoholism. HEW estimates, overall, that alcoholism costs the nation 
over $4 3 billion yearly. These costs, however , are be ing drastically r ed uced 
by identifying alcoholi c employees through analysis of work patterns and 
placement in highly success ful recovery programs . Recognizing a need, 
national companies have turned to such programs for their product i on workers 
and execut ives as a means to combat alcohol -related s ick l eaves, excess ive 
insurance payments, in - house accidents, lost sal es, product mishandling, and 
training costs for new employees to replace those with drinking problems . 

Anonymous. 
1981 ) : 

Alcohol Abuse and the Law. 
1660- 1712 . 

Harvard La~ Review, Vol.94, No.7 (May 

Alcohol abuse is extremely widespread in our society . When it becomes 
visible to society, whether because of criminal behavior or other overt 
behavior, there are several ways in which society can intervene . Treatment of 
public intoxi cation as a criminal offense has changed a great deal in a short 
time, with a movement toward treatment. Nonetheless, treatment of sk idrow 
alcoholics has been very unsuccessful, but neither has arrest and criminal 
process ing been successful. It appears that decriminalization accompanied by 
erection of detoxification centers is the preferable approach. Driving while 
intoxicated is a very ser ious problem, and it appears that increased 
enforcement is the preferable approach to this problem. In the employn'l'ent 
setting, some companies have had great success with alcoholism treatment 
programs for their employees. This may be related to the fact that alcohol ism 
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·treatment s uccess rates are positively affec t ed by early detect ion, 
motivation, and soc i al support. Alcoholism i s generally denied in the family 
s i tuation, and while it is frequently an important f ac tor i n divorce and child 
custody dis putes the average family r equi res 7 to 9 year s to accept the 
existence of the problem and to seek help . Society should be protected by the 
law in a way which will also help the alcoholic. 

Anonymous. Handling Alcohol and Drug Problems . Small Business Report, Vol . 7, 
No. 12 (December 1982) : 20 - 22. 

Al cohol and drug abuse is a major problem for an organization and can 
involve subs tantial costs such as lower productivity, increased, absenteeism, 
and damage to consumer and public relations . It is vital that companies 
recognize alcoho l and drug use prob l ems in the early stage s and establish an 
suitable company policy regard ing same. Corporate policy s hould encourage 
employees to admit their problems and seek professional help . Considerations 
for the policy include: 1. availability of immed iate, expert counseli ng , 
2. job secur ity, 3. understanding by managerial pe r sonnel , 4 . 
confidentiality. The policy should be a written statement, and mechanisms 
should be es tablished for implementing the policy . If an employee has an 
al coho l problem, a manager should advise the employee of che company 's conce rn 
and offer assistance . However, if work performance deteriorates, the emp l oyee 
should be told the alternative to assistance is disciplinary accion . 

Anonymous. What to Do AQout an Alcoholi c Employee. Effe ctive Manager, Vol .5, 
No. 9 ( June. 1982) : 3-4. 

In 1980, alcohol at5use cos t American business $60 billion; that amount 
includes the cost of lost production, alcohol treatment programs, and health 
and medical expenses. It i s not the manager's r esponsibility to analyze the 
cause of the problem Howe ver , the manager should confront problem emp loyees 
bef ore t hey move beyond the s tage of be ing helped . This involves r ecognizing 
the s igns of an a lcohol probl em. Problem employees are those who formerly 
functioned well , but no longer respond to normal correct ive procedures. Their 
behavior becomes inappropriate , unpredictable, grandiose, aggressi ve, and 
changes qu i ckly from euphoric to angry. Wo r k performance becomes spo radic , 
more accidents occur, and absences increase. I t is important that t his 
behavior is not covered up. Behavior and job performance should be observed 
and documented. After an initial talk , if work performance has not improved, 
the employee should be given a choice of counseling or termination ; by 1979, 
56% of the major private US companies had set up alcohol ism programs . A 
writt en policy statement should be developed that spell s out procedures for 
personnel to follow when dealing with alcoholic employees. 

Anonymous. 
Wrecks. 

Assistance Programs Help Employers Reduce Alcohol - Related 
Business Insurance, Vol. 17, No. 29 (July 18, 1983) 35-36. 

Many employers are using in-house employee ass istance programs ( EAP) to 
reduce the number of accidents caused by workers who drink while driving 
company vehicles. The results of these EAPs are difficult to measure, but 
companies report that employees who participate have fewer on-the- j ob 
accidents. Overal l job performance is also i mproved, and absenteeism is 
reduced. Drinking on the job can cost employers in many ways, including 
increased cost through group heal th plans. Dr inking on the job can also 
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endanger fellow emp loyees. Employers with such EAPs in effect believe that it 
is far better to help a person to recover than to fire the individual. A look 
at a variety of compan ies and their programs provides some insight into how 
these in - house assistance programs function. 

Anonymous . Industry's large Stake in Curbing Alcoholism . Occupat.ional 
Hazards, Vol. 45, No. 10 (October 1983) 97 - 101. 

Problem drinking coses US industry more than $37 billion per year in lost 
productivity . Many compa nies have instated emp loyee assistance programs ( EAP ) 
to treat and rehab ili tate alcoholic workers . EAPs report a 501, to 80% 
r ecovery rate for \✓ orkers . Supervisors' recognition of troub Led employees is 
crucial to an EAPs success . A good EAP has the components of : management and 
union support, 2. confidentiality, 3. ongoing educat ion, and 4 . family 
in vo l vemen t. Xerox Corp. 's EAP has served several thousand of its 65 , 500 
employees in the US and Canada since l ate 1979 . The program reports over a 
70% success rate. The program includes supervisor training to help 
supervisors identify behav io r patterns indicating thac an employee needs 
he lp . United Technologies Corp . ' s EAP reports that 92% of the 650 employees 
enrolled in its day treatment program remain employed. The average cost per 
case is $1,200, compared to $5,000 for the average inpatienc program . 

Anonymous. Alcohol and Drug Abuse Benefit to · Be Available . 
Underwriter (Life/Health) Vol.87, No .48 (November 26, 1983) : 

National 
7,23 . 

Thanks to a demonstration project car ried out by the Blue Cross and Blue 
Shield Association and by Blue Cross and Blue Shield plans in Pennsyl vania and 
New York, special insurance coverage for treatment of alcohol and other drug 
abuse problems will be more widely available. During the project, 44 employer 
groups coveri ng 110 , 000 subscriber s opted for the coverage. funding was 
pro vided by the National Institute on Al cohol Abus e and Alcoholism and by the 
National Institute on Drug Abuse. Blue Cross plans soon to be offered or 
already offered will have such features as: 1. coverage of outpatient 
treatment, 2. co verage of residential services in free -s tanding treatment 
programs, and 3. emphasis on early problem detection. The coverage may 
contribute to overal l health care cos t containment through early treatment and 
reduction of the need for hospital care. Blue Cross programs wi ll offer such 
coverages as laboratory testing, individual and group psychotherapy, and 
required medications. 

Anonymous. Workfit Joins Attack on Excess ive Drink ing. Rydge's (Australia ) , 
Vol. 57, No 5 (May 1984) 90. 

Workfit, the National Awards for Health at Work sponsored by Rydge 
Publications and the Commonweal th Department of Heal th, will be earned by 
companies that contribute most to the health of their emp l oyees . One of the 
greatest problem areas of company health is alcoholism , which some obse rver s 
say has reached epidemic proportions in Australia. Occupa tional health 
specialist Trish Ritman outlined the effects of alcohol on an execut ive's 
business performance. In addition to the emotional and family suffering 
caused by alcohol, insomnia and diseases of the liver, brain, nervous system, 
digestive system, heart, and lungs are also associated with alcoholism. 
Alcoholics age prematurely and d ie early. Recovering from alcohol dependence 
is poss ible only if the reasons for the need for alcoho l are discovered and 
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confronted . Ritman be lieves the most effective approach to the recovery of an 
alcohol i c is to introduce an emp ioyee assistance program for all members of 
the workforce. 

Anonymous. The Invisib le Epidemic. 
(Spri ng 1985) 17 - 19. 

Management_ Quarterly , Vol. 26, No. 

Alcoholism is the invi sible eoidemic that strikes thousands of American. 
_worker s every year . Often, managers fire alcoholics withouc giving them an 
opportunity to receive help and improve their performance . Ho1,1ever, some 
organizat ions have estab lished Employee ,!\ ss istance Programs ( EAP) that train 
employees and supervisors about how personal difficulties can adversely affect 
the work of an employee. EAPs a lso train supervisors to : 1. recognize 
personal problems that are interfering with work, 2. address work- related 
di f ficulties but not try to treat or judge employees, and 3 . refer employees 
for professional assessment and follow - up. Employees with problems cost 
Amer i can business $75 bi llion - $1OO billion per year in lost. time, accidents, 
shoddy work, and medical benefits . Replacing the troub led employee can cost 
an organization much mo r e than providing necessary professional he l p. 

Appelbaum, Steven H. A Human Resources Counseling 
Employee . Personne l Administrator (August 1982) : 

Model : 
35 - 44 . 

The Al coho.:_ ic 

Many emp loyees suffer from a lcoholi sm . Al coholism affeccs an individual 's 
job performance and becomes a comp l ex problem _ for management . Ear ly 
identification and referral of the alcoholic is essential because t he 
prognosis for successfu l treatment becomes less favorable in the later stages 
of the disease. Rather than look i ng for symptoms of alcoho l ism, the manager 
should be concerned with identifying employees who are not performing. When 
the problem begins to manifest itself on the job through poor performance, the 
manager should deal directly with the employee and indicate awareness and 
concern while specifying the de gree to which the emp loyee 's job is being 
affected . . Rather than trying rehabilitative counseling, the super visor shoul d 
have the emp l oyee focus on a change of behavior. The manager should be aware 
of some supportive resources and encourage the employee to make an appointment 
with an appropriate source. If the employee does not want help, it ~hould be 
made clear that continued employment depends on effective performance and the 
elimination of the problem. 

Appelbaum, Steven H. Rescuing Time from the Bottle. Canadian Banker & ICB 
Review (Canada) Vol.89, No.6 (December 1982) : 22 - 26. 

Alcoholism is a pervasive problem on the job for both white - and blue ­
collar workers, and an increasing number of companies are establi shing 
programs to control and correct this problem. Identification of the alcoholic 
is very difficult, especially due to the fact that the condition does not 
always affect the alcoholic's work adversely. Nevertheless, early 
identification and referral are important to a favorable prognosis for 
treatment. In the first stage of alcoholism, the individual is perceived as 
different from other drinkers, but in the second, the primary symptom is total 
loss of control. The third stage s ees alcoholism become a chronic 
condition. A 1O-step human resource counseling model is proposed for aiding 
alcoholic employees in assessing the state of their careers and taking steps 
to correct the damage that the ir affliction has caused . Once the situation 
has been clarified and discussed, a confrontation can take place between the 
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human resource counselor , the employee, and the emp loyee's supervisbr to 
develop a plan for the future. The accusation of alcoholic excesses is not 
brought up, and the entire emphasis is placed on performance cr iteria and 
progress . 

Beale, A. V. The Continuing Ed ucation and Rene(-1a l of Employee Assistance 
Program Counselors. Journal of Employment Counseling, Vol .2 1, No.2 (June 
1984) : 83 - 88. 

Employers have found that rehabilitat in g trained and proven em ployees 
makes good business sense. Employee Assistance Programs (EAPs) have come into 
existence, with the goals of reduced abs en tee ism, fewer ace iden ts, higher 
morale, and reduced use of medical and disability benefits . This study 
investigates the continuing education needs of EAP practitioners. 

Belohlav, James A. and Paul 0. Popp. Employee Substance Abuse : Epidemic of 
the Eighti es. Business Hor izons, Vol .26, No . 4 (July / August 1983) : 29 - 34 . 

Al cohol and drug abuse has become a serious social, medical, and eco nomic 
problem in the US. The effec t of the increasing incidence of alcohol abuse 
and alcoholism is most certainly felt in the workforce . Although estimates of 
the actual number of alcoholics in che workforce are relatively imprec i se, a 
generally accepted estimate is that 5% of US workers are alcoholics and 
another 5% are considered serious abusers . More recent estimates nearly 
double that figure. The use of non -alcohol drugs has also inc reased 
drama tically, and experts con tend that drug abuse today i s where a lcoholism 
was 20 years ago. Simple solutions to the problem of substance abuse are 
infeasible. Attention must be di re c ted to the problem's impact on work 
organizations. Organizations must de velop strategies to deal with the 
problem, stressing individual relief and rehabilitation as well as the 
absolute need for the organization to ma intain desired levels of 
performance . 

Bissell, I. Alcoholism. Occupational Health Nursing 24: (August 1976) : 20 -
23. 

This is an overview of the problem of alcoholism in industry medical 
perspective. A general discussion of important issues ( such as the trend 
toward "broadbrush" programs and alcoholism as a disease ) is followed by 
several elements that the author sees as key to program success. First, the 
program must win the support of top level management and labor. Second, 
education at all corporate levels is required. Fina l ly, program planners need 
to be familiar with available treatment resources as well as with the extent 
of medical coverage. Dr. Bissell further points out the possibility that an 
employee may be ill due to the dt·inking of his spouse rather than his own 
drinking. She conc ludes that, although the problem is complex, good treatment 
outcomes are to be expected i f the rehab ili tation program i s well-planned. 

Bond, Thomas R. Drinking: Many Employers Don't Really Know the On-the-Job 
Indications of Alcoholism. Business Insurance, Vol.15, No.46 (November 
16, 1981): 37-38. 

According to the National Council on Alcoholism, 6% - 10% of employees 
at compani es it surveyed were alcoholics. The economic impact of alcoholism 
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on business is considerable, as it costs an estimated $15 billion annually . A 
single problem ctr inker coses his employer an average of $3, 000 a year in : 
1. sick pay, 2 . accidents, 3 . loss production , and 4 . bad judgment . In 
recen t years, alcoholism has been recognized as a disease, but due to 
persistent stigmas surrounding the "d isease " , few alcoholics adm it to having 
it and / or want to be treated . Employers aware of early and prevalent signs of 
alcoholi sm in employees can take co rrective and protect ive measures . However, 
in sp ite of the high prevalence and detrimen t al impact of alcoholism, most 
businessmen contend they have no need for an alcoho contro1. pro5ram. On ce 
treated . alcoholics report a mar ked improvemer.t in ~ob satisfaction and reta in 
a desire to i mprove job status. ~mployer programs that deal with a coholism 
should con~ain a clear dichotomy between ~anagement and the problem counseling 
functions . 

Brubaker, W. W. Alcohol ism in Indus try . 
(February 1977) : 7-1 0 . 

Occupational Health Nursing 25: 

Thi s is a presentation of the 
population and industrial set tings 
definition, cause , incidence, and 
perspective . Diagnosis, treatment, 
chronic alcoholism are addressed . 

problem of alcoholism in the general 
in particular . A discussion of its 

body effects is given from a medical 
and prevention are for '::ioth acute and 

Dr. Brubaker c lassifies industrial alcoholism programs into those that are 
for unorganized and those t hat ar e formal . He then s uggests guidelines 

sett ing up formal alcohol programs. 

Cami sa, Kenneth P . Alcohol Abuse. Bus L ess . Insurance Vol.14, No . 5 ( rebrua ry 
4 , 1980 ) : 19,21. 

Emp l oyee benefit programs have not traditiona lly co vered alcoholism 
treatmen t, but with many employers, unions, and plan designers coming to 
recognize alcoholism as a treatable disease, this new view is impacting 
development of hea lth plans . Employee benefit plans thus are beginning to 
finance the medica l and social services necessary to rehabilitate alcoholic 
worke rs. for its par t, the fede ral government has been taking and continues 
to take actions legislatively to encourage and , in some cases , mandate 
alcoholism treatment as a basic service . Sta tes are increasingly passing laws 
requiring insurance coverage for substance abuse treatments, thus caus ing 
insurers to change group health policies to el i minate restrictions on 
alcoholism treatment. Statistics show that spend ing on such treatment can 
save- a group money overall by reducing absenteeism, reducing the use of cos tly 
hospital services, and improving health in general . Emp l oyee benefit policies 
can be changed to al low payment for medica l charges for alcoholism treatment, 
and they should also be expanded to cover more outpat ient services. Companies 
and insurers alike are making such changes at an increasingly rapid rate . 

Chafetz, M. 
1979) : 

E. Alcoho l and Alcohol ism . 
293-'-99. 

American Scientist 67: (May June 

Thi s is a discuss ion of a l coholi sm in general. Writ ten by one of the 
world's foremost authorities on the sub j ect, it approaches topics such as the 
biomedical effects of alcoho l and the treatment and prevent i on of alcoholism 
from a medical perspect ive. A history of how the disease has been treated and 
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the psychosocial reasons for alcohol abuse are also included. A brief self­
test is included to he l p the individual determine whether or not he would be 
classified as an alcoholic. 

Cooper, Cary L. Alcohol ism at Wo r k . Leadership & Or ganization Development 
Journal, (UK) Vol.5 , No.5 (1984) 15 - 16 . 

Alcohol ism in the UK has reached e pidemic rates. One l arge UK firm 
estimated that just under 0% of its •.-w rk ;~o rce had a dr inking prob l em. An 
i ndi cation of the stress of workli fe and i ts effec t on i nd ividual s at wo rk ~as 
recently discovered in a large - scale study on a samp l e of fe ma le and m2 le 
executives . The average sen ior executive in UK industry i s 22 cimes mo re 
likely to develop liver ci rrhosis than the average ma l e . US f i gures see '.Tl to 
indicate that workers who have a drinking or drug problem are 4 times more 
likely to have an accident, 5 times more l ikely to file for compensation, and 
16 times more likely to be absent from work. Most occupational health 
physicians in UK firms know there is a a problem with alcoholism and drug 
abus e among a very large proportion of their employees . In the US, the cost 
savings from decreased absenteeism alone, as a result of Employee Assistance 
Programs for alcoholism, are more than $1, 000 for each emp l oyee t reated . 

Denenberg, Tia Schneider. The Arbitrat i on of Al cohol and Dr ug Abuse Cases. 
Arbitration Jou rnal (December 1980): 16 - 21 . 

Alcohol and drug abuse in the workplace often results in substantial 
economic loss and personal tragedy. Many industries rely on an arbitrator to 
determine how to deal with an employee whose work has been affected by alcohol 
or drugs. However, arbitrators have shown a wide variance in their approache s 
towards alcoholism and drug abuse . There i s no standard approach . Numerous 
related is sues have emerged regard ing the employment decisions on alcohol and 
drug abuse cases . The early identification of alcoholics and d~ug abusers and 
the use of assistance programs for them can he lp a void disciplinary action. 
Numerous alcohol and drug abuse programs have been success fully implemented in 
both public and private sectors. Ear ly identification is more likely than 
arbitration to achieve the avoidance of unnecessary squander ing of lives and 
livelihoods, while attempting to keep the wo rkplace safe and productive. 

Department of Health and Rehabilitative Services , State of Florida. Solving 
Job Performance Problems , No. 0100002 . 

This summary paper reports statist ical data regarding alcohol abuse and 
the work force in the state of Florida . Al so provided is the following bas i c 
information related to Employee Assistance Programs: (1) overall cost ­
effectiveness (savings for compan ies); (2) benefits to management; (3 ) 
establishing procedures; (4) role of the supervisor; (5) training supervisory 
personnel. 

Edwards, A. Just Down or Out? - • Helping Troubled Employees . Supervisory 
Management, Vol .29 , No . 6 (June 1984): 10- 12. 

All organizations need to be concerned with the twenty - five percent 
decrease in productivity of a troubled employee. Productivity rate must be 
balanced against the need for a stable group of well-trained employees. 
Firing or al ienating troubled employees may add to a company's l oss of 
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productivity. The following are suggestio;is for supervisors to assist the 
employee in returning to the former level of productivity: participate in an 
employee assistance program, encourage professional counseling, recognize 
deteriorating productivity, communicate with the employee and respect the 
dignity of a troubled employee. Supervisors can adjust to the situation by 
making appropriate changes in work assignments, adopting an appropriate 
management style, and representing the concern of the company. 

Follmann, J. F., Jr. Alcoho ics and 3usiness: Prob.i.e:71s, Coses, so·utions. 
A.MOCOM (a ivision of Arr.er�can Manag1:;men Associations). 1976.

This book provides a view of alcoholism and problem drinking from the 
standpoint of their effects on the business community: on industrial 
management, on employees and organized labor, on health and welfare funds, and 
on insurance programs. The author concludes that, al though the effects and 
costs of alcoholism are high, well-thought-out programs can go far to control 
the problem. 

Grensing, Lin. Driving Them Away from Dr ink. 
(December 1984) 23-125. 

Training, Vol. 2 ,  No. 12 

Alcoho ism costs employers abo c $ 00 billion each year de to lose 
production, heal th care expenses, ace iden cs, violent er imes, and fire 
losses. Many companies have instituted employee-assistance programs (EAPs) co 
help with alcohol and other substance abuse. The New York Transit Authority's 
EAP resulted in savings of over $1 million annually in paid sick leave. The 
1976 Executive Caravan studies found that important program components of an 
EAP include: 1. ensuring client confidentiality, 2. insurance coverage for 
treating alcohol problems, 3. a written company policy for identification and 
referral of employees with problems, 4. educating all employees, 5. 
orientation programs for management and training programs for all supervisors, 
and 6. extending access to the programs to employees' families. 

Helping Workers Who Suffer from a Destructive Disease. 
30( 15): (July 1975): 3-5. 

The Machinist 

Addressing a labor union audience, this article explores the issue of 
problem drinking among union members. General topics relating to alcohol 
abuse open the discussion--e.g., prevalence, cost to industry, and a profile 
of the abuser. Specific data concerning the industrial �cene are then 
presented: (1) four stages in the behavior pattern that is typically 
exhibited; (2) the job performance curve as a function of years of alcoholic 
addiction. Finally, two operational programs are described. The first began 
in 1973 in the papermaking industry. The other employee assistance alcoholism 
program is in the railroad industry ( the Illinois Central Program). Also 
included is a brief self-test designed as a rough guide to a budding 
alcoholism program. 

Jervey, Gay. Is the Advertising World a Mecca for "Demon Rum"?/Y&R Meets the 
"Situation" Head On. Advertising Age, Vol. 54, No.6 (February 7, 1983): 
m4-5, m-40. 

Despite a lack of hard facts, alcoholism traditionally has been linked 
with the advertising profession. The stress of the work may be a factor, or 
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the job itself may attract peop l e prone to alcoholism. Da ily work becomes 
sheer agony for the alcoholic, though bursts of ene rgy may assure others that 
all is well . Alcoholic executives of ten figh t the ir illness a l one because 
they hide it or because few will confront an alcohol i c with the problem . The 
stories of 2 recoveri ng a l coho li cs in the advertising / marketing world revea l 
the lonely ordeal and the f a ilu re of emp l oyers to help . More than 5, 000 US 
companies now have programs or policies to deal with employee alcoholi sm. A 
spot chec k of ad agencies s uggescs chat agencies as a group lag behind others 
in establishing s uch programs . Experts agree che fear of losing the job will 
often get alcoholi cs t o agree to treacment . Young & Rubicam (Y&R) is one 
agency t ha t adheres to National Council on Al coholi sm (NCA) guidelines fo r an 
alcoholism program . It has a written policy that treats alcohQ l as a disease 
and assures confidentiality to all part icipants. A third of the participants 
are sent by supervisors; the rest come on their own. Participants undergo 
detoxification, intensive therapy, and are required to attend Alcoho l ics 
Anonymous meetings. The program's success rate is 95 %. 

Kaden, S. E. Compass ion or Cover-Up: The Alcoholic Employee. Personnel 
Journal 56 (July 1977) : 356 - 58. 

This i s a s ummary arcicle of alcoholism rehab ilitation programs t ypically 
found in industrial settings . Topics co vered are as foll ows : ( 1) denia l of 
one's problem, thus hindering the process of get ting he l p; ( 2) the cost to 
industry of untreated alcoho li sm; ( 3) seeps generally taken in setting up 
industrial programs; (4) confrontation strategies; ( 5) performance evaluat ion 
as a diagnostic tool; and (6) refer.ral to outside helping agencies. Success 
rates ranging from 50- 75% are reported for alcoholism programs in general, and 
the specific monetary savings from the program at the Cleve l and Trust Company 
is described. 

Kandel , William L. Alcoholism and Emp loyment Law. Employee Relations Law 
Journal, Vol.9, No.3 (Winter 1983 / 1984) : 500-503 . 

The view that alcoholism is a disease rather than a soc ial or volitional 
problem underlies recent protections for alcoholics in federal legislation and 
in decisions by agencies and arbitrators affecting employment law . Howe ve r, 
this view has not met with total acceptance in the courts. Few efforts for 
prevention, detection, referral, and rehabilitation of alcohol ism have been 
initiated by employers, despite th e fact that such employee assistance 
programs (EAP) appear to justify themselves iri terms of enhanced productivity 
and reduction of turnover. Employers that do not voluntarily implement 
programs to aid alcoholic employees face the risk that courts or arbitrators 
may order them to implement programs for unsati sfactory employees. Emp loyer 
activism regarding alcohol ism, on the other hand, could inspire tort claims 
and wrongful discharge actions, based on how the EAPs are implemented. 
Referen ces. 

Kane, K. W. The Corporate Responsibility in the Area of Alcoholism. V. 54, 
Personnel Journal, (July 1975): 380-84. 

This article explores the reasonable responsibility of a corporation in 
the area of employee alcoholism. Topics covered are as follows : (1) 
background of the problem--definition, prevalence rate, profile of the 
alcoholic employee; (2) constructive coercion; (3) cost/benefit analysis; (4) 
union participation; (5) the use of community facilities; (6) educational 



169 

training programs; ( 7) health insurance coverage; ( 8) public 
education / awarenes s of the problem of alcohol ism; and ( 9) experiences of 
specific programs--Alcoholics Anonymous , the New York City Police Program , and 
the U.S. G0 ve rnment Worker s Pro gram . 

Kelvin, A. 
1983 ) : 

Corporate 
84 - 90. 

Samaritans . Working Woman, \/ol . 8, No . 1 , (Jan uary 

Employee Assistance Programs (EAPs) are proving co be cosc ef"ect i ve . 
Employees that would have been fired can now be heloed and re:nain \~ith che 
company . Stud Les by companies that have operated EAPs sho~, savings to the 
company . EAP information is us ually not inc luded in employee records. This 
i s the rule so employees will freely use EAPs. EAPs are sometimes too narrow 
in their approach. 

Light, Gordon 
Business. 

F. Alcoholism Causes a $30 Billion Hangove r for American 
Bottomline, Vol. 1, No. 6 ( Apr il 1984) 47 - 48 . 

Alcohol abuse groups refer to the amount of ;noney lo s t each year in 
r educed producti vity caused by alcoholism as the "$30 - billion hangover . " 
Studies by the National Association of Social Workers indicace that 6% of any 
given wo r kforce suffers from abuse of alcohol or drugs . Stuart Paul, chief 
executive officer of an upstate New York treatment cent~r for problem 
drinkers, believes financial institutions s hould be devoting mor e e ffort 
toward rehabilitation for these troubled members of the workforce. 
Rehabilitation costs about $800 per worker, while the cos t to discharge and 
replace a worker is about $2,200. The worker 's des i re to get such help can be 
facilitated by some sort of emp loyee assistance program . While financial 
institutions have a history of being l eery of rehab ilitating alcohol or drug 
offenders, several ha ve joined the 60% of Fortune 500 companies now offering 
employee assistance programs . 

Long, R. J. 
Grows . 

New York Bank's Program Begins with Alcoholism and Drugs, 
ABA Banking Journal, \/ol.75, No . 9 ( Septembe r 1983) : 61, 68+ . 

Then 

Security Trust is pleased with their employee ass i stance program (EAP) . 
The EAP program used is part of a local heal th association . Employees can 
call voluntarily or be referred by management . Confidentiality is stressed. 
Over six per cent of its empl oyees have used the service for a variety of 
problems. 

MacBeth, J., and J. Weigand. Alcoholism: A Rehabilitation Program That 
Wor ks. Superv isory Management 20, December 1975. 

This is a brief paper that outlines important issues concerning alcoholism 
programs. The authors summarize their conc lusions concern ing the followi ng 
topics: the appropriate program goals, critical elements of an alcoholism 
program, and several keys for program success. Supervisory attitudes that 
hinder successful program implementation are also discussed. 

(untitled article ) from: The Machinist 31(10): February 1977 : p . 5. 

This br ief article in a labor union publication outlines the cost to 
industry and unions of having alcoholic employees. Estimating that some 5% of 
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the work force ha s a problem •.-.1ith alcohol abuse, the article concl ude s that 
the company and union cost is measured in terms of excessive absenteeism and 
abuse of sick leave. A specific program is then outlined (I AM Loca l 178 1 and 
United Airlines joined forces i n developing a program ) . Two key program 
elements are particularly emphas i zed. First, confrontation of an employee 
with inadequate job performan ce i s t he on l y method used to ge t an i ndividua l 
to undergo treatment. Second, t he key to the program's success i s ongoing 
traini ng of top ma na gement and union officers, stewards. and f oreme n . .Joint 
training sessions t each them t o r ecogn ize alcoho l ics, unde r stand h m-J chey 
think, and instr~ct them in const ruct ive confrontation . 

Manley, T. R., C. W. McN ichols , and M. J. Stahl. Alcoholism and Alcohol 
Re lated Problems Among US AF Civilian Employees. Departme n t of Systems 
Management, Schoo l of Engineering, Air Force Institute of Technology , 
Wright-Patterso n AFB Ohio 45433. Technical Report 79 - 4, Augus t 1979 . 

This is a summa ry report of a large-scale study undertaken by the U.S . Air 
Force. A survey of 10,000 emp loyees provided t he data; the study purpose was 
to est i mate the nature and extent of alcohol - r e lated problems among Air Force 
civilian employees. The research methodology was based on an earlier Rand 
study of Air Force mi l itary members . Reoor ted are alcoho l ism prevalence 
rates, demographi c characteristics of prob l em dr in kers, and emp l oyee a ttitudes 
toward or gani zational EAPs . Data on empl oyee job satis faction , work 
involvement, stress, and psycho l og ica1 dependence are pro vi ded as potential 
corre l ates of an alcoho l -related problem. 

Mannello, T. A. 
Solut ions. 

Problem Drinking Among Railroad Workers: Extent, Impact and 
University Research Corpora tion, Washington, DC, 1979. 

Fourth in a series of monographs describing work conducted by the 
University Research Corporation (U RC ) and its affiliate, the Center for Human 
Services (CHS), this monograph describes the results of an extensive 
i nvestigation into alcohol abuse among employees in the railroad industry . 
Undertaken as a bas i c tool for program development, many suggestions are made 
concerning pract i ca l ways to cont rol the problem in this industry. Also 
included are baseline data against which to measure the success of 
intervention efforts- - e.g . , prevalence rates, frequency of viol a tions of 
company drinking rules, and data related to the impact and costs of employee 
drinking. 

Masi, F. A., and G. E. Spencer . Alcoholism and Employee Ass istance Programs 
in Industry: A New Front ier for Social Work. Soc ial Though t 3 ( 1977) : 
19- 27. 

This article prov ides a hi storical review of industrial a l cohol 
rehabilitation programs . A spec ifi c prog ram funded by the National Inst itu te 
of Alcohol Abuse and Alcoholism ( NIAAA) is then described . Additionally, a 
two-par t program at New England Telephone Company is outlined. Part I 
includes counseling of the employee and his family, while the second component 
of the program involves educating and training super visors . 

... 

I 
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Mccann, Peter. A Cure for Drinking Direc tor s. Ch ie f Executive (UK) (Decembe r 
1983 ) : 16-17. 

According to the lates t published s tanda r d mor t a li t y rates, UK company 
directors and top executives r un a h igh ri s k of de velopi ng a serious dr in king 
prob l em and a greate r ri s k of death from c i rrhosi s of the liver . A review of 
334 patients in 15 a l coholi sm un its found t ha t company directors were 
d isproport i ona t e ly highly r epresented. In the latest discussion do cument of 
the Department of Health and Soc ial Securi-cy ( DHSS) , e;<ecutives are reported 
to be hi gher r i s k individu2l s because of : 1 . stress ·, 2 . irregular working 
hours, 3 . absence of s upe rv i sion, and 4 . lack of restrain i ng social 
i nfl uences. Al cohol ism i s no t exclus ive to directors - it takes its toll 
among blue co l l a r worker s as well . However, a director ' s or top executive ' s 
drinking habits are potent ially more cos tly and can result in poor l abor 
relations, rash decisions, and bad judgments. The earlier the problem is 
diagnosed, t he better the chances of reco very. A fe w specia l i zed treatment 
cen t ers can help companies deal with the pr oblem, and some UK companies, 
notably US subs idiaries, air l ines, and o il companies , are introduc ing Employee 
Assistance Pr ogr ams . 

Milbourn, Gene, Jr. Alcohol and Drugs : Poor 
Supervi s ory Management Vol . 26 , No .3 (March 1981 ) : 

Remedies 
35 - 42. 

for Stress . 

Employees who re ly on drugs and a l cohol are frequently vi c tims of 
stress. The stressful personality is overly achievement or i ented, aggr essive, 
competitive, and ambitious. The work environment itself may produce stress. 
One way is through organizational frustration, which produces acts of d irect 

'aggression and nonaggressive responses such as compensation, conver s ion , 
fantasy, projection, or repress ion . Job stress may also produce stres s, 
either through job ambigui t y or j ob confli ct. Stress may a l so be produced by 
underutilization, wor k overload, resource inadequacy , insecur ity, and 
nonparticipation. Many empl oyees tu rn to alcohol to unwind . Industry i s not 
usually concerned un t il the heavy dr inke r becomes a problem drinker - someone 
whose work is adversely affected by the dr in ki ng. Even the a l coholi c i s 
frequently able to remain on the j ob for some time after he or she has a l r eady 
begun to cause severe damage i n terms of work -time l ost and highe r a cc ident 
rates. An alcohol treatment program is important, preferabl y accompanied by a 
clear company policy. To some extent, the signs of drug abuse are similar to 
those of alcohol abuse. As with alcohol, the focus should be on 
understanding, confidential i ty, and treatment , rather than on termination of 
the abusing employee. It is more cost-effective to dea l with stress in t he 
work environment and to attempt treatment of its damaging effects. 

National Institute on Alcohol Abuse and Alcoholism. Alcoho l Health and 
Research World 4(3), (Spring 1980). 

This issue of Alcohol Heal th and Research World focuses on occupational 
programming. Included are articles on the following: ( 1) an overview of t he 
field itself-~its objectives , concerns, and its current i ssues; (2) an up- t o­
date review of applied research studies in the field; (3) specific guidelines 
for the development and evaluation of EAPs; ( 4) the effects of different 
staffing patterns on employee alcohol ism programs ( case example: Gene r a l 
Motors Corporation) ; ( 5) federal occupational alcoho l ism and programs; ( 6) 
corporate responsibilities; (7) attitudes of labor and management; and (8) 
ethipal issues relating to EAPs. 
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A New Approach to Treating Alcoholism. 
83 - 84. 

Business Week. ( September 8, 1975) : 

A new approach to dealing with employee alcoholism: " for profit" alcohol 
treatment programs established by private companies under contract with the 
federal government ( The Nationa l Institute for Alcohol Abuse and Alcoholism-­
NIAAA) . In a n effort to harne ss the coroorate profit motive . ~IAAA began the 
experiment with five private sector compan i es. Brief ~esc r iptions of t hese 
company programs are provided in the article. Program goals . t e cnniaues for 
meeting these goals, contract terms, and start - up proceaures are discussed. 

Pati, Gopal C.; 
Assistance. 

Adkins, John I., Jr. The Employer's Role in Alcoholism 
Personnel Journal, Vol.62, No. 7 (July 1983 ) 568-5 72. 

Alcoholism on the job often results in accidents, increased absenteeism, 
tardiness, and illness, loss of morale among fellow worke r s, and impaired I 
judgment. It has been estimated that half of all "problem employees" are 
actually alcoholics. Almost 1, 200 company - based employee assistance programs 
( EAPs ) have been established in the US to deal with t his problem. EAPs have a 
h igh rate of success and are cost - effective. While not a ll companies can 
afford an EAP, other steps can and should be taken to help address the 
problem. The effort should begin with a statement on alcoholism and substance 
abuse in the personnel handbook. By util izing community resources, the 
company can se t · up a referra l service for the alcoho li c. It is up to the 
supervisor to provide adequate documentation on alcoho l -affected job 
performance. The employee should be counseled at the first signs of j ob-
related problems. If the condit ion does not improve, the worker should be 
referred to a professional counselor. The company should emphasize that it is 
concerned only with job performance, and that termination is a possible 
alternative. 

Perham, John. Battling Empl oyee Alcoholism. Dun's Business Month, Vol.119, 
No.6 ( June 1982 ) : 48-53. 

Recent ly more and more companies have launched sophist i cated programs to 
combat employee alcoholism. Companies have trained their managers and 
supervisors to look for unsatisfactory job performance, which, if not 
responsive to usual management techniques for improvement, is often a signal 
that an employee has a drinking problem. Methods of treatment differ 
considerably . Some companies care for their alcoholics in-house, while others 
refer them to community agencies. A different approach has been taken by 
United Technologies Corp., which launched the nation's first corporate-run 
day-treatment program for alcoholics in 1981. for an alcoholic treatment 
program to be success ful, it needs both the strong, active sponsorship of top 
management and the vigorous support of unions. Today' S · best alcohol ism 
programs are achieving some remarkable rehabilitation rates. Many corporate 
programs which s tarted out to deal only with alcohol ism have been forced to 
set up expanded employee assistance programs to cope with a variety of 
employee problems, including drug abuse and marital, emotional, and financial 
problems. 
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Phillips, Donald A.; Allen, Patric ia; Long, Richard J. Helping Alcoholics and 
Ot her Troub led Staff . ABA Banking Journal, Vol . 75 , No. 9 (Se ptember 1983) 
61 - 71. 

An increasing number o( banks have developed the concept of an Emp loyee 
Ass i stance Program (EAP) in recognition tha " employee alcoholism is a chronic, 
progressive disease which a ffe cts the alcoholic's supervisor, co - workers, 
spouse, and children. Such programs are implemented • ini t iaily by corrective 
supervisory action, with a referral to the bank's EAP . EAPs have 2 
purposes: 1. solving performance or cond uct problems within t he company . and 
2. address ing general employee problems by encouraging voluntary 
participation, thus guaranteeing confidentiality . Security New York Seate 
Corp .' s EAP provides a model for the development and imo l ementation of a 
success ful EAP. An employee either voluntarily sets up an appointment for a 
counseling session or enters the EAP through management referral. The program 
has proved so successful that the bank's affili ate banks are investigating or 
have contracted for similar services. 

Pickersgill, J. The IH Looks at the Problem Drin ker. Occupational Health and 
Safety 46 (July / August 1977 ) : 29 - 32 . 

Wr itten f rom the perspective of an industrial hygienist (IH) , this article 
probes the problem of alcoholism . Topics covered are alcoholism as an 
illness; the progress ion of the illness within an individual; and the impact 
of alcoholism on the occupationa l environment . Additional sources of 
information are then suggested conce rning the illness. 

Pike, Thomas P. Alcoholism in the Executive Suite-Robbing Their Employers 
Bl ind. Vital Speeches, Vol. 46, No. 6 ( January 1 , 1980) : 166- 169 . 

Alcoholism is the country's foremost health probl em. Ap proximately 5- 10% 
of all employed persons in this country are a l coho lics. The total national 
economi c impact of a l coholi sm in our society is $43 billion. Exper i ence has 
shown that the alcoholic is much more amenable to help when he is st ill 
emp l oyed and stil l has the strong motivation of job security. It is important 
to identify the alcoholic employee on the job, to confront him with the 
evidence of impaired work, and to refer him to treatment with a st rong 
warning. Alcoholism programs that are a joint venture of management and labor 
have shown dramat i c decreases in lost man hours, sickness and accident 
benefits paid, leaves of absence, grievances, and job-related accidents. It 
is important to establish company-wide policies and procedures for handling 
alcoholism and this program should be communicated frankly to all employees 
and enforced. Technical expertise and assistance should be obtained when 
implementing a company alcoholism program. 

Pursch, J. A. The Alcoholic Executi ve . 
(January / February 198 1) : 7-12. 

Corporate Director, Vol. 11, No .. 7 

Alcoholism severely affects product ivity in senior management ranks. An 
effective employee assistance program can be extremely helpful. In addi tion 
to averting a human tragedy, the corporation can retain its experienced 
executive. A behavior char t of the alcoho li c executive is provided. A list 
of consultants is included. 
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Reiman, T. 
48-50.

Accent on Access. Canadian Banker, \fol.9 , No.4 (August 1984): 

An employee assistance program implemented by the Royal Bank of Canada is 
bearing profitable fruit. The program, known as Access, is designed to assist 
employees with alcohol, drug or emotional problems. Access was implemented in 
1981 and is available to all employees at the bank's 750 branches. The 
program assures employees complete anonymity. Senior management is pleased 
with the number of employees who have sought help through the prcgram. 

Ricklefs, R. Dr inkers at Work. The Wall Street Journa . ( December 1. 1975): 
1. 

This article appeared in The Wall Street Journal at the time when employee 
assistance programs were a relatively new concept ( 1975). The article 
discusses the problem of dealing with the alcoholic employee, prov1aing a 
historical development of occupational programs geared toward rehabilitating 
the individual. Case studies are provided to illustrate successful program 
strategies. Success rates for programs are also provided. 

Rozen, Leah. Alcoholism-te,✓ Agencies Offer Official Help. Advertising :\ge 
(October 27, 1980): 3, 100-101. 

Most major US advertising agencies have no program for employees suL'ering 
from drinking problems, with a survey revealing that Young & Rubicam (Y & R) 
is the only one of the group with a planned program. Statistics indicate that 
the advertising industry suffers from the same 57o of its work force 
experiencing ctr inking problems as other business segments. Y & R's program 
was founded in 1975 and has helped 28 members of the staff. The firm regards 
alcoholism as a medically recognized and treatable disease, and anonymity is 
stressed to enhance employee cooperation. Supervisors have been charged with 
being on the lookout for problems and encouraging workers to take advantage of 
the help available to them. A worker with an advanced problem is hospitalized 
for detoxification and then joins the Y & R Alcoholics Anonymous unit. Y & 
R's program enjoys a 100% "sobriety record" but other agencies have lost 
employees to alcohol ism. Some agencies send employees with problems to a 
medical care group called Executive Health Examiners Group Stress Control 
System because they feel embarrassed to set up a formal group like the one at 
y & R. 

Ryan, Bill. A New Approach to Employee Alcohol ism. New England Business 
Vol.3, No. 10 (June 1, 1980): 32, 35-36. 

United Technologies Corp. (UTC) has begun an Alcohol Counseling Center for 
its employees, providing the first company-operated day treatment center for 
alcoholics in the country. The setting is a Victorian-era house, and the 
treatment lasts for approximately 2 weeks. UTC began the program, which 
requires the employees undergoing treatment to report for "work" at the center 
each day, after realizing the enormous cost and human . loss resulting from 
alcoholism. Dr. Edward Bernacki, the corporate medical director, pushed for 
the program as an alternative to "dry-out farms't. The day center works 
better, providing re-education for the alcoholic and his or her family, and is 
less expensive. However, it is true that it does not work for everyone. The 
center was originally conceived for women, who might have small children to 
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care for at home, but t he people who at t end now are about 80% men . The center 
allows the employee to avoid t he soc ial stigma of a deto xificat i on cen t er. 
The center has its own chapter of Al coholics Anonymous, and t he program is 
small enough that it can keep trac k of its "graduates". UTC st ill sends some 
employees to deto xifica t i on farm s , but in Connecticut, half of t he al cohol ic 
workers are sent to the ce nte r instead . UTC has res i sted requests from othe r 
companies to cooperate in t he center because t he center must be kept small to 
work, but UTC is wi lling co he l p o t he r compa nies esta bli s h t he ir own centers . 

Saltman, J. Drin kin g on the Job : The $15- Billion Hangove r . Public : il.ffairs 
Committee, 38 1 Park Av enue Sou t h , N e \✓ Yor k , NY 1001 6 (1 978 ) : 28 pp . 

This is a t wenty -e ight pag e pamphle t put ou t by t he nonpro f i t Publi c 
Affairs Committee in New York City. It describes the scope of the problem of 
alcoholism in the workplace, and it outlines programs and treatments for 
helping the alcoholic employee. A discussion of the roles that industry, 
unions, and government play in EAPs is included. Keys to program success are 
suggested, and the technique for mo nitor i ng job performance is compared with 
"constructive confrontation." The former is seen as the pre f erred means for 
getting empl oyees into treatmen t . 

Shahandeh, Behrouz. Dr ug and Al cohol Abuse in the Workplace: Consequences 
and Countermeasures. Internationa l Labour Re view (Switzerland ) , Vol . 124, 
No. 2 ( March/ Apri l 1985 ) 207-223. 

Since the end of World War II, alcohol anq drug use and abuse has risen 
steadily. The costs to industry and society in general are d i ff icul t to 
calculate. Causes of drug or alcohol dependence include stress, availability, 
social pressures, mobi l ity, and freedom from supervision. The nega t i ve impact 
of drug abuse and dependence is greatest for the family. In t he work place, 
the major effects are inefficiency and increased rates of turno ver, 
absenteeism, and accidents. Responses include such primary pre vention 
measures as reduced availability, clear company policies, and en f orcement and 
screening procedures. Secondary pre vent ion focuses on both heal th promot i on 
and education. Emp l oyees assistance programs ( EAP), which stress the 
importance of self- referra l , are increasingly being incorporated into 
occupational welfare, heal th, and safety programs. Legal consequences exist 
in most countries for both the employer and employee if accidents occur while 
an employee is under the influence of drugs or alcohol. 

Shields, Doyle. The Supervisor and the "Lost" Workday. Supervision, Vol.47, 
No. 10 (October 1985) 3-5. 

Alcoholics can create havoc at the workplace by not showing up to work or 
by being difficult or mistake-prone when they do show. The impact of problem 
drinking is widespread. Coworkers may resent having to take up the slack on 
the job because the regular worker is out with a hangover, and they may- resent 
the supervisor for tolerating the situation. Also, the products of the 
alcoholic's , mistakes may have to be repaired at the company's expense. 
Supervisors who must deal with problem drinkers should not soft-pedal the 
issue or cover up for the person. Rather, the supervisor must inform the 
worker that, unless something is done about the problem, the worker faces 
termination. The threat of losing a job is one of the strongest incentives 
that can be used to prod a problem drinker into seeking help. When dealing 
with this problem, the supervisor should not lecture the employee, it does 
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li tt l e good . Fi rs t, de termi ne if the company ha s any emp l oyee ass i s tance 
program t hat mi ght he l p change the situation. Al so , investiga t e external 
prog rams. 

Shore , H. Emp loyee Assistance Programs - Reapi ng the Benefits . Sl oan 
Managemen t Revi ew , Vol . 25, No.3 (Spr ing 1984 ) : 69 - 73 . 

Many employees encounter persona l probl ems i n t he i r 1 i ves, 1,h ich 
negative l y a ffect their pe r fo rman ce on the ~oo . Compani es ha ve r es pond ed by 
creating Employee As sistance Prog r ams (EAPs ) . cAP s offer coun se ling . 
diagnosis , and refer r a l s for a l coho l ism, drug abuse . emot iona l and fami l y 
pr obl ems. 

Smart, R. Dr i nk ing Probl ems Among Emp loyed, Unemployed , and Sh ift Worke rs . 
Journal of Occupational Me dicine 21(11) : November 1979 , 731- 36 ~ 

This paper desc ri bes an in vest iga tion into the r e l at i ons hip between 
dr in ki ng prob l ems and the f ol l owing : cur ren t employme nt stacus, cur r ent 
occupat i on, unempl oyment shi ft work , and al cohol - r e lated prob l ems. Emp l oyi ng 
a s urvey methodo l ogy (993 pe r s ons in Canadian househo l ds . va rious fin d ings ar e 
noted. fir s t, t he h i ghest rates of prob l ems we:--e found among shift >1orke:--s 
and the unemp l oyed. Second , the wor kers most l ike l y t o have serious Dr obi ems 
were in processing / manufac tu r ing, t r ansport, art i s tic/li terary/ rec reational 
and sa l es areas . Third , ma l es with ser i ous problems and s hi f t wo rke r s 
reported dr i nking more when unempl oyed. Next , sanc tions for wor k- r e lated 
drinking problems (even for serious dependency on a l cohol) were rare ly 
applied . 

The study resul t s sugge s t tha t pr i ority ta rge t s fo r occupationa l 
a l cohol i sm programs should be ma l es i n process ing/ manufac tur ing , trans port, 
art i s ti c / literary / recreat i onal a r eas, and sal es . 

Strasser, A. The Probl em Dr i nke r in Indust ry . Occupa tiona l Healt h and 
Safety, February 1980 . 

This is an overv iew of t he pro bl em of a lcoholism i n industry . Br ief 
discussions are presen t ed conce rn i ng the diagnosis , e tiology, and approaches 
commonly employed by corporations. The author notes t hat, r egardless of the 
the r apeuti c model, the early de tection of t he di s ease yields the best resul ts . 

Survey on Alcoholism . Occupational Hea l th Nursing 25 (March 1977 ) : 50- 51 . 

The results of a survey on a l cohol ism conducted by the Al coholi sm 
Treatment Center of Wash i ngton, a f acil i t y serving persons i n the Dis t r i ct of 
Columbia, Maryland, and Vi rg i nia are summarized . Resul ts are based on 120 
responses to a quest i onnaire sent to 690 emp l oyers i n me t ropo li tan 
Washingt on . Responses were both analyzed in the aggregate and stratif i ed by 
size of corporat i on (0- 250 employees; 25 1- 500; and 50 1- 999). 

Not able among the findings was a correla tion between company s ize and 
awa reness of the problem of al coholism, wi th smalle r companies reporting less 
alcohol ism than the large companies. The large companies al so had more 
sophist i ca ted progr ams ( including written policies ) for identifying problem 
dr i nker s . Numerous other data are presented concerning prevalence, cost , and 
available programs. 

Tersine, Richard J . and Haze l di ne, James . Alcoholism: A Produc t iv i ty 
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Hangover . Business Horizons, Vo l. 25, No . 6 ( November /December 1982) : 68 -
72 . 

Organ izations are finding ways to he lp alcoholi c employees a nd reverse the 
effects of alcoholism on productivity. At least 5% of the labor force suffers 
from alcoholism . Tangible losses include increased company costs directly due 
to administrative work, health in s urance premi ums, workers compensation 
payments, overtime , and lessening of quantity and quality of work . Intangible 
losses include .io1.-1ereo morale, los3 of key employees, job friction, 1•✓ aste of 
s uoervi sory time, bad decisions, and damaged customer and public rel3.tions . 
Em ployers ar e legally prohibited from d iscriminating aga inst alcoholic s in 
hiring . Companies are legally liab l e to protect the alcoholic wor kers from 
themselves, to protect others from them, and to make treatmen t available to 
them . M_a ny companies are finding that instituting job- r e l ated al cohol ism 
t reatment programs has substantially reduced their losses due to alcoholi sm. 
Job -related programs have a success rate of 50%- 85%; soc ial ser vi ce agenci es 
success rate is 20% - 40% . Motivation to keep one's job is conside red the key 
motivation for alcoholics' increased recovery rate through these programs . 

Tr ice, H. M. Jo b- Based Alcohol and Drug 
Deve lopments and Research. In Dupont, 
J . , eds. , Handbook on Drug Abuse . 
Office, 1979 . 

Abuse Programs : Recent Program 
R., Goldstein, A. , and O' Donne2.l, 
Wasnington : Government 2rinting 

Thi s book chapter reviews recent studies on occupational alcohol and drug 
abuse programs. Data are arranged by the following topics: (1) intervent ion 
strategies; (2) types of programs and their success; (3) specia l problem; (4) 
prevention; (5) review of program Initiat ives and research activities of the 
past five years; and ( 6) implications for the future -- research, tra in ing, and 
treatment. A list of references is included . 

Trice, H. M. Ap plied Researc h Studies: 
Assistance Programs , Alcohol, Health , 
1980, 4- 18. 

Job - Based Alcohol ism and Emp l oyee 
and Research War ld 4 ( 3) : Spring 

This article surveys recent applied research studies re l evant to job- based 
alcoholism and employee assistance programs. Since the scope was primarily 
limited to work coming to the attention of the Program on Alcoholism and 
Occupational Health at Cornell University, this review is l ess than 
exhaustive. Studies are included that: deal with the broader job mili eu than 
EAPs, if they have relevance to the topic (e . g ., job performance ) . The author 
concludes that a look outside the narrow confines of alcohol ism programs 
identifies more research data than previously thought. A lengthy list of 
references i s provided. 

... 
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U.S . Depar tment of Health, Educa t i on, and Welfare . Al cohol and Health : 
Second Spec i al Repor t t o the U.S. Congress . Morris E. Chafetz (Chairman 
of the Tas k f orce) , June 1974 . 

Th i s is the second in a series of comp rehensive reports prepared for 
presentat i on to the U.S . Congress concerning a l coholism as a naticnal health 
problem . Under the chai r manship of Morri s E. Cha f etz , a renowned e:rnert on 
a l cohol i sm, a spec ial U.S. Health De partment Task force approacnes the 
probl em ~ram a wide perspec : ive . In c l ded ar e the economic cos~s of a lcoho ' ­
related prob l ems; clinica l and epidemio logi cal s tudies that implica t e alcohol 
a buse in the deve l opme nt of ca ncer : the potent i a l pro tective effect of alcohol 
in pre vent i ng heart at t acks; occupa t ional al coho li sm programs (deve lopmen t, 
implementat i on , and eval ua tion ) ; profile analyses of both high and low risk 
popul at ions; and extensive bibliograph i es of each of these top i cs . · 

We i nberg, A. J. Managing Medi cal Costs through EAP 's . Pens i on Wor l d, Vol . 19, 
No. 12 (December 1983 ) : 27 - 28, 84 . 

Today, many emp l oyee s are suffer in g f r om mental il lnesses which rang e from 
emo tional s t ress to al coho l - r e la ted problems. Due t o t he inc rease in the 
amount of cases resu l t in g from menta l i lnesses , medical costs have rise:1 
cons ide rably . To help cue down on medica l coses, employers are seccing up 
Emp loyee Ass i s tance Programs ( EAP s ) a t the wor k site . Since these programs 
are offe red on t he work s ite , emp loyees can a ttend on their own or be 
encouraged to attend by peers . The EAPs ha ve been a b l e to help cut down 
mental health case costs as well as other costs pertain i ng t o absenteeism and 
lower ed productivity . 

Weiss, R. Deal i ng with Al coholism in 
1980 . 

the Workplace . The Con f erence Board , 
Inc. , 

This is t he third Conference Board repor t on t he prob l em of a l coholi sm in 
the bus iness wor l d. It presents da ta on 346 EAP s evolved fr om the conce pt 
that alcoho li sm is a disease . Among t he many findings are the f ol lowing : ( 1) 
Senio r personnel executives from firms with company programs are not mo r e 
likely t o support the "di s ea se " concept of a l coholism than those from f irms 
with no such programs; ( 2 ) The t r end i s to pl ace EAPs in personne l or 
i ndustrial relat i ons departmen t s due t o the recent foc us on t he job 
performance approach to case f inding; (3 ) The trend is t o use the term 
"Employee As s istance Program" rather than the term "al coho l " or "al cohol ism" 
i n the program names; ( 4 ) The mos t typi cal route of entry into a pr ogram i s 
referral by supervi so r s rather than self- r e f er ral; (5 ) Concerning prog ram 
elements , the mor e fo rmal the announcement and st ruc ture of the program, t he 
be tter i ts response i n t he company . 

Wells , Patr i c i a A. and Mat t Amano . 
Management Wor l d , Vol .9 , No . 10 

Alcohol ism Drug Abuse 
(Oc tober 1980 ) 14- 16. 

i n the Workforce . 

Al coholi sm and dr ug a bus e ha ve s erious implica tions for bus i nesses 
throughout t he countr y. I t i s es timated t ha t 80% of medium and large 
compan i es have had to cope with employee a buse of a l cohol and drugs. There 
ar e many theor ies about why a person turns t o a lcohol or drugs, ·inc luding 
phys i cal factors and j ob di ssatis faction . Dr ug add i c tion may be highly 
vi s i bl e and de te c tabl e in the empl oyment screening procedure by means of a 
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judical e xam. Howe ver, alcoholism may go totally undete cted during the pre ­
employment process. Alcoholism occur s in 3 stages : 1 . a period before the 
person loses con trol , du ring which ther'e ar e indi ca tions of hea vy drinKing, 
2. less controll ed drinking and decreased prod ::. ctivity and efficiency, and 
3. social, financial, and emp loyment problems may overwhelm the alcoholi c. 
The first and most important step to t'emedy alcoholism and drug abuse is 
ackn owl edgement by the employ ee involved . Companies can handle the probl em 
internally o r through outs id e sources . Companies have a res pons io i l i ty for 
both recognizing and dealing with drug aouse and alcoholism . 

Wil latt, Norr is. I ndus try 's Hanover Cure . Manag ement Today (UK) (July 
1983) : 72 - 75, 105. 

The consequences of problem drinking are costing industries millions of 
dollars through increased absenteeism, poor job performance , a nd mor e on - the ­
job accidents . In 1977, the British National Council on Alcoholism estimated 
that employee drinking problems cost UK industry L350 million a year . 
Although france and Germany have made attempts to recognize and cope i✓ i t h 

alcohol i sm in industry, t he UK i s fac ed with a lack of management support for 
rehabilitation programs. The US chemical firm DuPont was one of che firsc 
companies to identify and rehabilitate alcoholic workers . HO\✓ ever, oy the 
early 1970s, only 350 to 400 US firms had anti - alcoholism projects . Evide~ce 
suggests that formal rehabilitation programs that do not ha ve union support 
are l ikely to f ai l . The fir st step in any anti - alcoholi sm program begins with 
the supervisor persuad ing the worker to get treatment . The UK' s Sco ttish and 
Newcastle Breweries has developed a 6-point policy to address alcoholism . The 
policy specifies that alcoholism be recognized as an illness and that no 
disciplinary action be taken on an emp loyee receiving treatment . Allis ­
Chalmers reports that its program has cut absenteeism from 81,, to 4%, while 
Consolidated Edison reports that 601,, of its a lcoholi cs have been 
rehabilitated. 
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( B) DRUGS 

Anonymous. How Two Companies Curb Dr ug Abuse. Occupational Hazards, Vol. 45, 
No. 4 (April 1983 ) 93 - 96 . 

Drug abuse is a pervasive problem that cost employers $16.4 bi llion i n 
1981 . Progressive comoanies have de veloped employee assistance programs 
(EAP~) to identify emp l oyees with drug or alcohol abuse prob l ems: chese 
companies are beginning co reporc some success in their drug aouse concro i 
efforts. General ~otors (GM) uses a j oint union / ma nagement effort t o com ba c 

1 the probl em. GM's EAP began as an a l coholism recovery program i n 1972 . Eac h 
plant's EAP team is responsible for research i ng community resources t hat are 
available and matching the employee with ser vices that best meet thac 
employee's needs. American Telephone & Telegraph (AT&T) uses profess ion al 
counselors who report directly to each company's medical director. The 
counselors evaluate employee prob lems, develop rehabilitation plans ( often 
using community treatment faci lities ), and follow each emp loyee' s progress. 
Employees are referred to the program by their s upervisors, a medical 
professional, or themselves. 

Anonymous. A Plan for Handling Drug Abuse in t he 1,forkplace. Profes s iona l 
Report, Vol. 13, No . 7 ( .J ul y 1983 ) : 15 . 

Drugs have invaded every aspect of American life i ncludi ng t he 
workplace . Drug abuse is a common problem in most businesses . Some emp l oyers 
try to deal with the problem in employee assistance programs (EAPs). Smaller 
businesses can join with other compani es to form programs. Community programs 
can also be explored. Early detection is the best solution. 

Anonymous. Drug Abuse in Employment: A Ten- Year Study. Employee Benefit 
Plan Review, Vol.38, No.3 (September 1983): 109- 110 . 

James W. Schreier of Marquette University conducted a ser ies of mail 
surveys of 141 companies over 10 years to assess the level of drug abuse in 
the business community and to examine so lutions that have been undertaken. 
More than 80% of responding organizations reported that, since 1975, they have 
had to deal directly with drug problems. Alcohol leads with 82% in actual 
drug use, but marijuana incidents have been documented by more than half of 
the firms. Organizations that have set alcohol / drug-use policies cite impact 
on job performance, absenteeism, illegality of some of the drugs involved, and 
impact on company image as main reasons. An organizational policy manual was 
the most frequent means of announcing company pol icy on alcohol / drug abuse. 
Detecting drug use and obtaining accurate information were cited as problem 
areas in developing a policy. Of the respondents, 37% believed the problem of 
drug abuse would get worse. 

Bensinger, Peter B. Drugs in the Workplace. Harvard Business Review, 
Vol.60, No.6 (November / December 1982): 48-60. 

The use of drugs in the workplace is not an isolated phenomenon; it 
reflects national drug-use patterns and trends. Statistics indicate that more 
than 25 million Americans use marijuana, which means that a large segment of 
the American workforce has an incidence of regul ar illegal drug use. 
Corporate executives cannot realistically rely on law enforcement to contro l 
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drug traffic. The burden of dealing with drug use i n the wo r kplace i s falling 
i ncreasingly on the affected enterprises themselves. Some suggestions for 
controlling drug use at work a re offered . These are based on experiences of 
companies that have begun to deal with the problem : 1. Es tablish and 
communicate a c l ear po l icy on drug use . 2 . Reinforce the po l icy with 
consistent application, 3 . Pro vide educat i on and accura t e i nforma tion about 
drugs, 4 . Anticipate the pr oblem and pr epare for it, 5.- Ma intain a good 
relationship with the po l ice, 6 . Seek experienced pro f ess iona l ad vice rather 
than attempt i ng to deal wi t h t he prooi em a l one . 

Berg, Torn . Stay i ng Healthy In DP Or Avoiding Stress On- The - Joo Dr ugs Cost ly 
for Business . Data Ma nagement \fol. 19, No . 12 ( De cembe r 198 1 ) : 18- 24, 6 1. 

Stress-a nonspecific response to demand by the body - works on the body as 
well as the mind caus ing such ills as headaches and fata l heart attacks. 
Although some deg ree of stress is necessary and bene ficia l , too much stress 
leads to burnout. It is important to match the persona l ity of the worker with 
the job. This is often difficult in data processing (D P) . Handling stress 
begins with a personal evaluation followed by changes in either the job or 
outside act ivities or both. An important way to ha ndle stress i s t hrough 
exercise . Some companies have formal exerc i se or fi t ness pr ograms t hat he lp 
workers dea l with stress . Some wor kers, especia lly younger wc r kers us e 
alcohol and drugs such as ma rijuana and amphetamines to dea l with stress on 
the job . Accord ing to a survey by the redera l Al cohol, Drug Abuse and Mental 
Health Administration as many as 6 million workers use alcohol and / or drugs on 
the job . Considering the costs of a l cohol / drug abuse, rehabilitation programs 
are needed . The effect iveness o f such programs is pro ved . 

Day, Charles R. , Jr . Pushing Pills Out of the Office. Modern Office 
Procedures, Vol . 28, No. 5 (May 1983) 70 - 71, 74, 76. 

Xerox Co rp . (Stamford, Connect i cut) and Control Data Corp . (Minneapolis, 
Minnesota) were among the fi rs t companies to re cognize the existence of drug 
problems among their employees and to implement employee assistance programs 
( EAPs) to stem drug abuse. EAPs, launched from top execu t ive levels, address 
various drug prob l ems, including : 1. use of street drugs, 2. drug 
trafficking, and 3. abuse of prescription drugs. Chemica l abuse, including 
alcohol as well as drug s , takes a heavy toll on offi ce operations ; the cost is 
es tima t ed at over $20 billion per year . Some 4,000 companies ha ve instated 
EAP s that provide professional help to chemical abuser - employees . . Control 
Data's EAP offers: -1. counseling, 2. referral serv i ces, 3. a 24 - hour, 7- day ­
a - week hotline, and 4. confidentiality . Companies considering forming EAPs 
must de termine s pecific needs . An EAP may be sustained i n- house or may be 
operated by an independent contractor, such as Human Resources Inc. Managers' 
alertness to changes in empl oyee behavior and supportive actidn is essential 
to making an EAP work . An EAP s erves an average of 5% of a firm's emp l oyees 
annually; t he r ecove ry r ate i s around 70%. An EAP costs between $12 and $20 
per employee . 
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Frank, Cyr il F. Where There's Drug Abu se. Security Goals May Confli c t with 
Treatment Ideals . Security Managemenc Vol.27, No. 9 (September 983 ) : 
126 - 128 . 

Many corporations choose to be lieve that drug abuse is limited to use away 
from the workplace, but stat istics indicate that drug abuse is not a 
r estricted activity . Once t he abuse pattern i s estab li shed . use will occur 
throughout the workday . Moreo ver , where there i s dr ug abuse . chere will also 
be drug sales . The pro blems with employee drug use rs ir.clude : 1. hi~:-iec 
rates of accidents and absences , 2 . increased incidence of : hef t . a,d 3 . 
higher insurance races . It is c lear that at l east 2 approaches a re necessary 
in handling this problem . Employee assi stance and r ehabi litacion programs are 
vital, but, as a security functi on , :hey shoul d be directed toward pre ve ntion, 
detection , and investigation of problems related to drug abuse. Thi s requires 
a commitment from management at the highest l evels . Such a program should 
include the following elements: 1. ri sk ana lys i s, 2. position profile / risk 
characterization, 3. management policy des ign , 4 . screening policy/ procedure 
development 5 . personne l depar tment ' management and emp loyee education, and 
6. internal investigations. 

Grossw i rth, Marv in . Stoned at t he Office . Dacamation, Vol .29, Jo . 2 ( Feb ruary 
1983 ) : 30- 36 . 

The use and abuse of mood - altering chem ical s is ep idemic in t he business 
world. It costs American bus iness billions of dollars, and indica tions are 
that the problem is growing . Firms with a higher level of job pressure 
experience chemical abuse prob lems more often than those with low job 
pressure . Some of the effects on business or worker drug abus e inc lude 
r educed productivity, lateness, absentee i sm, and j ob turnover . Drug abusers 
ha ve an on - the - job acc i dent rate 2 to 4 t imes gr eater than nonabuser s. They 
use twice as many company - pa i d accident and s ickness benefits. To combat 
these losses, many companies are introducing Emp loyee Assistance ?rograms 
( EAPs ), which are proving to be very cost - effect ive. Any problem which 
affects a worker's productivity may be re ferred to an EAP. The servi ces are 
free and usually available to the family of an employee as well . They place 
great emphasis on confidentiality; a supervisor will not be informed of an 
employee approaching the EAP without the employee' s permission . Although EAPs 
are not inexpensive, their cos ts are much less than the company' s losses 
without one. 

MacDonald, Dougal d . Drug Abuse: An Employer's Duties. New England ·Business, 
Vol. 7, No . 6 (April 1, 1985) 68 - 73 . 

Most studies cl aim that about 10% of the workforce has some drug or 
alcohol problem. The annual cost of this abuse to business i s conservat ively 
estimated at $25.8 billion for decreased productivity, lost time due to 
injuries and illness, damaged products , highe r heal th insurance costs, and 
theft or embezz l ement to pay for expen s ive drugs. Although alcohol i s legal, 
i t i s extremely damaging and st ill the most abused drug . However, the use of 
cocaine, marijuana, and other controlled substances i s catching up. For some 
companies like Raytheon and Blue Cross / Blue Shield of Boston, the mere use of 
a controlled substance is enough to just i fy termination and prosecution. 
Other companies offer help to drug abusers through Emp l oyee Assistance 
Programs (EAP) that provide troub led employees with a conduit to counse ling . 
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According to People to People Associates, a management consulting firm, the 
recovery rate for those referred to a rehabilitation program through their 
company is 70%-90% compared to 20%-25% for those seeking outside help. 
Employers have strong leverage over employees, who often value their jobs more 
than family or friends. 

Newman, F. H. Industry's New Achilles Heel. Security Management, Vol.27, 
No. 12 (December 1983): 13-15, 17+. 

The business world has been affected by the wide usage of dru�s. 
Absenteeism, injury on the job, and decreased productivity is all attributed 
to an employee's involvement \-iith drugs. Companies should be willing to do 
something about substance abuse. They should have employee assistance 
programs, a drug enforcement policy, and a disciplinary action pol icy. With 
these types of policies, companies will be able to cut down substance abuse at 
least at the workplace. 

Resnik, H. S., C. Ashtin and C. S. Palley. Drug Abuse Prevention in the 
Workplace. DHEW, NIDA, Division of Resource Development, Rockville, MD. 
1979: 74 pp. 

This report discusses the evolution, planning, and development of drug 
abuse prevention programs and provides a history of employee alcohol and drug 
abuse assistance programs. 

Rohan, Thomas M. Pushers on the Payroll: A Nightmare for Management. 
Industry Week, Vol. 212, No. 3 ( February 8, 1982): 52-57. 

Of 231 companies surveyed by the American Management Associations, 35% 
admitted to drug problems in their workforces. Studies profiling drug users 
have found that they are much more likely to be involved in accidents and 
receive 3 times the average level of sick benefits. Drug users also work at 
about two-thirds their potential. A number of companies have established 
programs to train supervisors in how to detect drug problems. Others employ 
private investigators ·to infiltrate the drug users' ranks and point out to 
management the users and pushers. Managements handle the problem in various 
ways, from termination to lecture programs for all employees to employee 
assistance programs. General Motors has established "substance abuse" teams 
in all 130 of its US plants to evaluate cases in which workers ask for help. 
If the team decides help is needed, the worker is refei:-red to an outside 
clinic, and all costs are covered under a union contract provision. 

Schreier, James W. A Survey of Drug Abuse in Organizations. Personnel 
Journal Vol.62, No.6 (June 1983): 478-484. 

In the latest of 3 surveys of drug abuse in or.ganizations conducted in 
1981, new findings concern the effectiveness of employee assistance programs 
and management's response to drug abuse problems. The current study is based 
on responses from 141 companies, including several international 
organizations. It uses the original database from previous_ surveys made in 
1976 and 1971 among manufacturing, service, and nonprofit firms in the 
Midwest. In a 1981 study, more than 80% of the respondents reported having to 
deal directly with drug problems, compared to 50% in 1976. Alcoholism was 
cited as the most frequent problem, followed by marijuana, heroin, and cocaine 
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abuse. Managers viewed employee drug problems as a worsening problem, yet 
many maintained it is a greater problem in other organizations than in their 
own. Drug abuse was perceived by some as a growing problem among women, but 
still more prevalent among men. Companies reported a variety of difficulties 
in developing an effective drug abuse policy. A definite trend in ✓ emoloyee 
assistance programs (EAP) has been a focus toward wellness or fitness 
programming. These findings reveal that efforts to reduce drug abuse through 
EAPs have largely failed. 

Sheridan, Peter J. Drug Abuse Demands Action from Industry. Occupational 
Hazards Vol.43, No.3 (March 1981): 62-65. 

Studies indicate that drug abuse is a growing problem among the US 
workforce, and the implications for employers include increased absenteeism, 
poor job performance, and worker vulnerability to accidents. Industry, 
however, has been slow in addressing the gro,,iing problem. A survey by the 
national Institute on Drug Abuse (NIDA) indicates that 62% of employers had no 
drug abuse programs in place because they did not perceive any drug abuse 
problems within their companies. In order to sell management on a drug abuse 
program, relevant scatistics must be comoiled, and drug abusers must be olaced 
in perspective, to shatter any stereocypes that may exist in management 
attitudes. Employee assistance programs (cJl.Ps) should be put in place, and 
employees at all levels should be informed of their existence. McDonnell 
Douglas Corp. has had a successful EAP in operation in J#?St., Louis for some 
time, and reports savings of $4 million in reduced absenteeism costs. 
Gillette Co. has had a similar program for 10 years in Boston, and General 
Motors has programs covering both alcohol and drug abuse in 130 of its North 
American facilities. 

Taravella, Steve. Help Hospital Workers Combat Chemical Abuse. 
Insurance Vol.18, No.47 (November 19, 1984): 12, 14. 

Business 

Even though they work for health care providers, hospital employees, 
including physicians, need employee assistance programs just as much as other 
employees. Chemical dependency, excluding alcohol abuse, is about 3%-7$ more 
prevalent among health care professionals than among people in other career 
categories, according to Jody Ross Yearly, employee assistance consultant at 
Mount Diablo Hospital Medical Center. Willard G. Spiegelman, chairman of a 
support group for troubled medical staff doctors at Stanford University of 
Medicine, estimates that as many -as 10% of physicians will become victims of 
some form of chemical dependency during their career. Individual hospital 
communities must take an active role in developing resources at the hospital 
level to promote a positive and helpful response to the impaired physician. 
To help these employees, hospitals must: 1. Recognize the problem. 2. 
Intervene. 3. Refer the employee to the appropriate treatment. 4. Provide 
a job re-entry program. 

Trice, H. M. Drugs, Drug Abuse, and the Work Place. In Blum, K. ed., Social 
Meanings of Drugs: An Intro,duction to Social Pharmacology. New York: 
Basic Books, 1980. 

This is a chapter in a book dealing with the social meaning of drugs and 
drug abuse. The topics addressed in the chapter are as follows: (1) 
occupational heal th and noxious drugs in the workplace; ( 2) drug taking and 
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job performance; (3) the narcotic addict: The special problem of an outcast; 
(4) risks of drug abuse and emotional disturbances in jobs and work
organizations; ( 5) "broadbrush" programs; ( 6) current changes in EAPs due to
women in the work force, union concerns, and poly-drug abuse.

An extensive bibliography is provided. 

Trice, H. M., and J. M. Beyer. A Sociological Property of Drugs: Acceptance 
of Users of Alcohol and Other Drugs Among University Undergraduaces. 
Journal of Studies on Alcohol 38( 1): (January 1977): 53-74. 

This is a study that analyzes student attitudes concerning the use of 
drugs. findings suggest that the attitudes of students are not very differenc 
from those of society at large. Moreover, students who used drugs tha� \-Jere 
most established in the general society (e.g., alcohol and nicotine) found· 
peer acceptance to a greater extent than did users of oth·er less widely 
accepted drugs. 

Tuthill, Mary. Joining che War on Drug Abuse. 
No.6 (June 1982): 64-65. 

Nation's Business, Vol.70, 

Managers are frequencly unaware of drug abuse signs in workers with whom 
they have daily contact because thay lack basic knowledge needed co recognize 
and contend with this growing problem. A number of companies are expanding 
employee assistance programs to include drug and emotional problems. These 
programs do not give direct treatment but refer employees to places where they 
can be helped in a set.ting that is both convenient and private. Drug and 
alcohol abuse touch every type of business; it causes accidents or costly 
errors because judgment is impaired. Steps for developing an employee 
assistance program include: 1. involvement and commitment from management, 
2. guarantees of confidentiality, 3. involvement of employees in planning, 
4. labor union cooperation, and 5. help from directors of programs at other
companies.
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(C) EMOTIONAL AND FAMILY

Althouse, R., and J. Hurrell, Jr. An Analysis of Job Stress in Coal Mining. 
U.S. Department of Health, Education and Welfare, May 1977. 

This is a report of a NIOSH supported study into the psychological effects 
of working in coal mines. When compared with other blue collar 1-JOrkers, the 
miners exhibited more (1) anxiety, (2) depression, (3) irritability, and (4) 
physical complaints, al though chey reported che same amoun c of �ob-rel.a ted 
stress. Among the miners, poor relations 1-1ith sup1:;rvisors and conflicting 
role demands were related to worker dissatisfaction. The study also found 
underground miners to report particularly high rates of strain, and those who 
did so tended to also report problems with their health. 

Clutterbuck, D. 
(July 1978): 

Working Parents Gain �ssurance. 
30-31

International Management 33 

This is a brief article describing an EAP at New England Mutual life 
Insurance Company, a U.S. -based assurance company. The focus of the program 
was domestic issues of concern to employees with families. The format was a 
series of ten lunch-hour, confidentially held seminars that were publicized 
well in advance. Most of the time was soent in simple discussion and exchange 
of experience. 

The majority of the participants being women, discussion centered around 
the impact on children of having a working mother. Two points are 
particularly noteworthy. First, research does not indicate any increased 
delinquency or psychological problems among children of dual-career parents. 
Second, the more comfortable one feels in his/her parental role, the less 
anxiety is caused to the child. Hence, if a woman does not feel guilty about 
working, her job is not likely to have negative psychological effects on her 
children. Several other points and suggestions that emerged from the seminar 
series are listed in the article. 

Hersey, R. S. Emotional Factors in Accidents. Personnel Journal 57, February 
1978. 

Reprinted from the July 1936 issue of Personnel Journal, was originally 
delivered before the Eighth International Congress on Psychotechnology at 
Prague, Czechoslovakia. The author, on the staff at the Wharton School of 
Finance and Commerce, contends that accidents are largely due to emotional 
factors. He identifies two such sets of factors that influence industrial 
accidents: (1) more general emotional factors, and (2) individual personality 
factors which are specific to an individual. These latter factors are 
believed to cause the greatest proportion of accidents among those workers who 
are "repeaters." The paper then suggests two alternative methods of 
overcoming these �motional factors, one being an individual approach and the 
other a group technique. 

Jackson, Susan E. and Randall S. Schuler. Preventing Employee Burnout. 
Personnel (March/April 1983): 58-68. 

Burnout is a feeling of emotional exhaustion in one's work. Personal 
characteristics, such as idealistic expectations and goals, and certain 
organizational conditions can contribute to employee burnout. Burnout results 
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in: 1. withdrawal behaviors, 2 . 
job performance and health, and 4 . 
prevent burnout se vera l ways : 
programs, which give :1ew employees 
increasing employees' participation 
feedback about job performance . 

interpersonal friction, 3 . a decline in 
family problems . Organizations can help 

developing anticipatory socialization 
a realistic picture of their jobs, 2. 
in dee is ion making, a Ad 3 . increasing 

Kuzmits , F. 
Empl oyee . 

E.; and H. E. Hammons, 
Personne l j ourna l , April 

I I. 
979. 

Rehabilitac.i ng the Troub l ed 

Defining the "troubled empl oyee" as an indi vidual faced with acute 
personal or work-related problems, the authors make a case for using this 
definition as a base which program policies and desi gns may be built. 
Statistics are provided that suggest that an important proportion of the 
workforce today suffers from emotional problems that lead to alcoholism, drug 
abuse and mental i llness . Included in this pape r in a discussion of 
behavioral patterns common to the alcoholic employee as we ll as a description 
of professional and personal ski lls that a superv i sor shou l d ideal l y possess . 

A detailed description of the program at the Gulf Oil Corporation is a l so 
provided. Supplemenc.ed in 1973, the Gulf Program has f ourd c. hac. c. hree 
e ements are necessa r y for program success : ( 1) t he emp loyee ',.;i;:, h e:<cepc.ionai 
prob l ems must be i dentif i ed early ; ( 2 ) the emp l oyee must acce~ c. t he fa cs t ha t 
he has a problem; and ( 3) the emp l oyee must seek profess i ona l treacment and 
agree to enter a therapeuEic program. A detailed flow cnart of activities 
basic to the Gulf Program is included. 

Melch i ode, G. A. , and M. 
Employment Progress. 
1976 . 

Jacobson . Psychiatric Treatment : A Barrier to 
Journal of Occupational Med i cine 18(2 ) : rebruary 

This study tested the hypothesis :hat employees seeking he lp from a 
psychiatrist experience varyi ng degrees of negative attitudes from the i r 
supervisors who know about it. Survey data were collected from 161 
supervisors in various fields to determine the nature and extent of any 
potential hiring or promoting prejudices . While the data re veal varying 
degrees of to l erance toward employees undergoing psychiatric treatment, 
overall study results suggest a definite prejudice in promoting these 
employees . 

Miller, Leo . · Giving a Helping Hand 
Management Journal, (Spring 1981): 

with 
49 - 55 . 

Personal Problems. Advanced 

Because happy individuals are productive workers, companies are having to 
become involved in the off- the - job, as well as job- related, problems of their 
employees: Polaroid Corporation was one of the first organizations to 
establis h an employee counseling service . The Polaroid counseling department 
has 2 ma in objectives: 1. assisting Polaroid employees in solving problems 
that tend to restrict their ability to function and develop, and 2. dealing 
with the environment in which these i ndi victuals function. The counseling 
department functions as: 1. personal counselor, 2 . consultant. 3 . group 
facilita tor, 4. stress sensor, and 5 . researcher . Experience at Polaroid 
has shown that the counseling function ~tends to interact with the personality 
of the total organization . In fact, the counseling programs themselves are 
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determined to a significant degree by the characteristic behavior patterns, 
distinctive attitudes, and emotional needs of the organization. 

Moch, W. L., R. Speigel, and J. D. Gary. family Systems Theory Approach to 
Employee Assistance Programs. Labor-Management Alcoholism Journal 9(2): 
1979, 45-54. 

The use of a family system model is ideal for an EAP, particularly in the 
assessment and referral component. Some of the relevant:. literature in EAP is 
cited and the components of an EAP are described as they relate co the family 
systems model. 

Modlin, H. C. Does Job Stress Alone Cause Heal th Problems? Occupational 
Health and Safety 47 (September/Octobe� 1978): 38-39. 

Written from a medical perspective, this article addresses the topic of 
psychological stress and its relationship to disease. After stress is 
defined, three conditions are discussed as being necessary for a person to 
experience it negatively (distressful): (1) a basic susceptibility to 
stressors in general; (2) exoosure to a significant change in environment or 
interpersonal relations; and (3) interpretation of that ch2�ge as a stressor 
(i.e., as dangerous and threatening). Data are then presented concerning 
stress in the work environment. Being absent from work was typically seen as 
the most distressful event while being fired and unemployed were rated as less 
stressful. Other sources of potential job-related stress are noted. Data 
presented, however, seem to indicate that work is not a prominent source of 
stress for the majority of people. Individual strategies as well as social 
support systems for coping are discussed as protecting certain individuals 
from the negative health effects of stress. 

More Help for. Emotionally Troubled Employees. 

97-102.
Business Week. May 12, 1979: 

This article explores a recent phenomenon: diagnostic heal th service 
firms that serve some companies as surrogate EAPs and others as significant 
adjuncts to in-house programs. The need for such contracted mental heal th 
services (which typically deal with employee depression and marital troubles 
as well as alcoholism) is discussed, as is the cost to the company. Issues 
relating to evaluation of these outside services are addressed. 

Mortimer, J. I. Changing Attitudes Toward Work. 
Institute Studies in Productivity, Work in 
Scarsdale, NY. 1979: 55 pp. 

Series in Work· in America 
American Institute, Inc., 

Several conclusions are drawn from the literature pertaining to worker 
attitudes. ( 1) A decline in job satisfaction permeates all segments of the 
working population; (2) Sources of dissatisfaction are inadequate income, job 
insecurity, poor and unsafe working conditions, stress and monotony; (3) Since 
there is little evidence for a radical deterioration in working conditions in 
recent years, the authors postulate that increasing educational attainment and 
a growing centrality of work (i.e., work becoming an all-important facet of 
one's life) help to explain this dissatisfaction. 

Also included are abstracts of relevant references and additional 
bibliographic lists. 
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North, G. E. The Concepts of Menta l Illness and Disability . Occupational 
Heal th Nursing 28 ( July 19 77) : 12- 14 . 

This is an introduction to the concep ts of mental illness and disability 
The author , the director of a community mencal health cencer , addresses the 
arti cle to occupational health nurses. Topics included a r e the origins and 
histo r y of che concept of mental illness, the dangers of labe ling a person 
mentally ~11, and suggested ways of handling the problem in the work sec~ing . 

Occupational Stress. Occupational Health and Safety 47 : 22. 
September / October 1978 . 

This co lumn in a professional journal addresses two important questions 
concerning stress in the workp l ace: ( 1) Who is vulnerable to occupationa l 
stress? ( 2) What kinds of roles contribute to the problem? 

Al exis Brook , a physician at a London clinic, i denti fie s fi ve 
character is tics of workers prone to stress: ( 1) They are at phases of life 
readjustment (e .g., middle age); ( 2) They have reached a life goal and are not 
readily able to adapt to new goals ; ( 3 ) They are in jobs where the chang e 
involves a withdrawal of some of the major satisfaccions ; (4) They are people 
\✓ ho compensate fo r de ficiencie s in othe r areas of t heir life by overvaluing 
their jobs (ma king it a way of life-- "central " ) ; and (5 ) They are people with 
marked obsessional personali ty structure who need the routine of t heir jobs as 
a r~inforcement to their defenses against anxiety . Two examples of vulnerab le 
roles in industry are also provided . 

Palkon, D. S. Conjoint Alcohol Family Therapy Servi ces for Occupationa l 
Alcoholism Programs . Labor - Management Al coho li sm Journal 9(2 ) : 1979, 55-
62, 65- 67 . 

Al coholism is increasingly being viewed as a family dys fun ct ion or 
disease . Some theories go so far as to suggest that alcoholism is symptomatic 
of family problems and not the central problem . Th i s paper per forms t he 
following: (1) analyzes the various treatment approaches to alcoholism; ( 2 ) 
reviews the literature in conjoint alcohol family therapy and the effects of 
alcoholism on children; ( 3) reviews the roles of labor and management in 
regard to conjoint services; (4) offers pragmatic recommendations for 
implemen ting conjoint alcohol serv ices; and (5 ) discusses the limitations and 
benefits of conjoint approaches to alcoholism. 

Phillips, H. H. Families of Alcoholics. 
(1 979): 102- 3. 

The importance of offering help to 
employees and the counterproductiveness 
employee's drinking problem are stressed. 

Labor - Management Alcoholism Journal 

the family members of alcoholic 
of a · supervisory cover-up of an 

Price, 8. Mental Illness: A Case for Company Concern. Personnel Management, 
(December 1978): 39 - 43 . 

This article deals with a broad range of issues relating to the problem of 
emp l oyee mental illness. Reported are prevalence data and survival rates of 
former mental patients in ( subsequent) jobs. The main thrust of the 
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discussion, however, is job discrimination and employer attitudes toward 
individuals with a psychiatric history. Attempts to overcome the problem of 
discrimination are suggested, and the U.S. Postal Service's formal policy of 
nondiscrimination toward mentally ill emp�oyees is described. 

The author advocates having a psychiatrist available on the work premises 
for consultation at certain regular hours. A description is provided of how 
this service operates at the Central Electricity Generating Board (C�GB). 
Furthermore the author suggests thac the practice in industry of overoromocion 
and lack of training for ne•..J jobs is a major reason for mencal brs3.�jo, .. ;ns 
among employees. 

Rappaport, M. Psychological Nursing in Industry. Occupational Health 
Nursing 26: (May 1978): 26-29. 

The author, both a psychiatrist and psychologist with experience providing 
consultation to industry, concludes that industrial nurses have a key role to 
play in providing first line care to employees displaying emotional and 
psychological problems. Written for occupational heal th nurses, then, this 
paper has several emphases. First, types of psychological problems typically 
seen in industrial settings are described (worry, tens ion, anxiety, 
unhappiness, and depression). Second, their origins are discussed in general 
terms. Finally, some commonly used methods of handling selected problems are 
presented. 

Rappaport, M., M. P. Dolan, and T. Clementi. Psychological Problems in an 
Industrial Setting. Journal of Occupational Medicine 19( 10): October 
1977. 

This is the report of a study undertaken to identify psychological 
problems reported by workers in an industrial setting and the degree co which 
these problems (1) affected an individual's ability to carry out work and home 
responsibilities and (2) were related to physical and psychological 
disorders. Results indicate that worries or fears, tension, anxiety, 
unhappiness and depression top the list of reported psychological problems. 
Often, furthermore, these emotional states are sufficiently severe to 
interfere with the individual's work and home/social functioning. Data are 
also presented for the various medical-psychiatric services needed to provide 
comprehensive understanding of individual health problems and good case 
management. 

Reardon, R. W. Help for the Troubled Worker in a Small Company. Personnel 53 
(January/February 1976): 50-54. 

The question raised in this article is: How can a small to medium-sized 
company (50-500) employees) develop an EAP that deals effectively and 
economically with the growing problems of lost productivity, declining 
performance, and turnover? 

Described is the solution arrived at by the Southern Connecticut Gas 
Company, an employer of fewer than 600 combined white and blue collar 
workers. Included in the discussion are such topics as the use of supportive 
outside agencies, union involvement, and the cost versus the benefit of the 
program. 
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Reynolds, N. Z. Helping �mployees to Help Themselves. 
66:44, November 1977. 

Management Review 

This is a very brief column in a management-oriented publication 
describing two EAPs designed to meet the needs of emotionally troubled 
employees. The Kemper Insurance Company program designates supervisors as the 
keys to case-finding. and outside agencies as treatment centers. Kennecott 
Copper's INSIGHT program, on the other hand, offers a round-the-clock 
telephon� referral service co be used directly by the employee in need. 

Rostain, H., P. Allan, and S. Rosenberg. New York City's Approach to Problem-
Employee Counseling. Personnel Journal (April 1980): 305. 

The approach that the city of New York uses to deal with the problem of 
mental illness among employees is described. The program has been shown to 
save both money and employees by investing in professional counseling and top­
management commitment. A key element of the approach is a supervisory 
training program developed by the city's Employee Counseling Service (ECS) and 
available to the various agencies in the city. Moreover, there is a continual 
re-education of the top agency leadership as to the purpose, scope and 
achievements of the program. Specific recommendations are made ;::o 
administrators in other organizations thac are concemplacing the escablishmer.: 
of a similar type of program. 

Santa-Barbara, Jack. Productivity, Mental Health and Employee Assistance 
Programs. Canadian Manager (Canada) (December 1983): 4-6. : 

The psychological health and well being of Canadian workers is not 
receiving as much attention as it should. About 20% of all Canadian workers 
have some sort of mental or emotional illness that leads to adverse 
consequences for employers. However, many employers are not dealing with the 
situation because they are unaware of mental problems of workers or do not 
regard the problems as serious. Still other employers feel that the company 
has not right to become involved or that the costs of preventive measures will 
be too high. Some forward-looking companies have taken action against worker 
mental health problems by means of employee assistance programs (EAP). An EAP 
is a systematic approach to providing workers with professional counseling 
services. Mandatory referral based on poor work performance has largely been 
replaced by voluntary or informal referral. Employees have come to use EAP 
services for non-work related problems, and EAPs are accepted much better if 
they are voluntary. 

Smith, Terry L. Coaching the Troubled Employee. Supervisory Management, 
Vol.26, No. 12 (December 1981): 33-36. 

It is important for the manager to look for the source of the problem when 
an employees performance deteriorates. If there is a personal problem rather 
than a work related problem, it is possible for the manager to discuss the 
problem with the employee. Acknowledging that personal problems interfere 
with job performance is an important function which managers can perform. 
Because managers of people are human resources managers, it is important to 
recognize a troubled employee whose personal problems are causing work-related 
problems. Discussions with a troubled employee need to follow the same 
guidelines as are used in planning a performance review, such as holding the 
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meeting in private. It is imoortant for the supervisor to refer the employee 
to professional help if the problems exceed the suoervisor' s limits. To do 
this, the supervisor needs to know what referral resources are available -
such as a company employee assistance program - prior to the meeting. It is 
aiso important to follow up with the employee after a referral is made. 

Thacher, F., P. Esmiol, H. Ives, and 8. Mandelkorn. Can On-Site Counseling 
Programs Aid Workers, Reduce Health Costs? Occupational Health and Safety 
46 (November/December 1977): 48-50. 

This article describes an on-site psychiatric counseling service co 
working people and their families in Newton, Massachusetts. The program is 
geared toward overcoming what it identifies as three barriers that often 
prevent people from receiving professional psychiatric help: (1) stigma; (2) 
accessibility and time; and (3) cost. Thus, the goal of the program is to 
deliver high-quality care to people who might not otherwise get it, by 
bringing professionals into the workplace during regular working hours. 
Presented is a relatively complete description of how the program operates, as 
well as a discussion of its costs and benefits. 

Trachtenberg, D. Early Behavioral Manifestations of Emotional Disorders. 
Occupational Health Nursing 25 (September 1977): 16-19. 

This paper was presented at a conference entitled, "Psychological Problems 
and the Occupational Health Nurse." The article. written by a psychiatrist, is 
based on the premise that the industrial nurse has a critical role to play in 
the early detection and management of a broad spectrum of psychiatric 
disorders. Some general aspects of case-finding are discussed, followed by 
several specific syndromes encountered in industry. 

Tubbs, A. L. 

Inquiry. 
42-44.

On Site Psychotherapy in Industry: A Cost- Effectiveness 
Occupational Health and Safety. Vol. 49, No. 4 (April 1980): 

This article argues for on-site psychotherapy in industry. The advantages 
of having therapeutic services as an integral part of the company's internal 
health service are discussed. The Prudential Insurance Company program in 
Newark, New Jersey, is presented as a model that works. The cost­
effectiveness of the Prudential program is described, as are the operational 
details. 

U.S. Department of Health, Education, and Welfare. Conference on Occupational 
Stress, November 3, 1977. 

The proceedings of a conference on occupational stress are contained in 
this volume. ·The psychological causes and problems of work-related stress are 
examined: Situations leading to feelings of insecurity and inadequacy as well 
as role incongruity are seen as stress producers. Reviewed are NIOSH studies 
reporting stress-related disease and mental health incidence rates by 
occupation, mass psychogenic contagion reaction in industry, as well as the 
relationship between machine pacing and stress. 

A study of the health consequences of shift work did not find that shift 
workers suffer from severe heal th problems, al though some decreased 
psychological well-being was noted. The relationship between stress, the 
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"type A" behavior pattern, and heart disease is discussed. Ongoing stress 
management programs--one in an aerospace company and one in a hosp i tal--are 
described. Biofeedback as one possible therapy to reduce stress is discussed. 

U.S. Department of Health, Education, and Welfare. Health Consequences of 
Shiftwork, Tasto, D. I., Colligan, M. J., Skjei, E. W., and Folly, S. J., 
March 1978. 

This is a report of a NIOSH-sponsored study of the health effects of 
working unconventional hours. The physical and mental heal th of nurses and 
food professors working various shifts ware studied. The researchers found 
that day shift workers experienced the least difficulty in adapting to their 
work schedules, while those on rotating shifts encountered the greatest 
adjustment difficulty. Furthermore, shift workers who adapted well to their 
unconventional schedules tended to be ( 1) not too neurotic, (2) generally 
satisfied with their shift schedule, and (3) generally satisfied with the 
nature of the work itself. 

Zemke, Ron. 
1983) : 

Should Supervisors Be Counselors? 
44-53.

Training, Vol.20, No.3 (March 

One of the toughest oroblems faced by suoervisors is working with 
employees who are performing poorly on the job because of off-the-job 
disruptions in their lives. The supervisor should not be expected to deal 
with an employee's personal problems. but when performance starts to suffer, 
the supervisor must get involved. A 5-step formula has been developed to aid 
in dealing with troubled employees. The steps· are: 1. recognition, 2.
documentation, 3. action, 4. referral, and 5. reintegration. These steps 
are explained in detail. Experts agree that supervisors should be trained in 
confronting the troubled employee. They also agree that personal problems 
must not be allowed to excuse chronic poor performance. All confrontations 
must be supported with facts of else the company may face a lawsuit. More 
than 2,000 companies have developed "employee assistance programs" to 
facilitate access to professional counseling. 
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III. PROGRAM DESIGN AND IMPLEMENTATION

(A) PROGRAM DESIGN

Adams, Jane Meredith. The Problem Employee. 
62 63,56. 

New England Business, Vol. 47, 
No.7 (April 19,982): 

Problem employees are costly in terms of time and money. and they pose a 
problem for management concerning methods for dealing with chem. Some 
companies have instaced wor. incentives ai:ned ac improving em□ 'oyee morale anj 
productivity. "Human potent·a1 11 consu.i.can:.::, may oe retained co i:norove worl<:er 
relations, which is considered vital to job satisfaction. An on-the-job 
solution to the problem employees has been developed by Pecer Wylie and Mardy 
Grothe that entails a 10-step process. Before a solution can be applied, a 
manager must know how to identify a problem employee and differentiate between 
a true problem employee and a worker whose style varies from the manager's. 
All dealings with a problem employee must be documented. The idea is to 
change worker attitudes without lecturing or avoiding the problem. The 
employee's problem may stem from either inside or outside the workplace. 
Alcoholism is one example of a problem that can be dealt with via employee 
assistance programs which provide outside help for the employee. Programs 
that help problem employees can be costly, but they are often cosc-effeccive 
in comparison to the cost of keeping such an employee. 

American Occupational Medicine Association, Drug Abuse Cammi ttee. Criteria 
for Alcohol and Drug Rehabilitation Programs in Industry. Journal of 
Occupational Medicine 22{2) (February 1980): 111-130. 

Prepared by the Drug Abuse Committee of the American Occupational Medical 
Association, this report lists ten criteria for successful programs of alcohol 
rehabilitation in industry. Included are the following: ( 1) recognition of 
alcoholism as an illness and its inclusion in disability and insurance plans; 
(2) a written policy statement as well as the involvement and suoport of both
management and labor unions; (3) education of employees and their families,
management, and medical �ersonnel as to the problems of alcoholism and
rehabilitation; (4) basic research into alcoholism as well as long-term
follow-up studies of treated clients; and (5) establishment of referral
sources either in the company or in the communities.

Anonymous. Chemical Dependency Studied in Minnesota. Employee Benefit Plan 
Review, Vol. 36, No. 2 (August 1981): 44,46. 

The Minnesota Committee on Chemical Dependency has conducted a survey of 
methods of identification and referral, system of payment, and unmet needs in 
treatment of alcohol and drug abuse in the Minneapolis-St. Paul area. 
Significant findings include: 1. Over half of' the Chemical dependency 
treatment programs are provided at hospital-based facilities, and aftercare 
treatment is provided at half-way houses. 2. Almost all programs are 
designed to help the individual achieve abstinence and are based on the 12 
steps of A).coholics Anonymous. 3. Chemical dependency_ treatment is mandated 
under state group insurance law, requiring all licensed care centers to 
provide inpatient and outpatient treatment. 4. The average total estimated 
cost of treatment in primary centers ran from $190 in an outpatient facility 
to $10,200 for an inpatient program for adolescents. 5. Source of funding 
has a direct bearing on choice of facilities and treatment patterns. Table. 
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Anonymous. Va r iety of Approaches in Employee Ass is tance . Employee Benefit 
Plan Review, Vol. 37, No . 1 (July 1982 ) : 28,30 . 

Employee ass istance programs are being invest igated by ma ny firms for 
possible changes within the employee interest programs . The various 
directions of the employee assistance programs find severa l positive aspec ts 
hel p programs instituted on the confidential level . Several firms have 
programs that involve the emp l oyees and their families with :10 record keeping 
involved and a strict air of confidentiality . 

Anonymous. EAP s Change Structure to Reach Profess ional s. C::mployee Benefit 
Plan Review . Vol . 37, No . 7 (January 1983 ) : 8 1- 82. 

Study is made of employee assistance program services. 
employee's personal prob lems i s changing. Profess ionals have 
problems because of different work environments. 

Anonymous. Assistance Programs Face Potent ial Lega l Problems. 
Benefit Program rteview . Vol. 37, No . 10 (Apr il 1983) : 52 . 

Na ture of 
different 

Employee 

Conducting employee assistance programs has legal ramifications . 
Suggestions are given to prevent the possibility of employee - in it iated 
li tigation . The suggest ions include se tting confidentiality guidelines, 
obtaining malpractice insurance for counselo rs, and doing thorough 
i nvestigations of all potential counselors. 

Anonymous. How Two Companies Cur b Drug Abuse. Occupationa l Hazards . Vol. 
45, No. 4 (April 1983) : 93 - 96. 

Drug and alcohol abuse , which costs emp loyer s bi ll ions of dollars each 
year, used to be something wh ich industry tried to ignore. low many companies 
are adopting emp l oyee ass i stance programs (EAP 's ) which are proving to be very 
successful and whose resu l ts inc lude f ewer s i ck days and acciden ts, and 
increased productivity. The various types of drugs which are commonly abused 
include alcohol, marijuana, cocaine and heroin, among others . The EAP 's of 
two companies, General Motors Corporation ( GM ) and American Telephone and 
Telegraph Company (AT&T) are described . GM uses a two person union / managemen t 
team in each plant to spot employees with drug related prob l ems whom they then 
recommend for treatment in the abuse program. The success rate has been about 
s ix ty per cent, and GM feel s they are definitely getting their moneys worth 
out of the program. AT&T uses counse lors and outside services to he l p 
employees who can be sel f referred or referred by a supervisor . The s uccess 
rate for the program is over seventy per cent, and the savings on sick days, 
accidents and increased productivity have more than justified the program. 

Anonymous. How to Locate the Right EAP . Business Insurance, ·vol.18, No.50 
(De cember 10, 1984). 

Guidelines for small businesses wishing to i nitiate an Employee Assistance 
Program (EAP) are presented. Employers interested in starting such a program 
should ask a consultant for references . Proposal s should be obtained from at 
least three consul tan ts. Barga i n programs may be suspect. The interests of 
the program service shoul d be identified . The provider should be questioned 
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specifically about alcoholism and drug abuse programs. Man y pr oviders are now 
offering EAPs to both indiv idual fi rms and emp l oyer consort iums. 

Beyer, J. M., and H. M. Trice. The Design and Impleme;1tation of Job- Based 
Alcoholi sm Programs: Underlying Int ervent ion Strategies and How They 
Work . Prepared fo r N. I . A. A.A . 's Research Workshop on Occupational 
Alcoholism, Washi ngt on, DC, May 21 - 23 , 1980. 

This i s a comore hensive inves tigation of the accual opera tion of 
in tervent ion s trategies that commonly und erlie job- based alcoholism 
programs. The r esearche rs conclud e that t hese basic s tracegies ( namely, 
construct ive con fr on ta t ion and e r i s i s prec i p i tation) have been known t o be 
viable ove r time . The cu rrent trend, fu r the r mo r e , i s to br oaden the s cope of 
these programs to dea l with a wide range of personal · problems, s i nce 
alcoholism seems to be a mu l t i d i me nsiona l disorder. Concerning program 
implementation, various organ i za tional processes are di sc ussed as impor t ant to 
consider. Factors found to be assoc i a t ed with greater i mp l eme ntat i on inc lude 
administrati ve emphasis, more resources avai l able to po l icy coo r d inator s, che 
presence of a union, and supe rvi sor awareness of it s posi tio n on the po li cy . 

Busch, Edwin J., Jr. Developing an Employee Ass istance Prog ram . Pe rsonnel 
Journal , Vol . 60 . No. 9 (Se ptember 198 1) : 708- 71 1. 

An emp loyee assis t ance program ( EAP) may be of help when 2.n employee's 
personal problems start to affect his j ob performance. The• Ga t es Rubber 
Company in Denver, Colorado, started an EAP in 1975, which, a f ter one year's 
operation, produced a return on investment of more than 3 to 1. t he 6 yea r s 
of the program, absenteeism hours have improved over 300%, med i cal visits to 
the company clinic reduced more than 200%, and avoidance of employee 
termination has increased 10- fo l d . Labor leaders have been very positi ve i n 
their comments about the results of the EAP. The program is administered by a 
small staff consist ing of 2 fu ll -t i me counse l ors and a l icensed soc i a l 
worker . Us i ng pub l ic and pr i vate refer r al agencies has he l ped to hold down 
costs. Confidentiality is stressed. The EAP information i s ma in tai ned i n 
files se parate from pe r sonnel records. On ly the program admi nistrator and the 
referring supervisor are aware of an employee's use of the program. 

Chi abo t ta , Bill. Evaluating EAP Vendors. Personnel Administrator, Vol.30, 
No.8 (August 1985): 39 - 43 . 

Employee assistance programs ( EAP) have been widely accepted as a cost­
effective means of helping employees deal with substance abuse. To be 
successful, EAPs demand careful planning in several areas. Before seeking 
vendor proposals, a number of issues must be addressed, including: 1. top 
management support, 2 . EAP objectives, 3. legal issues, 4. hours / location, 
5. vendor staffing, 6. vendor client references, 7. client staff training, 
8. literature / materials / forms, 9 . employee contact, and 10. reports and 
management information. Guidelines for evaluating proposals are outlined. 

Cooper . C., and D. Torr i n t on. Strategies for Relieving Stress at Work. 
Personnel Management 11(6): June 1979 28-31. 

Easing their article on the assumption that the personnel specialist has 
the responsibility for the well-being of an organization's employees, the 
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authors suggest st rategies for stress management that might be . initiated . 
Included under sho rt - term strategies are per fo rmance appraisal, stress 
counse 1 ing, s tress awareness training, and ma king promotional er i ter ia very 
clear . long - term s trategies are discussed under the following topics : ( 1) 
worke r participation and the managerial role : (2) the nature of manageria l 
jobs; (3) selection and promotion criteria ; (4) grievance procedures ; and (5) 
job mobility. All the suggested strategies are des igned to control emplo yee 
stress that a rises from situacions in which -che organization and the family 
goals conflict . 

Daghestani, A. , P. Barglow, R. Hilker, and F. Asma . The Suoervisor's ~ole 
with the Prob1em Drinker Emp loyee . Journal of Occupational Medicine 
18(2): Februar y 1976, 85 - 90. 

This study was carried out between August 1974 and May 1975 in the Medical 
Department of Illinois Bell Telephone Company . A survey methodology 
(questionnaires and inte rviews ), was uti lized to address the following 
quest ion : Which aspects of the supervisor - empl oyee interact ion s eem to 
influence the excessive use of alcohol by emp loyees in a large corporation? 
Based on cne study resu l t s , conc lusions are reached from che multiple 
perspectives of the alcoholic employee, his supervisor, and : he company in 
general . High l ighted are the following findings : ( 1) Work pressure in icself 
was no t found to be of major importance in either creating or influencing 
alc<:)hol abuse among employees; ( 2) No evidence was found for the clinical 
entity "supervisor ' s neurosis" that had been prev ious ly described i n the 
lite rature . (Th i s psychiatric cond ition sup posed ly comb ines the symptoms of 
anxi ety , depression, and general ized psychophysio logi cal symptoms . ) ( 3 ) The 
active partic ipation of the supervi so r in the follow - up is of crucial 
i mportance; and .( 4) The company's medical departmen t s hould assume 
responsibility for the overall coordination of treatment among the family, 
priva te phy s i cian, Alcoholics Anonymous , in - patient a l cohol rehabi litation 
un its, and different community agenc ies. 

Day, Char l es R. , Jr. Pushing Pills Out of the Office . Modern Office 
Procedures, Vol.28, No.5 (May 1983): 70- 71, 74, 76. 

Xerox Corp. (Stamford, Connect i cut) and Control Data Corp . (Minneapolis, 
Minnesota ) were among the first companies to recognize the existence of drug 
problems among their employees and to implement employee assistance programs 
(EAPs) t o stem drug abuse. EAPs, launched from top executive levels, address 
various drug problems, including : 1. use of street drugs, 2 . drug 
trafficking, 3 . abuse of prescript ion drugs . Chemical abuse, including 
alcohol as wel l as drugs, takes a heavy tol l on office operat i ons; the cost is 
estimated at over $20 billion per year. Some 4 , 000 companies have instated 
EAPs that prove profess i onal help to chem ical - abuser employees. Contro l 
Data' s EAP offers : 1. counseling, 2. referral services, 3 . a 24 - hour, 7- day ­
a - week hotline, and 4 . confident i a li ty. Companies cons idering forming EAPs 
must determi ne specific needs. An EAP may be sustained in - house or may be 
operated by an independent contractor, such as Human Resources, Inc . 
Managers ' alertness to changes in employee beha vior and support ive act ion is 
essentia l to making an EAP work. EAP serves an average of 5% of a firm's 
employees annua.l:ly; the recovery rate is around 70%. EAP costs between $12 
and $20 per employee. 
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Dickman, F. and W. G; Ernener. Employee Ass istance Programs: 
At tribu tes and an Eval uation . Pe r sonne l Admin istra to r . 
( August 1982 ) 55-56, 58 . 

Bas i c Concepts , 
Vol . 27, No . 8 

Employee ass istance programs ( EAP) have increased in the past decade . EAP 
coord i nators mus t confer with a ll l eve l s of emp l oyees . Key i ngred i ent s J f an 
EA P a r e: be i ng confi dent ial ; r e ferr i ng emoloyees to agenci es fo r he l p ; early 
i nte rven i ng ; j ob per f ormance ef f ects an d r esolving of pr obl ems. Eve ryone wi ns 
by an employee a ssistance pr ogr am in che i r firm . 

Foote, A., J. C. Erfurt, and R. Austin. 
As s is t ance Program: The GM Exper ience . 
World, NCALI 4( 3): 1980 , 22 - 31 . 

Staffing Occupa t ional 
Al coho l Hea l th and 

Employee 
Resear ch 

This study focuses on the s taffi ng of a group of occupa tional progr ams 
within a single corporation. Compares t he results of those prog rams ha ving 
fu ll - time staffs with the resu l ts of t hose having di f f erent t ypes of part - time 
staffs . The study was conducted in cooperation with the Genera l Motors 
Substance Abuse Recovery Program as part of · i ts annua l eval uat i on . 

Foote, A., J. C. Erfurt, P. 
Ef fe c tiveness of Occupationa l 
Eval ua tion Method. Offi ce 
De pa rtment of Publ ic Health . 

A. Strauch, and T. L. Guzzardo. Cost -
Emp l oyee Assistance Programs : Tes t of an 
of Substance Abus e Services , Michigan 

This is the report of a pilot study that asked t wo ma j or quest i ons: ( 1) 
How can one gather data that eva l uates the effect i veness of occupationa l 
Employee Assistance Programs at a reasonab l e cost? (2) How can the ind ividua l 
program's cost benef i t best be measured? After cons i dering t he issues, the 
authors conclude the repor t with se vera l r ecomme ndations. First , a 
prospective data collect i on design is opt i ma l , wi th client data gathered as 
one passes through t he progr am. Second , a balance s hould be s truck between 
time allotted to client contac t and pape rwork. Fina lly, the selection of 
program items to be measured should be ta ilored t o the three po ten t i al us es of 
the data-- i . e., client ser vices , evalua tion of program impact, and cost ­
benefit anal ysis. Items are then sugges t ed that measure each of t hese t hre e 
usage areas. 

Glicken, Morley D. A Counseling Approach to Employee Burnout . Personne l 
Journal, Vol.62, No.3 (March 1983) 222-228. 

Organizational changes can effectively treat some emp l oyee burnout , but 
t he counseling approach , which firms often ignore, i s more effec ti ve with 
employees who do not experience the organ i zational changes, or with those 
whose ser i ous state of burnout calls for further treatment . Burnout affects 
work-related behavior and may also carry over to an empl oyee's personal 
life . The emp l oyer must recognize the symptoms of burnout and be aware that 
certain personality types are more susceptible. Caree r Enhancement Thera py 
(CET) he l ps workers design new coping strategies through: 1. eval uat i ng and 
understanding the causes of burnout, 2. determ i ni ng necessary changes, 3. 
developing sensitivity to symptoms to help cope with future ep i sodes, and 4. 
developing communicatton skil l s to discuss feelings with others . CET is most 
effective when offered to groups of 12-15 employees. CET is not a replacement 
f or psychotherapy, but i t i s one step an organ i zat i on may t ake to r emedy the 
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problem of burnout. While the individua l is chiefly res ponsibl e for 
recognizing and dealing with burnout. the organization can employ strategies 
to reduce burnout a nd he lp treat the prob l em where it exists . References . 

Good, Roger, K. Benefits : What Bechte l Learned Creating an Employee 
Ass istance Program. Personne l Jour na l , Vo l . 63, No . 9 , ( September 1984 ) 
80- 86. 

The Empl oyee Ass i stance Ser v ices ( EAS ) program was established by 3ech :e l 
Corp. (San Francisco, Cali fornia ) in 1974 . Bechtel's EAS has oeen e:fe c t ive 
because the designers ne ver forgot the human element . Moreo ver . they •,iorked 
to ensure that the program would always be an i nteract ive process i nvo l vi ng 
continual evaluation of se rvice providers and t r aining of company 
supervisors. Bechtel's selection criteria for outside treatme nt providers 
include : 1 . reputation in the community, 2. personal and orga.n izational 
considerations, 3. treatment style, 4 . fees, 5. communications, and 6. 
licenses and other qualifications. The interaction of every department is 
needed for an employee assistance program to be most effecti ve . At Bechtel, 
the supervisor's call for help with a troubled emp loyee is channeled to a 
counselor who initiates the i ntake process . Intake wor kers record specific 
information and dete rmine t he seriousness of the prob l em. These wor kers are 
rigorous ly trained in crisis intervention. Intake is followe d by d iagnosis, 
referral for treatment, and follow - up . 

Guida, M. 
Program. 

The Occupational Heal th Nurse's Role in the Corporate Alcoho lism 
Occupational Health Nursing 24- ( March 1976) 22 - 211. 

Written by a registered nurse, this article explores the potential key 
role that a nurse may play in corporate a lcoholism programs. The autho r feels 
that the involvement of an appropriately trained occupational health nur se can 
be coordinated with duties already assig ned the job. Suggested are the 
following roles: (1) advisor to manageme nt of the need for a definitive 
policy for the handling of alcoholic emp loyees, (2) educator as to the 
physical and mental health imp l ications of alcoho l abuse, ( 3) crisfs 
intervener, and (4 ) interviewer of employees concern ing their health, with a n 
eye toward prevention of serious deter ioration of work performance ( i.e., 
early detection). 

Gui da, M. OHNs Are in the Best Position to Help Workers fight Alcoholism . 
Occupational Health and Safety 47 (September / October 1978 ) : 48 -52. 

This article discusses the potential role that an occupational health 
nurse may play in industrial alcoholism programs. Several characteristics of 
the industr ial health nurse who is likely to work effectively with alcoholics 
are identified: ( 1) a high tolerance for frustration, (2) an ability to 
strike a reasonable balance in the patient between dependence and independence 
(specifical ly, the nurse must neither exploit the patient's need for 
dependency not ignore his needs altogether ) ; and (3) an ability to 
realistically assess what can and cannot be done. A brief outline is then 
presented of the nurse's training that would be necessary for carrying out 
this role. The training would need to include, for e xample, information 
concerning physical and behavioral symptoms of alcoholism, intervention 
strategies, and follow-up procedures. 
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Hellan , Ri chard T., and William J . Campbell . Contracting for EAP Serv ices A 
Guide to Making the Right Choice. Personnel Administrator, Vol . 26, No.9 
( September 1981) : 49 -5 1 . 

When employee assistance programs (EAPs) have not been conducted before, 
in - house care must be taken in se lecting a provider for EAP services . 
Employers must initially def ine the needs of their organization and the types 
of services they wish to estab lish . In shooping fo r services, the employer 
must cons ider the provider's abi li t ies in se veral areas : 1. qualicy of 
services, 2. whether the provider does counseling or jus t act s as a refer ra l 
agent, 3. the methods used in promoting t he program, 4 . the methods used to 
train the supervisors, and 5. what accouncability methods the provider uses 
and submits to the employer . The provider's EAP record should be e xamined . 
Potential conflicts - of- interest need to be identified . A fee schedule and 
termination procedures need to be established contractually . As federal 
funding is reduced for me ntal health prog rams 1 agencies are see king to develop 
arrangements with the private sector that will insure their sur vival. 

Herbert, H. R. Alcoholism: The Superviso r's Rol e in Rehabil itat ion . 
Supervisory Management 20 (December 1975) : 7- 14 . 

The s taff physician for Eastman Kodak Company wrnes t hi s article for 
fi rst-line supervisory personnel in organizations having emp loyee alcoholism 
programs . The author addresses the spec ific role that such supervisory people 
play in the rehabi litation of the individual emp loyee. Specific steps for 
managers to take are then sugges ted ( for times ~hen alcoholism is suspected as 
the root of poor job performance) . 

Hitchcock, L., and M. Sanders . A Survey of Alcohol and Drug Abuse Programs in 
the Rai lroad Industry , November 19 76. 

Thi s i s a final report prepared for the U. S . Department of 
Transportation. It surveys twenty industrial alcoholism and counse ling 
programs run by ra il road corporations. Description s of program policy, 
practices, union involvement, penetration rates, success rates, relationships 
to discipline, and client popul ation parameter s are given , as is a thorough 
review of the literature pertaining to industrial alcoho l ism programs in 
genera l . 

Resul ts of the sur veys indi ca t e that involvement of labor in program 
act i vities and control r esults i n a higher percentage of individuals 
voluntarily seeking help. Concerning the cost of running these programs, the 
range was from two to ten dollars per employee per year, costs typically 
absorbed by group health insurance policies. All prog rams , furthermore, 
depended heavily on services provided by existing hospitals, clinics, and 
self-help groups ( such as Alcoholics Anonymous ) . 

Hockwald, R. AOMA Te s timony at Labor Department Hearings on Privacy of 
Medi cal Info rma tion. Journal of Occupational Medicine 22 (5) : May 1980, 
35 1-52 . 

Thi s is the verbatim testimony of the president of the American 
Occupational Medical Associat i on ( AOMA ) to the U.S. Department of Labor 
concerning the confiden tiality of information for employees who are also 
patients. Given that the majority of physic ians providing services to 
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industry are working on a consultation basis out of private medical offices, 
the AOMA strong ly feels that patient - physician communications are sub ject to 
the privacy of information code of e thics adopted in Ju l y of 1976. The AOMA 
position is that the cl i ent is the pati ent rather than the industry, although 
medica l s urveillance programs do comp li cate the picture. Several of the 
issues concern ing third party involvement are addressed . Included in the 
article i s the official AOMA pos i t i on regarding t he confidentiality of patient 
records (Code of Ethical Conduct fo r Physicians Pro viding Occupational Med i cal 
Services, adopted July 1976 ) . 

Hoffer, William. How to Help a Troubled Employee. Assoc i ation Management, 
Vo l .35, No.3 (March 1983 ) : 69 - 73. 

The proper management strategy for handling such self-des truct ive employe e 
behavior as alcoholism or drug abuse is the employee assistance program 
(EAP) . Increasingly, consultant services make such programs available to 
small associations. The first step in establishing an EAP is to develop and 
publish a clear policy concerni ng a l coholism and various other problems that 
interfere with job performance . This policy shou l d be deve l oped with ad vi ce 
from a consultant. In the policy statement, it shou l d be noted that 
participating in the program will not affect future emp l oyment or career 
advancement. There are several early wa rning signs that an emp loyee has such 
problems; t hese signs inc lude increased absenteeism , mood shifts, and 
f inancial problems . Thes e signs should be noted and the problem attacked 
before it causes se vere deteriorat ion . By document ing poor performance and 
g1v1ng an employee an ultimatum, the supervisor can often spur the employee to 
seek help. 

Hollmann, R. W. Beyond Contemporary Employee Assistance Programs. Personnel 
Administrator. Vol. 26 , No. 9 (September 198 1) : 37 - 41 . 

Current employee assistance programs provide a method for helping troubled 
employees, but need more progressive approaches. The character is tics common 
to most EAPs are outlined. Limitations include dealing with symptoms rather 
than root causes. · providing reacti ve stance rather than a proactive one, a nd 
fr agmentation. Two new features are suggested. An integrati ve dimension 
includes recognition that troubled employees may have multiple problems. 
Integration should be made with orientation and training activities, 
compensation, labor - management relations, and other organizational programs. 
The preventative dimension includes internal research, in - house education, and 
community involvement. 

Hollmann, R. W. Employee Assistance Programmes in the United States. 
Employee Relations, Vol. 4, No. 3 (1982): 6-10. 

Employee assistance programs are discussed as they occur in firms in the 
United States. The characteristics of the planned systematic programs 
designed to provide professional assistance to employees experiencing 
emotional or persona~ problems, or problems with drugs or alcohol are 
presented. An evaluation of some of the programs is also provided. 
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Jacobs, P. Employee Assistance Programs: Promoting On - the- Job Vita lity . 
Occupational Health and Safety, April 1980 . 

This article discusses issue s re lating to the design of employee 
assistance programs in the heal th care field . The author, for examp l e, 
points to the key role that hosp ital - based social work departments may perform 
in the initiation and develo oment of the programs . Other topics cove r ed are 
the cost-effectiveness of such EAPs, the optimal structu re ( i nc luding re f erral 
procedures ) , and labor - ma nagement in te rrelationships . An operational mode l is 
then descr i bed in detai l ( the - Long Island J ewish - Hillside Medica l Center 
Program ) . 

Jeremy, F. H. Fun ction of a Central Diagnostic and Referral Program. NC ALI 
Report, 1980. 

A description of an external cr itical diagnostic and referral program used 
in Kalamazoo , Michigan, for dealing with employees troubled with alcoho l ism, 
drug abuse and psychological di sorders i s presented. The various other 
fun ct ions of the program are ou tlined and discussed. 

Johnson, Arthur, T. Mun i cipa l 
Troubled Em ployees . Public 
(May / June 1985) 383 - 390 . 

Emp l oyee Ass istance Progr~ms : 
Administration Review, Vol . 

Managing 
45 , No . 3 

Employee assistance programs (EAP are des igned to help troubled employees 
whose personal problems affect their j ob performance. The a ffe cted employee's 
supervisor is crit i cal in the process of re f err ing the troubled employee for 
such help. Client data were gathered from 3 EAPs from January 1981 to fall 
1983 to examine demographic profiles i n 1. Baltimore, Mary l and, 2. District of 
Columbia, and 3. Philadelphia, Pennsy 1 vania. Data indicated that cl ients in 
each city tended t o be black and male and t ha t contact was made with EAP 
counselors pr imarily for problems with a lcohol . Supervi sors were more likely 
to refer male employees than female employees . Further research is needed to 
di scover the reasons for the predominance of black, male referrals . EAP 
directors and managers need to assess the comrni tment of top management and 
supervisors to EAP and to compare the demographic composition of the workforce 
with EAP referrals. 

Liebowitz Bernard . 
Management. 
1982): · 14- 16. 

Employee As s istance Programs as an Employee and as Risk 
Employee Benef i ts Journal, Vol.7, Benefit No . 1 (March 

Employee assistance programs (EAPs) can provide a wide range of ser vices 
designed to combat the conflicts, stress and personal problems experienced by 
workers that seriously affect job performance. EAPs are no longer 1 imi ted 
only to dealing with alcohol-related problems of emp loyees. EAP is a 
significant employee benefit and risk management tool that is being 
increasingly recognized by industry because of its concerns about 
profitability and productivity. EAP programs differ along such dimensions as: 
1. the type and range of services provided, 2. the training and credentials 
of personnel, 3. whether it is an in-house or an independent contracted-for 
program, 4. the extensiveness of its network of community resources, and 5. 
the degree of accountabi lity the program offer s. any case, 2 fact9rs seem to 
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be determinants of the success of any EAP: 1. the active support of top 
management, and 2. the continual protection of employee confidentiality. 

Long, R. J. New York Bank's Program Begins With Alcoholism and Dr ugs, Then 
Grows. ABA Banking Journal. Vol.75, No.9 (Sep tember 1983) : 61 ,68. 

Security Trust is pleased with their employee assistance program ( EAP ) . 
The EAP program is part of a local health association . Employees can call 
voluntary or be referred by management . Confidentiality is stressed. Over 
six per cent of its emp l oyees have us ed the service for a variety of problems . 

McClellan, Keith. The Changing Nature of EAP Praccice . Perso nn el 
Administrator, Vol. 30, No . 8 (August 1985 ) 29-37. 

Lifestyl es, new management practices, and the chang i ng natur e of work are 
affecting emp loyee assistance program ( EAP) services. The early efforts of 
EAPs, which were directed toward dealing with alcohol abuse, have expanded. 
EAPs must re-evaluate their emphasis on waiting for supe rvisory referrals for 
problems that have progressed to the point that they are affecting job 
performance . They must also proactively advocate health promotion and disease 
prevention programs. More companies are contracting with outside agencies to 
provide EAP services. EAP professionals must understand that the 
dissemination of information to emp loyees and their eligible dependents is an 
important factor in the success of an EAP program. EAPs can succeed by: 1. 
maintaining a car ing personal touch, 2. emp l oying network ing techniques, and 
3. emphasizing self-help traditions. 

Mccroskey, Jacquelyn. Work and families: What is the Emp l oyer's 
Responsibility? Personnel Journal, Vol.61, No. 1 (January 1982) : 30-38. 

There is increasing sentiment that compan i es or emp loyers s hould aid 
employees in deali ng with the i r personal and family problems. Any company 
developing a program needs a framework within which it can direct its efforts, 
plan and implement effecti ve programs, and measure results. An assessment 
must be done, and when it is complete and management has agreed to spo nsor a 
program, a service pl an must be developed. A service or program plan 
delineates the problems that need to be considered and identifies the types of 
services that could remedy those problems. Such a plan also discusses the 
constraints and parameters in which the program must work and outlines the 
services that will be offered. Some of the major types of programs that have 
been offered by employers include: referral programs' fle xi ble work 
schedules, flexible benefits, service programs, employee assistance programs, 
and child care. Increasingly, employers are realizing that family - oriented 
benefits help improve absenteeism and turnover rates and increase 
productivity. 

McGurch , T. R. Evaluation and Development of Employee Assistance Programs. 
Alcohol Health and Research World, NCALI 4 ( 3): 1980, 17- 21. 

Several studies, their results and conclusions, are cited. The following 
items are also outlined: ( 1) principles necessary for a successful EAP, ( 2) 
guidelines for developing a training program for supervisory personnel , ( 3) 
program evaluation guidelines, and ( 4) factors examined in program 
evaluations. 
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Myers, Donald W. Taking a Po s itive Approach 
Bus iness, Vol.30, No . 6 (November / December 1980): 

to Employee 
43 - 46. 

Counseling. 

Many organizations offer emp l oyee counseling as part of the benefit 
program. This fringe benefit gives employees counse ling for personal and 
family problems. Management would do well t o educate all employees and 
managers to view counseling as a benefit like the health plan and to use it 
accordingly . A key e lement in employee reluctance to use these programs is 
their reluctance to admit a problem exists . A supervisor's attit ud e is I 
important in referring employees and in getting them to refer themselves . 
Tra i ni ng can play an important rol e in he lping supervisors deve l op the proper 
attitude . Management must carefully communicate that the counseling program 
i s a professional benefit in tended t o meet par ticular needs. The name for the 
pr ogram s hould be carefully chosen to avo id pl ac ing a stigma on anyone 
desir i ng to use the program. 

Phill ips , Donal d A. , Patric ia Allen, and Richard J. Long . Helping Alcoholics 
and Other Troubled Sta ff. ASA Bank i ng Jour nal, Vol. 75 , No . 9 ( September 
1983) : 61 - 71 . 

An increa s ing number of banks have deve loped the concepc of an Emp loyee 
Assistance Program ( EAP) in recognition that emo l oyee alcoholism is a chronic, 
progres sive disease which affects the alcoholic's supervisor, co - workers, 
s pouse and children . Such programs are implemented initially by correc q ve 
supervisory act i on with a re f erral t o the bank 's EAP. EA P ha ve 2 pur poses: 
1. solving performance or conduc t probl ems within the company. 2 . addr es s ing 
general employee problems by encourag ing voluntary pa rti c ipation, thus 
guarantee ing confide nt ia l i ty . Secu r i t y New York State Corp. ' s EAP provides a 
model for the de ve l opment and imp lementa t i on of a successful EAP. An employee 
e i ther voluntari l y sets up an appoi ntment for a counseling sess i on or enters 
t he EAP t hrough management refe r ral . The program has proved so succes sful ha t 
t he bank's aff iliate banks are inves tiga ting or have contracted for similar 
services . 

Ray , James S . Havi ng Prob l ems With Worke r Performance? Try an EAP. 
Administrative Management, Vol .43, No.5 (May 1982 ) : 47-49 . 

An Employee Assistance Program ( EAP) is a management tool desi gned to 
resolve persistent j ob performance problems which do not respond to the us ual 
administrative techniques. Over 5 ;000 companies now use EAPs. A company 
establ ishing an EAP should: 1. Develop a writ t en statement of the company ' s 
ove rv iew. 2. Prov ide managers and superv i sors wi th a br ie f overvi ew. 3. 
Provide f or an ou t side pro f essional . 4 . Deve l op a planned pr ogram of 
commun i cations . 5 . Eva l uate the program cont i nuous ly . is i mpor tant for 
managers to use t he EAF without delay. A new EAP shou l d be ta ilored t o the 
organiza tion by r etaining an experienced consultant. The wr it ten s t a t ement of 
intent needs to stress that he l p is on a pe r sonal / confid en ti a l basis . 
cont i nued communication is vi ta l to remind empl oyees of t he servi ce and i t s 
conf i dentia l nature. Too often managers faced wi th an emp l oyee per f ormance 
prob l em choose to wait and hope the situation will impro ve . EAP provides a 
viable a lternat ive t o wai ting . 



205 

Rendero, Thomasine. Highlights 
Employee Assistance Program . 
1981) : 55- 57 . 

from AMA's Human Resources 
Personnel, Vol.58, No.4 

Conference: 
(July- August 

William J. Campbell, Director of Employee and Labor Relations at Monsanto 
says Monsanto uses 4 type s of employee ass istance programs : 1. an in - house 
counselor who assesses employee problems and makes referrals, 2 . an in - house 
coordi nator who refers the employee to a psychologist, 3. a contract with a 
state agency to do the needed counseling , and 4 . a self- referred systems 
approach with counseling done by an independent profess ional firm . The fo urth 
program is di ffer ent from the other three in that supervisory training is 
somewhat diffe r ~nt; the r e is more intensive promoc1on of chis program. 
Evaluation and follow - up is critical to the program. The ~oals of the program 
are: 1. to provide an effective management support system, and 2. to provide 
a valuable employee relations program. Campbel l says his company has learned 
that : 1. management support is necessary. 2. the prog ram must have a c l ear 
and positive image. 3 . on - going evaluat ion of the s ys tem is essential. 4. the 
use of outside professionals has its advantages, and 5. t he most cost ­
effective system i s one which encourages early se lf - identification of a 
pro bl em. 

Stone J . D. Identifying, Evaluating and Utilizing Treacme:i c Resour ces in an 
Employee Assi stance Program. Paper presented at NCA Annual For um , 
Seattle, lrJ A, 1980, 18 pp. 

It is noted that in employee assistance programs that provide "broadbrush" 
assessment and referral but do not themselves provide any treatment, the 
selection of treatment resources to which clients can be referred becomes a 
pivotal factor in determining the quality of service ultimately provided. 
Efforts of the Bucks County (Pennsylvania) Counc il on Alcoholism to laun ch an 
EAP of this type are discussed. 

U.S. Department of Health, Education, and Welfare. Conference on Occupational 
Stress, November 3, 1977 . 

Stress management at TRW, an aerospace company, includes crisis 
intervention training and increasing the staff's general awareness of stress 
and its health implications. Individual courrseling ser vices and group 
workshops are considered for the future. A program designed for use with 
hospital staff is also described. A multi-modal approach, with staff 
organized into set groups for a six-week period, is· employed. Intensive 
stress - reduction training is provided by group facilitators once a week for a 
two- hour session. Physical, social, and organizational stressors are the 
three areas of environmental stressors that they worked on. 

Another approach to stress management is described by the medical director 
of a biofeedback center in California. Biofeedback is a technique used on a 
one - to - one counseling basis to teach thi individual how to regulate the body 
functions that are related to stress (such as heart rate). 

Weinberg, Andrew J. Managing Medical Costs Through EAP. Pens ion War ld, 
Vol. 19, No. 12 (December 1983): 27-28, 84. 

As a response to the 
alcoholism, drug dependency, 

increased incidence of 
and emotional illness, 

problems related 
a growing number 

to 
of 
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employee assistance programs (EAPs) are being set up at the work site. 
initial framework is constructed by merging characteristics and perceived 
needs of employees with personnel policies and benefit objectives. Things to 
be considered in the program are: 1. the reason for establi sh ing an EAP at 
the work site, 2. the way the program will wo rk, 3. the kinds of problems to 
be treated by the program, 4. the maximum number of counsel ing sessions, 5 . 
office hours, office location, and staffing patterns, 6. a summary of training 
session purposes and methods for supervisor training. 7 . an outline of the 
content of the publicity and communications to be sent out, and 8 . a 
description of the way the program is to be evaluated. 

Wrich, James T. EAPs: Ethical Considerations . Personnel Administracor, Vol . 
30, No. 8 (August 1985) 12 , 14 . 

Employee assistance programs (EAP) have become more widely accepted in the 
workplace in the last decade. Thus, it is time to take an honest look at the 
programs' effectiveness and personal ethics as they relate to the design, 
implementation, and management of EAPs . There are a number of serious issues 
that EAP professionals must examine: 1. individual therapists or treatment 
programs setting up EAPs and channeling referrals into their own programs, 2. 
training and credentials for EAP professionals, 3. failing co i nclude an 
evaluation system as part of the EAP imp ementation process, . changes for 
ser vi ces de livered based on insurance reimbursement, 5. guidelines for 
educational institutions' EAP curriculum, and 6. the acceptance of fees in 
exchange for referrals. 

Wright, Phillip C. 
the Work Place. 
53-56. 

How Managers Should Approach Alcoholism and Drug Abuse in 
Business Quarterly (Canada), Vol . 48, No. 4 (Winter 1983) 

Most supervisors are ill trained or unwilling to face the problems of 
alcohol and drug abuse among workers and managers. Effective employee 
assistance programs (EAP) must be developed to help management cope with the 
problems of drinking and drug abuse. Most successful EAPs involve 4 steps: 
1. a company policy that removes the stigma from the problem, 2. 
identification of symptoms in affected wo rkers, 3. confrontation of those 
affected, and 4. diagnos is and treatment. Outside services are often more 
viable than in-house rehabilitation programs. If the employee refuses 
treatmen t, the emp l oyer has no alternative but dismissal . The Industrial 
Accident Prevention Association affirms that the highest recovery rates from 
alcoholism are i n offices and factories, not in clinics and hospitals . 
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(8) PROGRAM IMPLEMENTATION 

Andrewson, 
1976): 

D. Arbitral Views of Alcoholism Cases. 
318-22. 

Perso nnel Journal ( May 

This article examines the top i c of arbitration cases i nvo l ving the review 
of an employee's discharge for on - the - job intoxication. The aut hor conc ludes 
that an extensi ve problem- sol ving approach is general l y us ed in :he ma king of 
ar bit ra l dec i s ions . factors tha t ente r into t he judgment as to t he justice of 
the discharge a re ful ly discussed. Topi cs such as t he " j ust cause " test, 
preponderance of evidence, rehabi l itat i on versus discipline , and cont ractual 
clauses and their effect on arbitral decision ma king are address ed . 

Anonymous. Illinois Bell Program Helps Troubled Employees. Employee Benefit 
Plan Review, Vol .36, No.7 (January 1982): 26-28. 

Since 1950, Illinois Bell Te l ephone Company has offered programs to help 
troubled employees. The programs were begun with an Al coholic Rehabilitation 
Program and were e xpanded so they are now i ntegra l t o the company 's med ical 
department. At the present time, mo re than 800 employees and aop ro xima tely 
100 fami l y members par t icipate in th~ pr ograms. Genera l ly , immediace 
supervisors i dentify employee probl ems on t he basis of job Je rformance , 
although self- referrals and union r efe r ral s are also used . Supe rvi sors r efer 
pro blems to the medical departme nt, whe r e a hea l t h eval uation co nsi s ting of a 
psychological and complete physica l exam diagnoses the probl em . . When the 
company began its formal Health Evaluation Program, it also began to study job 
performance, which is affected generally by emotional i l lness . Results showed 
use of the Alcoholic Rehabilitation Program signif i cantly reduced the average 
number of days for disab il ity . Some benefits of the program inc l ude a 
reduction of off- duty accidents, increased job effi c i ency rat i ngs, and 
substantial dollar savings. 

Anonymous. How Two Companies Curb Drug Abuse. Occupational Haza rds, Vol . 45, 
No . 4 (April 1983): 93 - 96 . 

Drug abuse is a pervasive problem that cost emp l oyers $16.4 billion in 
1981. Progressive companies have developed employee assistance programs ( EAP) 
to identify empl oyees with drug or alcohol abuse problems; these companies are 
beginning to report some success in their drug abuse contro l efforts. General 
Mot~rs (GM) uses a joint union / management effort to combat the probl~m. GM's 
EAP began as an alcoholism recovery program in 1972 . Each plant's EAP team is 
responsible f or researching community resources that are available and 
matching the employee with services that bes t meet the employee's needs. 
American Telephone & Telegraph (AT&T) uses professional counselors who report 
directly to each company's medical director. The counselors evaluate employee 
problems, develop rehabilitation plans (often using community treatment 
facilities), and follow each emp loyee's progress. Employees are referred to 
the program by their supervisors, a medical professional or themse l ves . 
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Anonymous. The Smart Companies are Getting Personal:. Why Employee Ass istance 
Programs Encourage People to Bring Their Prob lems to Work . Industrial 
Management, Vol.7, No.8 (Canada) (October 1983) : 22-25. 

Whether drug or alcoho l problems, a nervous breakdown, a di vorce, or the 
death of a spouse would be corporate issues is not comp l ete l y clear, but such 
problems do cost companies a lot of money. It has been estimated that fewer 
than 4% to 5% of Canadian compani es hav e formali zed emp l oyee ass i stan ce 
prog rams ( EAPs) to try to he l p employees deal with their probl ems. Mea nwhil e, 
mor e than 50% of the fort une 500 compan i es ha ve such programs. Emp l oyee 
assistance programs were created fro m the drug and alcohol abuse programs 
estab l ished by heavy industr ial companies in years past. Most of the employee 
programs currently be ing operated offer help for any type of employee 
problem. firms usually provide an employee assistance counselor as a resource 
for employees, and this counselor typically determines the nature of the 
problem and refers the employee to an outside age ncy specializing in that 
area . If the employee's problem has severe ly affected work performance, the 
employee may be mandator ially referred to the EAP , but most make a persona l 
choice to use it. · 

Cline , S. Alcohol and Drugs at Work. Drug Abuse Council, Inc . , October 1975. 

A comprehensive treatment of t he problems involved in se tting up 
industrial alcohol and. drug abuse programs is presented . Topics covered 
inc l ude: factors that block the constructi ve action process, the role of the 
superv i sor, unions, confidentiality, treatment modalities, and health 
insurance coverage. Three exampl es of ongoing industrial or ograms are then 
given: ( 1) The International Association of Machinists and Ae rospace Workers 
(IAMAW) Program, (2) The Illinois Bell Telephone Company Programs, (3) The 
INS IGHT Program, used by the Kennecott Copper Corporation in Utah . Also 
included is an annotated reference list of nineteen re l ated r eadi ngs and 
publications of the Drug Abuse Council, which are a va i l ab le to organizations 
and individuals involved with drug abuse programs. 

Clute, J . Aiding the "other victims" on the job. Occupational Heal th and 
Safety ( February 1980): 34-38. 

Thi s arti cle describes an EAP in operation at the Prudential Insurance 
Company i n Newa rk, New Jersey. A ma jor thrust of the program is the 
identifi cation and treatment of family members of an alcoholic ( called "co­
alcohol ics"). Hence, two groups of employees are program clients: ( 1) 
alcoholic employees and (2) co-alcoholics. Clients come to the program either 
by company referral (managers/supervisors, personnel staff, and medical staff ) 
or by self-referral. It is noted that 63% of "co-alcoholic" employees are 
female and 37% are male, and eight commonly observed characteristics are 
listed. Heading the list, for example, are feelings of great fear, shame, 
guilt ; anxiety, and frustration. Desperation and hopelessness predominate. 
These feelings then translate into health problems (both physical and mental 
disorders) and problems on the job. 
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Cook, Daniel D. Companies Put Social Wor kers on the Payroll . Industry Week, 
Vol.210, No.6 (Septembe r 21, 1981): 72 - 29. 

The growth of employee ass istance programs in US compan i es has spurred 
demand for industria l social workers . As yet, few firms have added these 
indi viduals to the regu lar payroll , prefer ring instead to borro1✓ them from 
outs ide agenc ies. Industrial social workers employed by corporations have as 
their primary functions identification of troubled workers , determination of 
the actual problem, and referral of the worker to outside specialists. Much 
of their time is spent training supervisors to recogni~e signs of trouble . 
There is a s hortage of industr ial social workers because very few academic 
institutions offer programs geared to industry 's need s . Emp loyees muse be 
convinced that turning to an assistance program will not jeopardize their job 
security. Social workers fi nd it more difficult to approach management and 
white-collar workers than blue - collar workers because the former groups pr iz e 
their confidentiality highly . 

Crawford, R. and H. A.damson. Managerial Responses to Mental Disorders Amo ng 
Employees. Journal of Occupa tional Medicine 22 (5 ) : May 1980, 309 - 15. 

This study investi gated the "gatekeeping " performance of line managers 
concerning mental disorder among employees . The specific question a s ked 
was: How capable are managers of recogn1z1ng and then dealing with 
psychiatric symptoms in their subordina tes ? Ut ilizing a case study approach , 
the researchers came to se veral conclusions. First, _the majority of the 
s upervisors coul d not identify the cases of psychiatric disorder. Second, the 
managers had difficulty i n distinguishing between instances where supervisory 
measures might be beneficial, and perhaps sufficient, and cases where prompt 
professional help was needed . Finally, the supervisors had extremely limited 
knowledge of how to find, sel ect and utilize professiona l resources within the 
organization or in the local community. A copy of the testing instrument i s 
incl uded in the Appendi x ( "Case Scenarios as Revi sed for Business Context " ) . 

Durkin, W. Recovery from Alcoholism--Only the First Hurdle . Occupationa l 
Health Nursing 26 (September 1978) : 22-25. 

This paper reports the results of a survey designed to ( 1) ascertain 
prevailing attitudes toward recovered a lcoholics by those with hiring 
responsibilities in business and industrial firms , and ( 2) compare stated 
attitudes with actual performances, noting any differences between the two. 
Several interesting findings are noted. First, evidence was found for 
discrimination in the hiring of recovered alcoholics. Interestingly, though, 
while many of the surveyed companies practiced such discrimination, companies 
in general were fo und to g i ve higher ratings to re covered alcoholics than to 
nonalcoholics in the theoretical hiring situation. Second though business and 
industry perceived themselves to be tolerant and accepting of the problems of 
alcoholics, in reality they are not very accepting of alcoholic employees. 
Finally, the authors conclude that corporate policy statements should not be 
accepted at face value but rather in the light of actual practices. 
Implications of these findings are discussed, and future research needed is 
suggested. 



210 

Emener, William G. and Fred Dickman. Corporate Caring . Management World, 
Vol.12, No.1 (January 1983) : 36 - 38 . 

The usefulness of Employee Assistance Programs ( EAP) to North American 
companies has become vividly observable over the last severa l years. In the 
US, it has been reported that by 1981 there were over 4,000 EAPs, with over 
half in the largest 500 corporat ions. EA Ps such as these respond to a number 
of emp l oyees' problems : deoression . anx1ecy , domest ·c trauma, subs tance 
abuse, financial difficulties, psychiacr ic / medi cal problems, and others . for 
successful implementac ion, EAPs m sc have scrong support from employees, as 
well as profess ional leadership and programming, in addition, such programs 
should possess ; 1. confidentiality and anonymity, 2 . accessibility, 3 . 
training for supervisors, 4 . management orientation , 5 . insurance coverage, 
6 . · broad service components, 7 . pro fessional leadership , and 8 . prog ram 
evaluation and follow - up. As successes in these programs occur, EAP will 
become even more popular. 

Erickson, L. Occupational Programming Marketing Sur vey . Michigan Deparcment 
of Publi c Health, January 1976 . 

This is a summary r eport of a research study into the mar ke ti ng or' EA Ps . 
Examined are the character is tics and attitudes of business, induscry . and 
labor in two Michigan counties. Study findings form basis of recommendations 
concerning priority target markets, the secondary target markets , tools thac 
may be used to determine entry iQto an EAP, the consultant's approach, the use 
of " in fluencers" in marketing the program, and cost / benefit i ssues. The 
general character i stics· of organ iza t ion s found to have the need, willingness, 
and ab ili ty to implement a fo~al EAP are a s follows : a large number of 
hourly emp loyees, a high propor tion of hourly employees, a hi gh proportion of 
clerical employees, and a high degree of unionization . 

Finkelstein, 
Problems. 

J., and J. Ziegenfuss . Diagnosing Employees' 
Personnel Journal 57 (November 1978 ) : 633- 43. 

Personal 

This article reports on a research effort to improve the performance of an 
organization (a bank) by analyzing various facets of its operations to 
determine appropriate areas f or intervention concern ing the pe r sonal prob lems 
of its employees. This analys is focused on the interrelationship between job 
satisfaction and the following: alcoholi sm, drug abuse, psychological 
difficulties, and marital prob l ems. Based on the survey data, several 
recommendat i ons were made to the study organization. Two were l ong- term 
considerations and four were more i mmed iate in nature. The latter re l ated to 
treatment, intervention, and prevention of the prob lem areas. 

Included in the article are the study questions and results. An at tempt 
was made to assess emp l oyee job satisfaction, perceptions of need for personal 
problem assistance, and employees' views on program structure. 

Garner E. A. One Way to Cut Disab ility Costs. Na tional Underwriter - Life & 
Health Insurance. Vol. 87 , No. 36 (September 3, 1983): 15, 31. 

Employee benefit costs, especially heal th and disability costs , are ris ing 
rapidly. This is due to the rising expense of providing medical care, 
unionization , and a trend t oward increased litigation . Employee assistance 
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programs shou l d be developed to handle occupa tional disabi li ty problems. A 
professional panel encourages the rete ntion of disabled employees. 

Hall, Dan . Help In Employees Treat Problems of Drugs, Al cohol . New England 
Business, Vol.5, No. 11 (June 2 1983) : 52-53. 

Drug and alcohol addictions have a l arge negative impa c t on the 
business world in such areas as a cc idents a nd med ica l costs . Some 10% of t he 
worki ng population abus es al cohol or othe r drugs, and these workers typica lly 
pr oduce a t 25% below capacity . Thus , the average firm loses 2 . 5% of its 
payroll costs. Becaus e t he negat ive effects of alcohol and dr ug abuse ar e so 
well documented, and because the cost e f fic i ency of having cne prob l ems 
handled by employers is so sure, f i rms se l dom mee t resistance to se t t ing up an 
employee assistance program ( EAP ) to help abusers. Studies s how that 
addictions show up across all pay levels within a company. Many companies 
have implemented successful EAPs. Honeywell conducts sensiti vity trai ni ng for 
supervisors - ma nagers to he l p them confront the prob l em most e f f ec tive ly . 
Supervisors are advised to approach affected employees by f ocusi ng criticism 
on j ob performance alone. According to John Va l entine of Beech Hill Hosoital 
(Dubli n , New Hampshire ) , denia l is the primary problem in alcoholi sm 
treatment . 

Huser, M. Assessment: Determin i ng the Problem and the Trea tment Prov ide r . 
Occupational Health Nursing 26 (September 1978): 15- 16. 

This brief a·rticle provides occupational heal th nurses with a practical 
give to assessing the nature of an employee's health problem as we l l as t he 
appropriate treatment provider to refer him to. Two techniques for collecting 
relevant data - -paraphrasing statements and clarifying questions - -are described 
within the context of an assessment guide. Examples are given of specific 
questions that may be asked by the occupational health nurse. 

Hellan, R. T. Bottom Line. 
1980): 18- 20. 

Management World. Vol. 9, No. 10 ( October 

The increasing use of employee assistance programs and the benefits of 
this approach for both the company and employees are discussed. Personnel 
assistance programming frees the supervisor from playing counselor or 
psychologist and keeps his concern only with employee productivity. Early 
detection of alcoholism or other problems is increased and treatment can be 
more effective since the supervisor refers performance problems to the 
employee assistance program instead of ignoring the problem or trying to 
handle it alone . 

Hoffer, Will iam. Consider Employee Assistance Programs. Security Management, 
Vol.27, No .5 (May 1983): 57- 58 . 

When an employee has a personal problem that seriously interferes with job 
, performance, the best solution for management, the employee, and the overall 

business operation may be an employee as sistance program (EAP). EAPs, which 
are ava ilable t o bus ines s of any s ize through consultants, ' have proved 
effective in dealing with employee alcohol ism drug abuse, and other self­
destructive problems. A company wishing to start an EAP must establish a 
personnel policy that will encourage participation and guarantee 
confidentiality . Management must always take the position that the cause of 
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an employee's poor performance is none of management 's business. However, 
mana gement does have a specific ro le to play in setting the stage for 
rehabilitation . Steps that a supervisor takes in this process in c lude : 1. 
identification of an employee with a prob lem, 2 . documentation of failing job 
perfo rmance, 3 . confrontation of the emp l oyee, and 4. suggestion that the 
employee seek the help of a counselor or accept disciplinary action . EAP 
counselors are trained to identify problems and make treatment 
recommendations. Services typica lly cost $50 pe r hour . with an ave rage case 
requi r ing 3- 6 hours . Large firms may ope for a long - te ~m contract ac an 
an nual cost of $10 - $ 15 pe r emp l oyee. 

Ibbs, Patr i c ia J. Two Ap proaches to Emp loyee Ass i stance Programs : Employer 
Consortium and Night Hosp ital Programs . Employee Benefit Plan Rev ie•,1, 
Vol. 35, No. 6 ( December 1980) : 14 - 15. 

At the 108th annual meet ing of the American Pub lic Health Association, 
James M. Stewart, assistant to the president of Bl ue Cross of Northeastern New 
York, discussed how a community consortium of employee assistance programs 
( AEP ) was formed in the Albany, New York a rea. The Fami ly and Children ' s 
Service of Albany took res pons ib il i ty for sponso ring and administering the 
program, and Blue Cross provided the initial staff and financial support . The 
Blue Cross has had an exce ent experience with the EAP, and today , the 
consortium has 10 employer members. Elmbrook Memoria l Hospi tal, Milwaukee, 
Wis consin, offe rs anothe r approach to an EAP . has a n igh t hosp ital program of 
the outpatient type. It involves 5 nights a week for 4 weeks of treatme nt. 
The -a l coholic's spouse . parents older chi ldren, or close friends are invol ved 
in a family group which meets 3 evenings a week . Area employers ha ve been 
very supportive of the program. 

Kur tz , N. R. , B. Goog i ns, and C. 
Occupational Alcoholism Program . 
4(3) : 1980, 44 - 49. 

N. Williams. Supervi s ors' Vi ews of an 
NCALI, Alcohol Health and Research World 

Perceptions of the new r ole requirements of a group of s upervi sors who 
participated in the use of an occupational alcoholism program are described . 
Thi rty-seven superv isors who had referred employees were identified in the 
company alcoholism program fil es of a large utility company in the 
Northeast. An open-minded questionnaire that focused on the five key elements 
of the referral process (identification, documentation, confrontat i on, 
referral, and reintegration) was developed and administered to these 
supervisors . Find ing s and then implications for practice are discussed. 

Lev ine, Hermine Zagat. 
( March / April 1981): 

Employee Counseling Services. 
4-11. 

Personne l, Vo l .58, No.2 

While s ome companies feel that empl oyee personal problems should be 
handled on a personal bas is, most companies recognize that these persona l 
problems affect their on-the - job performance and provide either some informa l 
or formal kinds of help for the employee. Personne l did a survey of its 
readers to obtain more information on these programs. Some factors which 
affect the kind of counseling provided or no t provided included : 1. cost of 
programs, 2. s ize of the company, 3. ava ilab ili ty of commun ity serv ices, or 
4. apparent employee need. Implementat i on of the programs, whether formal or 
informal, includes in-house staff , as well as referrals to outs i de agencies 
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for ma j or problems. All the companies which had ei ther formal or informa l 
programs accepted referral s from superv isors or coworkers rather than 
requiring emp loyees to seek he lp themselves. However, they wa ited until work 
performance was affected before taking acc1on on such referrals . 
Communicating the kinds of help offered can be done via newsletters, bulletin 
boards, handbills , or home mailers . 

Mohler, J. H., and W. D. Scott. Consulta tion and Ed ucation in Occupational 
Program Imp lemencation . Paper presenced at t he Twency - fifth In t ernational 
Institute on the Prevention and Tr eatment of Al coholi c i sm : seep . 3 . 
Niveau, J . Tou rs, france, June 1979 , 10 pp . 

The authors argue that consultation and education in program 
implementation must be viewed as taking place · on a continuum. Differen.t 
programs; depending on their stated goals and needs, uti l ize varying aspects 
of consultation and education in the implementation of their individual 
progress and services. Some guidelines and definitions of consul tat ion and 
education and a model for the utilization of extens ive consu l tation and 
education efforts in the impl ementation of an occupa tional al coho lism pr ogram 
are provided . 

Myers, Phyllis Schiller; Myers, Donald W. EAPS : The Benef i t That Creates Ne•,1 
Risks. Ri sk Management, Vol.32 , No.5 (May 1985) : 46 - 52. 

Although troubled employees account for only a fraction of an -emp-1oy er ' s 
workforce, they account for the ma jority of employer losses due to cr i mina l 
behavior, health benefit claims, and deficiencies in productivity. To combat 
such problems, more employers are implementing Employee Assistance Programs 
( EPA). However, employers may fail to rea lize that, unless properly managed, 
EAPs can create as many risks as they try to control. Some of the risks 
related to an EAP include : 1. employer liability for improper diagnosis and 
treatment, 2 . breaches of client con fid ent iality, 3. employee grievances and 
lawsuits, 4. abrogation of management's rights, and 5. excessive treatment 
costs. Strategies that emp l oyers can use to help contro l potential EAP risks 
involve: 1 . incl us ion of the Employee Al coho l ism/ Ass is tance Program 
Standards, 2. establishment of methods of treatment evaluation, and 3. 
containment of treatment costs . 

National Center for Alcohol Education . Training Materials Supplemen t. NCAE, 
1601 North Kent Street, Arlington, VA 22209. 

These are materials for use in programs that train personnel to work with 
alcoholic clients. Provided are descriptions of various packaged programs 
developed by the National Center for Alcohol Education (NCAE) . Also included 
are the following: (1) feedback notes on program implementation and 
evaluation provided by program users, (2) practical procedures and pitfalls in 
establishing a drug - alcohol counse lo r training program, and (3) materials 
suggested for use with youth. 

Nay, W. Robert ~ Worksite Health Promotion Programs, Employee Benefits Journal, 
Vol. rn, No.2, (June 1985): 17 -2 1. 

Employee assistance programs and wellness or health promotion programs are 
ways to deal with chronic disease and the various causes of chron i c disease. 
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The 4 s trategi es for implementing health promotion pr ograms are : 1. focus on 
problems, 2 . fo cus on certain employees, 3 . a comprehensive approach 
focusing on certain risks, and 4 . a comprehensive approach focusing on 
prevention for all emp l oyees. The goals of employee and employer will 
determine which strategy is chosen . Some employers with heal th promotion 
programs are : 1. Control Data Corp . , 2 . The State of Kansas Deparcment of 
Health and Environment, and 3 . the Johnson & Johnson family of comoan ies. 
Implementat i on prob ems include poor training of supervisory personnel and 
inadequate evaluation . Poss i ble eva luacion daca · nc ud e mea s rabl.e c:iange 
in : 1. health risk, 2 . employee nonwork behavior patterns , and 3 . emp loyee 
physical status . Recommendations concerning imp lementa t ion include : 1. 
deciding on goals, 2. i nvolving managers, and 3 . decermining available in ­
house resour ces . 

Otte , F. L. Creating Success ful Career Deve l opment Prog rams . Tra ining and 
Deve l opment Journal . Vol . 36 , No . 2 ( Februa r y 1982) : 30- 37 . 

Empl oyee - ass istance progr ams or emp l oyee servi ces make personal assis tan ce 
avai l ab l e to a ll employees with any type of prob lem that interferes wi t h job 
per fo rmance . The first co be trained in thi s type of program is the 1 ine 
supervisor. They are trai ned to notice deter iorac ing job performance and 
suggesc resources for resolving it . The most integra l part of the program is 
the program leader . This person must unde rstand the dynamics of the 
organization and be able to give control to others if the program is to be a 
s uccess . Pitfa ll s i n t he program's in i tiat ion _ may be underbudgeting , 
i nsuff ic ient comm i t ment and ins uffi c i ent organiza tion. 

Pat i , Gopal C. and John I . Adk i ns, Jr . The Employer' s Role in Alcohol ism 
Ass is tance . Personne l Jour nal, Vol . 62, No.7 (July 1983) : 568 - 572 . 

Al coholi sm on t he j ob often results in ace iden ts , inc reased abs en tee ism , 
tardiness , and illness , los s of mor a l e among fellow workers, and impaired 
judgment . has been es timated tha t half of a ll "problem employees " are 
a c tually a lcoholi cs . Almos t 1, 200 company- based employee assistance programs 
( EAPs ) ha ve been established in the US to deal with this problem . EAP s have a 
hi gh rate of success and ar e cos t - effe ct ive . While no t all companies can 
a f ford an EAP, other steps can and should be taken t o he lp address the 
problem . The effort should begin with a s t atement on a l cohol i sm and substance ' 
abuse in the personnel handbook. By utiliz i ng community resour ces , the 
company can set up a re f erra l servi ce f or the a l coholic. It i s up to the 
supervi so r to provide adequate documentation on al coho l - a ffected j ob 
performance. The empl oyee should be coun se l ed a t the first signs of job­
related prob l ems . If the condition does not improve , the wo rke r should be 
referred to a professional counselor. The company s hould emphasize t hat it i s 
concerned only with job performance, and that term i nation i s a poss i ble 
alternative. 

Pearson , Cl arence E. -I mp l ementing a Health Promot ion Program'. Personne l 
Journal, Vol . 62 , No . 2 ( Febr uary 1983 ): 150- 154. 

To get a better return on the health care do llar, businesses should 
promote hea l th and educate emp loyees a bou t hea l th . Because most chroni c 
illnesses , di sab ilities and early dea t hs ar e re l a ted to personal hab its , such 
as smoking , poo r nu tr ition, overeating , and l ack of exerc i se , wo r ks ite health -
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promotion programs should mo tivate employees to assume personal responsibi li t y 
for their health. Effective health - promotion programs require active support 
from employers and employees. Top management support for such programs is 
crucial . When program ob j ecti ves have been determined, target groups should 
be defined. The po tential comm i tment of the company must be considered in 
establishing programs, as differe nt hea l th progr a ms requ i re differe nt amo unts 
of staff time, space, equipment, and f inancial support. The heal th needs of 
employees should be assessed. Employees need to be provided ,,1ith ski ll s to 
change their hea l th habits . Skills can be obtained th ro ugh educa t ion 
inte r ven t ion, commun i ty - based prog r ams, or on - site, co ns ul tant - run pr ograms . 
Effective eva luation of the program is also important . 

Reed, D. J. One Approach to Employee Assistance. 
62, ·No. 8 (August 1983): 648-652. 

Personnel Jour nal . Vol . 

Employees' personal problems affect their job performance. 1,,/ork - related 
problems can also hurt producti vity . In order to deal with these issues 
Control Data established an employee assis tance program called Employee 
Advisory Resource ( EAR). Charts illustrate the percentages of calls received 
relating to different prob l ems . The program has proven to be cost - effective 
fo r the company and mora l e boost ing f or emp l oyees . 

Rosenberg, C., and J. Liftik. Us e of Coercion in the Outpati ent Treatment of 
Al cohol ism. J ournal of Stud ies on Alcohol 37 ( 1) , 1976, 58-65. 

This study was undertaken to investigate the dropout problem in outpatient 
alcoholism programs. Many of the patients who seek help rapidly drop out of 
treatment and are then lost to follow - up. The attendance patterns of three 
groups of alcoholic patients were compared: ( 1) coerced patients -- persons 
convicted of driving while intoxicated. They were required to attend the 
clinic program as a condition of probation (instead of los ing their dr i ver' s 
licenses ) , ( 2 ) voluntary patients --with a fixed abode and family life, and ( 3) 
voluntary patients--homeless. Data clearly showed that the attendance rate of 
coerced patients was much higher than that o f the voluntary patients . rear of 
losing their licenses if they failed to comply with court - ordered treatment, 
however, seemed to be the motivator for attendance in the clinic program. The 
researchers speculate that coercion is less effective, however, in cases where 
the patient has little to lose by not complying. 

Rostain, Hana, Peter Allan, and Stephen Rosenberg. New York City's Approach 
to Problem-Employee Counseling. Personne l Journal, Vol . 59, No. 4 (April 
1980) : 305- 309, 321. 

Occupa tional mental health has become a matter of increasing interest and 
concern to managers, particularly as the impact of the troubled employee on 
organizational productivity becomes more evident . However, there are 
relatively few programs designed to deal with employees' emotional problems. 
most organizations, the traditional response to the troubled employees has 
failed to provide a systematic effort of identifying an emotional ly troubled 
employee. The City of New York has established an Employee Counseling Service 
(ECS) for its 300,000 employees. ECS accepts referrals of individuals with 
"behaviora{-med i cal" problems or anyone who appears troubled. The service has 
been broadened to include counseling for families of city employees. The 
major impact of the program needs to be measured in terms of its effect on 
employee performance and on employees' well-being. appears that between 60-
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70% of referrals show improvement. The ECS has been troubled by lack of 
funding, and resistance from supe rvi sors and agencies. 

Shore, Harvey. SMR Forum; Employee Assistance Programs Reaping the 
Benefits. Sloan Managemen t Review , Vol . 25, No . 3 (Spring 1984) : 69 - 73. 

A well -des igned employee assistance program ( EAP) that offers confidential 
counseling, diagnos is , and referral can improve job performance and 
produccivity. As society becomes more comolex, a growing number of people 
fac e problems that can l ead to low productivity on the job . Employer ­
sponsored EAP se rvices can be provided by an outside agency in a neucral 
location , by a group of organizations, or by internal operat i ons. In - house 
EAP ser vices make it easier to monito r an employee 's progress during treatment 
and provide greater convenience for employees . Steps to implementing an EAP I 
include: 1. Top management should establish a policy that confirms its 
commitment to confident i ality and the procedures of providing help to 
employees . 2. An EAP counse lor should be se l ected. 3. Top management 
should promote support for the EAP through training and orientation. 4. 
Emp l oyees who are not perform ing well should be referred to the EAP . 
Organizations that have implemented success ful EAPs include Illinois Bell 
Telephone , the US Postal Service, and nternacional Harvester Co . 

Starr, Ann and Giner Byram. Cost/Benefit Analysis for Employee As s istance 
Programs . Personnel Admi nistrator , Vol . 30 , No .8 (August 1985): 55 - 62 . 

More employees assistance program ( EAP) managers have begun to provide 
feedback on the program's return on investment and on the quality of 
services. To accomplish this, the EAP provider has l earned how to determ ine 
return on investment and conduct a program evaluation. Cost / benefit ana lysi s 
measures the benefits of a program, tangible and intangible, and the cos ts of 
a program, direct and indirect . The benefits and cos ts are compared by either 
benefit - to -cost ratio or the net benef its. Motoro la 's EAP pr ogram has 
developed some methodologies to serve as measures of cost/benefit. One is 
evaluation of training costs, while another is utiliza t ion of insurance 
benefits. Absences and disability constitute other measu res . Cost ­
effectiveness analysis of an EAP may also be used, but it may be a more 
appropriate technique for measuring less accessible results . 

Thomas, M. The Nurse's Role in the Detection and Treatment of Alcoholism . 
Occupational Health Nursing 24 (May 1976): 17- 19. 

This article, written by the chief nurse at ITT World Headquarters in New 
Yo rk City, focuses on the key role a nurse may play in the detection and 
treatment of alcoholism in industry. After a brief introduction to alcoholism 
as a disease and the alcoholic as a patient manifesting symptoms, the forma l 
alcoholism policy statement at ITT is discussed. Concluding the presentation 
are two case studies of employee alcohol i sm from the ITT files. 

Trice, H. M. 
Alcoholism 
Commiss i on. 

The Role, 
Programs. 

Concerns, 
Raport 

and Needs of Supervisors in Occupationa l 
prepared for the U.S. Civil Service 

This paper summarizes the findings of other work undertaken by the author 
concerning the role, concerns, and needs of superv i sors in occupational 
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alcohol i sm programs .· Although the data per se is not found in this report, 
there is a succinct presentat ion of the conclusions drawn. For example, the 
single factor that most predicted supervisory use of an alcoholism policy was 
the degr ee to wri ch the s upervi sor was familiar with it . Another f i nding \-Jas 
that super visory training in imp l ementing a company's alcoholism policy is 
best integrated into the more general training program for managers . 
Additi ona lly, data indicate tha t those with little supervisory experience were 
generally poor at implementing the a l coholism po l icy . Numerous other f indings 
are presented and di scussed . Re f erences t o data sets mentioned in the paper 
are l isted . 

Trice , H. M. Evaluation of Consultants and Coordinators . Labor - Manageme nt 
Alcoho lism Journal 7 (May 1977 ) : 29 - 34 . 

This is a report of research into the effectivenes s of both "internal 
change agen t s" and "external change agents" working in occupational alcoholism 
programs. Internal change agents are coordinators or counselors holding a 
formal pos ition in the organization. Externa l change agents, on t he other 
hand, are consultants who primar i ly functi on outs i de the forma l work 
organizations unions and management. 
Trice, H. and J. Beyer. Diffe r ential Use of an Al coho l ism Policy in Federal 

Organizat i ons by Ski ll Leve l of Emp l oyees . Schramm , C . . ed ., Emp · oyee 
Ass i stance and Alcoho l ism Program in Amer i ca n Irirl ustry . Ba l timo r e : The 
Johns Hopkins Unive rs ity Press , 1976 . 

The i ssue of differential us~ of alcoholi sm policies in the fed eral 
government is addressed in th i s chapter in a boo k on EAP. .The overa ll 
concl usion is that adopt ion and use of' a legally mandated policy is 
significantly greater when applied to relatively low - status, low-skilled 
employees as compared with higher sta tus levels of employees. Data to support 
thi s findi ng , plausible explanat i ons for it, and its i mplicat i ons within the 
broader con text of EAPs a re presented . 

Tr i ce, H. and J. Beyer. Women Employees and Job - Based Alcohol ism Programs . 
Journal of Drug Issues 9(3): Summer 1979, 371 - 85 . 

The t wo trends toward (1) equal i zation of male and female drinking 
problems and (2) the increasing number of women in the work force precip i tated 
t he authors' examination of s trateg i es typically used in job- based alcoholism 
programs for their appropr i ateness with women. Available data suggest that 
the strategy of constructive confrontation is viable for female employees if 
the following two cautions are exercised. First, sensi ti vi ty is advised 
concerning any potential "stressful life events" t hat may exist in the woman's 
life , since these are often present at the onset of her ctr inking problem. 
Second, since women have a higher rate of suicide attempts than men, 
confrontation is bes t accompanied with positive offers of help . 

Ur aneck, William . Providing Assistance to State Employees. Public 
Productivity Review, Vol.5, No. 1 (March 198 1) : 80-82 . . 

In 1978, the Massachusetts Employee Assistance Program (MEAP ) was 
instituted to offer state employees special med i cal and psycholog ica l 
assistance for their personal problems. The McLean Hospital's Appleton 
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Treatment Center won the contract to administer t he program . Nine state 
agencies volun teer ed to partic ipate, and MEAP offer counseling to employees, 
but when the prob lem is espec ially serious or long - lasting, individuals are 
refe rred to outside or counse ling . Un ion assistance was so licited from the 
beginning, and the unions have played an important role in ma naging MEAP. The 
goal of the program has been to have 80 workers (2% of the 400 elig ible 
employees) participate, and es timates a re that if used fo r just one year , MEAP 
could produce sav ings of $2 20,000 . MEAP follows recovering participants' 
progress for 3 years . The sav ings rea ized by each successful treacme nc 
center around fewer accide nts, fewer illnesses, less damage to eq ipmenc, and 
more satis fied workers. 

Wojahn, E. How to Cut $5,000 off the Cost of Each Employee. Inc. , Vol.6 , 
No.7 (July 1984): 106 , 108- 110 . 

Employees with alcohol, drug or other personal problems that affect job 
performance can cost an employer severa l thousands of do llars per year per 
employee. Many fir ms are combati ng t he problem with Emp l oyee Assis tance 
Programs ( EAPs ) where employees are referred to coun se ling services . Methods 
of implementing EAPs are explained. Attitudes of employers are e xamined . 
Case histories are reported . Early background of the movement is traced. 
Substant ial savings by some compan ies are evident . 
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IV . RESULTS 

Alander, R. and T. Campbell. An Evaluative Study of an Alcohol and Drug 
Recovery Program: A Case Study of the Oldsmobile Experience. Human 
Resource Management 14( 1) : Spring 1975, 14 - 18. 

This article repor ts the resu lts of a study designed to evaluate the 
impact of an employee drug and alcohol rehabi litation study a t the Oldsmobile 
Division of General Motors Corporation in Lansing, Michigan . Resu l ts indicate 
that a substantial - reduct ion in lost man hours, accidents, grievances, 
disciplinary actions, sick leaves . and benefits paid out for sickness and 
accidents followed company involvement in the rehab ilitation program . Th r ee 
other points are noteworthy : ( 1) These benefits seemed to be fairly stable 
over time; (2) The cos ts to the company of undertaking the program ~eree made 
up by the reduction in company expenditures that allowed, for example, the 
reduction in man hours lost; and (3 ) The key to the program's success was the 
use of support ive - outside agenc ies and organizations such as Alcoholics 
Anonymous. Hence, it was a coord ination of inside and outside efforts that 
led to the successful Oldsmobile experience. 

Anonymous. EAF Potential to Save Money is Unknown . Business Insurance . Vol . 
17 , No . 35 (Augus t 29, 1983 ) : 14. 

It has not been determined how much money i s saved by Employee Assi stance 
Programs ( EAP ) . Study results show correlat ion between establishment of the 
programs and company size. The results of some programs are impressive. 
Program evaluation is still underway . 

Anonymous. Industry ' s Large Stake in 
Hazards, Vol .45, No . 10 (October 1983) : 

Curbing Alcoholism. 
97 - 101 . 

Occupational 

Problem drinking costs US industry more than $37 bi llion per year in lost 
productivity . Many companies have instated employee assistance programs (EAP) 
to treat and rehabi li tate a l coholic workers . Supervisors' recognition of 
troubled emp loyees is crucial to an EAP's success. A good EAP has the 
components of: 1. management and union support, 2 . confidentiality, 3 . 
ongoing education, and 4. family involvement. Xerox Cor p' s EAP has served 
several thousand of its 65,500 employees in the US and Canada since late 
1979. The program reports over a 70% success rate. The program includes 
supervisor training to help supervisors identify behavior patterns indicating 
that an employee needs help . United Technologies Carp's EAP reports that 92% 
of the 650 employees enrolled in its day treatment program remain employed. 
The average cost per case is $1 , 200, compared to $5,000 for the average 
inpatient program. 

Anonymous. Data Analysis of Alcohol / Drug Abuse Cases Indicates Areas of 
Potential Overcharging. Employee Benefit Plan Review, Vol.38, No. 11, (May 
1984) : 34-36. 

Management of companies tend to demand a degree of accountability for the 
actual cost of treating a drug or a l cohol abuser. According to the American 
Psychiatric Association, of the 1,692,000 patients d ischa rged from nonfederal 
short-stay hospitals in 1980, some 35.6% were diagn9sed with alcohol - or 
drug- related problems . Many charges of financial abuses ha ve been level ed at 
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this treatment area; in response, the Northwestern Ohio Association of 
Al coholism and Employee Assistance Programs reviewed 21 cases in 14 treatment 
facilities i n a 10- state area. An illustrat ion involving the resulcs for 5 of 
the 14 cases disc loses discrepancies and areas of potential overcharging. In 
one facility, for example, the room rate increased 44% in one yea r, thus 
skewing the cost of treatment . Tables . 

Asma, F. E. and R. J. Hilker, et al. Twenty - fiv e Years of - Rehabili tation of 
Emp loyees with Drinking Problems . Journa l of (Occupational Med icine 
22 ( 4) : Apr il 1980, 24 1- 4 

This is a report of the results of nearly three decades of Illinois Bell 
Telephone's alcohol rehabilitation program . Data are presented concerning the 
demograph~c characteristics of the clients as well as the proportion utiliz ing 
psychiatric services and Alcoho l ics Anonymous. Data are a l so presented for 
the following: rehabilitation success rates, change in job effi c iency, change 
in the number of accidents, and s i ckness disabil i ty cases. The au thors 
conclude that the study results warrant the continuat i on of such alcohol 
rehabilitation programs, si nce employee absences and accidents ha ve been 
reduced and j ob efficiency s ubstancially increased. 

Cairo, Peter C. Counseling in Industry : Se l ec t ed Review of che Li teracure . 
Per sonnel Psycho logy , Vol . 36, No . 1 (Spring 1983) : 1- 18. 

Most .of the research done in the area of counse ling in business has bee n 
.done with large firms . A survey of the litera ture in t hi s area indicates that 
there are very few published studies which answer the 2 questions which are 
the focus of this study: 1. To what extent do persona l and career counse ling 
services exi st in industry? 2. How effective are these services in he lping 
employees with various problems and concerns? Emp l oyers have been willing to 
institute counseling programs based on good intentions rather than on the 
methodological and conceptual shortcomings. These studie s f a il to use control 
groups and fail to give details about the characterist ics of the subjects . 

Coppess, C., A. Beisiegel, and H. Trice. An Evaluation of the New York State 
Occupational Alcohol ism Program Consultant Network . Working Paper IF 10, 
New York State Schoo l of Industrial and Labor Relations, Cornell 
Univers ity, December 31, 1977 . 

This is a comprehensi ve report of an evaluation study of an occupationa l 
alcoholism program piloted by the state of New York . Occupational Program 
Consul tan ts ( OPCs) were employed to develop and implement forma lized 
alcoholism policies in the context of work. What is included here is the 
step-by-step procedure used to evaluate the program. The study questions, 
methodology, data analysis, and results are included. Based on the study' s 
overall results, it was conc luded that the OPC network set up in New York 
State was (1) consistent with its formal goal s , and ( 2) implemented and 
sufficiently in place to de liver consultations about job- based policies and 
programs to New York State empl oyers and unions . A list and discussion of 
problems that s till need t o be worked out conclude the paper. 
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Dickman, F.; Emener, W. G. Employee Assistance Programs: 
Attributes and an Evaluation . Pe rsonne l Administrator, 
(August 1982): 55- 56, 58. 

Basic Concepts, 
Vol.27, No.8, 

Employee assistance programs (EAP) have increased in the past decade. EAP 
coordinators must confer with al l levels of employees . Key ingredients of an 
EAP are: being confident ia l ; referring emp l oyees to agencies for he lp ; early 
intervening; job performance ef fects ; and resolving of probl ems. Everyone 
wins by an employee assistance program in cheir firm . 

Edwards, D., and L. Baler, et. al. Eva luation of a Nationa l Training Program 
for Consultants i n Alcoholism Treatment . Journal of St dies on Al cohol 
39(1) : 1978 . 77-88. 

This paper describes an attempt to monitor and evaluate the training of 
consultants in occupational alcoholism programs. Problems both in developing 
and i n i nterpreting a workable eva luative model are discussed within the 
con text of social programs . Al though the results are only tentative, the 
consultation training program described in the article was success ful in two 
respects: ( 1) Compared with the beg inning of the training program, at the end 
of it potential consultants had a better understanding of how problems related 
to alcoholism may be so lved, and (2) there was increased knowledge concerning 
industr i a l alcoholi sm generally . 

Emener, W. G. and F. Di ckman. Corporate Caring. Management World . Vol. 12, 
No. 1 (January 1983) : 36 - 38 . 

The compan i es that have Employee Assistance Programs ( EAP) report that 
they have proved helpful in such employee problems as marital difficulties, 
alcoholism and · other prob lems. Some management compan ies with such a program 
state that it helps solve employee problems, while employees say that it is 
one of the greatest benefits the company offer s, and emp loyee work performance 
has improved as a result of some EAP counseling . The EAP i s important to 
management because while the employee is be ing helped, productivity in the 
organization continues. 

Featherston, H. Joe, and Robert J. Bednarek. A Pos itive Demonstration of 
Concern for Employees. Personnel Administrator, Vol . 26, No. 9 ( September 
1981): 43 - 44, 47. 

While employee assistance programs (EAPs) have been established in many US 
industries, their presence in the hospital industry is curiously lacking. 
Hospital s need to view an EAP as a way to contain their costs and retain their 
employees . A study was done on a non - profit, 198- bed, acute care facility 
employing 700 and having 224 physicians on staff. Services were offered to 
both voluntary and referral clients. Managers were trained to identify 
behavior of subordinates needing attention. During the first 2 years of the 
program, 67 employees were counseled for a variety of prob l ems : financial, 21 
cases; marital or family, 12 cases; psychiatric or psychological, 10 cases; 
alcohol / drug abuse, 8 cases; others, 16 cases. The previous yearly rate of · 
employee turnover was 36%; during the first year of the program it was 26%. 
The EAP is regarded as cost effec tive in terms of reducing replacement costs 
of training new employees and reducing unemployment insurance. 
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Fielding, J. E. Preventive Medicine and the Bottom Line. Journal of 
Occupational Health 2 (1979): 79-88. 

In this overview of the cost-effect iveness of disease prevention programs 
in industry, it is suggested that alcoholism programs be developed ei ther in 
conjunction with a se lf help group - or under the auspices of the company's 
health care staff. The importance of a supportive pol icy, which precludes 
dismissal if help is sought , and family invo lvement in treatment are 
stressed. 

Ford, Robert C. and Frank S. McLaughlin. Employee Assistance Programs: A 
Descriptive Survey of ASPA Members. Personnel Administra tor Vol .26, No.9 
(September 1981) : 29-35. 

In recent years, employee assistance programs (EAF s ) have been established 
by companies, in an effort to assist troubled employees. A study was 
undertaken among American Society of Personnel Administration ( ASPA) members 
to ascertain the characterist ics of companies that have an EAP and to evaluate 
an EAP in operation. Questionnaires were sent to 1,000 ASPA members, and pf 
the 51% that responded, 11 0 had EAPs. The study reveals that while t he 
industrial classification is not a factor in EAPs, the size of the 
organization is, with larger companies having a higher percentage of EAPs . 
The sex and the age groups of the workforce in organizations with and without 
EAPs appear the same, however, the more educated the workforce, the more 
likely the organization was to have an EAP. The primary reasons for 
initiating an EAP were alcohol and substance abuse; most programs also 
included other services. The programs are run in-house, while other programs 
are external, referring clients to community - based services. Structurally, 
the majority of the EAP heads report to the head of the department of human 
resources and have EAP facilities located away from the work site. 
Organizations using an EAP have found it economically and socially cost 
effective. 

Freidberg, E. and W. E. Johnston. Change in Feeling Satisfaction Among 
Alcoholics Reduced by Their Employers to Seek Treatment. Journal of 
Occupational Medicine 21 ( 8) : 1979, 549- 552. 

A study of 488 alcoholics who were referred by their employers for 
treatment is reported. Data were collected on various aspects of the 
subjects' feelings of job satisfaction at four stages: when they entered 
treatment, and three, six, and twelve months after they had returned to 
work. At admission, the highest scores were recorded in response to questions 
relating to satisfaction with productivity rather than to enjoyment of work 
environment or of coworkers, indicating the lowest jobs satisfac tion . These 
scores, however, showed the greatest change over time. Improvement in job 
satisfaction over the follow-up year was directly related to positive change 
in drinking behavior. 

Friedberg, E. and W. Johnston . Outcome with Alcoholics Seeking Treatment 
Voluntarily or After Confrontation by Their Employer . Journal of 
Occupational Medicine 22(2): February 1980, 83~86. 

This study compares the treatment results of 58 alcoholics who voluntarily 
sought treatment with those of 370 alcoholics who only sought therapy after 
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threat of dismissal from their jobs . The latter are called "mandatory 
clients . " The two grou ps of clients were distinguishable in that voluntary 
clients experienced greater problems in a wide range of psychosoc i al areas, 
whereas mandatory clients had a poorer work record. After treatment, howe ver, 
there were few observable differences in terms of psychosocia l beha vior, work 
performance, and drink i ng behavior. The authors conclude that coe rcion is a 
useful tool in inducing alcoholics to seek treatme nt . 

Garn, J ., W. I. Sauser, K. L. Evans and C. V. Lair. The Evaluation of an 
Emp l oyee Assistance Program . Journa l of Em ployment Counseling . Vol . 20 , 
No. 3 (September 1983) : 99 - 106. 

Employee assistance programs (EA P) are set up to help employees plagued by 
mental i l lness recover from the ir problems, which in turn helps the emp l oyer 
who set up the program . Yet very few evaluative studies of the EAPs have been 
done. One such program set up by a corporation which had, s ince its inception 
in 1977, aided two hundred and forty emp loyees and family member s . To 
evaluate the effectiveness of the EAP, participants and therap i sts were 
contacted and questioned . The results indicated that the program had, or the 
most part, been effective in treating individuals, in rema ini ng humanity 
oriented, and in increasing the produc tivity of the troubl ed indiv idua ls who 
sought treatment . 

Gi bson, M., Jr. Measuring the Success of Treatment Modules . Heal th and 
Safety, April 1980 . 

This i s a brief paper des cribing three industrial EAPs : ( 1) Burlington 
Northern Railroad, (2) Rockwell International, and (3) an investor - owned 
utility company . Out lined is the relationship of each of these programs to 
the Alcoholism Recovery Unit of St. Luke's Hospital in Denver, Co l orado . The 
three EAPs are then evaluated in light of the followin g four criteria for 
successful programs: a viable industrial empire, an effective treatment 
program, third - party health insurance, and an active, long - term fol l ow - up 
program . 

Gomez-Mejia Lu i s R. and David B. Balki n . 
Personal Problems of Troubled Employees. 
No. 11 (November 1980): 27- 32 . 

Classifying Work - Related and 
Personnel Administrator, Vol.25, 

In r ecent yea r s , indus try has increas ingly recognized the need to pr ovide 
assistance for employees who have unresolved personal or work-related 
problems . A number of firms have established employee assistance programs 
(EAPs ) t o help empl oyees deal with their problems. EAPs are justified on the 
basis of the potential improvements that can be made in the quality of life of 
employees when their persona l problems are solved. This usually results in 
improved pr oduct ivity, l ower turnover and abs enteeism, and better 
communica tions. Resear ch was conducted to inves tigate the nature of work ­
related and personal problems of EAP users . The sample included 14,000 cases 
in a large organization with a well - established EAP. There were 9 factors 
identified that were related to employee problems . These included s uch 
elements as heal th, chemical dependency, financial counseling, and intimate 
relationships. The incidence of these factors was determined by sex , ethnic 
group, age, and job family in order to help counselors be sensitive to problem 
cons te lla t ions . 
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Heyman, M. Referral to Alcoholism Programs in Indust ry : 
Confrontation and Choice. Journal of Studies on Alcohol 37(7) : 
907. 

Coercion, 
1976, 900 -

This study measures the impact on work performance of three alternative 
mode ls for refe rr ing employees to industrial alcoholism rehabilitation 
programs . Specifical l y , referral s by coercion, confrontation, and choice 
( voluntary) were re l ated to subsequent impro vement in wor k- related t asks. 
Ana lysis of interview data indicates t hat employees who were highl y coerced 
into enter ing the EAF, because their decreased job performance , tended to 
experience greater work i mprovement than those entering treatment for othe r 
reasons . However , the author points out that the " triggering i ncident " may be 
more importan t to look at than the source of referral . 

Hollmann R. W. Employee Assistance Programmes in the United States. Emp loyee 
Relations, Vol. 4, No . 3 (1982): 6- 10. 

Employee assistance programs are discussed as they occur in firms in che 
United Sta t es. The characterist i cs of the planned systemat i c programs 
designed to provide profess i ona l assistance to employees exper i enc ing 
emotional or personal prob l ems, or problems with drugs or alcohol ar e 
presented. An evaluat i on of some of the programs is also provided. 

LeRoux, Margaret. Small Fi.rms Can Benefit from EAPs. Business Insurance, 
Vol. 18, No. 50 ( December 10, 1984 ) : 20-22. 

Although it is impractical for small businesses to form their own emp loyee 
assistance program ( EAP ) to help employees suffer ing from a lcohol, drug, or 
other problems, small firms throughout the US are es tablishing consortiums to 
purchase EAP services from providers at reasonable rates . The programs can 
actually save an employer money because employee assistance can reduce workers 
compensation claims and time lost due to absenteeism. Since 198 1, Dakota Bank 
has been part of a consortium of Fargo, North Dakota , emp l oyers called the 
Employee Assistance Plan . Dur ing the first 2 year s , 30 of t he bank's 135 
emp l oyees used the ser vi ces. Outboard Marine Corp. (Lincoln , Neb raska) 
estimates the company saved more than $40,000 in workers compensation costs 
last year through the combination of an EAP and a safety program. The firm's 
success ratio with employees working with EAP was an estimated 98%. An 
advantage of us ing an outside EAP is the assurance of confidentiality for the 
employee. The chairman of an Alexandria, Virginia, coalition gets reports on 
how many empl oyees used the EAP, but has no access to their names. 

Levine, Hermine Zagat . Employee Assistance Programs. Personnel, Vol. 62, No. 4 
(April 1985 ): 14- 19 . 

A survey of human resource managers reveals tha t 59% of the 66 respondents 
have f ormal employee assistance programs ( EAP) with goals that inc lude 
increasing employee mora l e and productivity and reta ining skilled employees. 
Of the respondents, 13 have in - house programs with professional staffs. Most 
of the EAPs refer employees to outside ass i stance organizations , such as 
rehabilitation cl i nics and social agenc i es . Training programs teach 
supervisors how to decide if an employee needs help. Coworkers may also 
encourage individuals to seek counsel ing, but the ultimate decision belongs to 
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the person having the problem . Confidentiality i s ensured by such means as 
keeping records locked up and limiting access to them. The 3 most prevalent 
employee problems reported are: 1. substance abuse, 2. marital 
difficulties, and 3. financial problems. The costs of many EAPs are covered 
by medical insurance. A ma j ority of respondents believe their EAPs are 
successful, though some cited management res i stance as one obstacle. 

MacDonald, Dougald . Counse l ing Programs for Wor ker Prob l ems Save Companies 
Money . Ne1..J Eng l and Bus iness, Vol.7, No. 4 (Marc h 4 , 1985 ) : 27. 

A 1982 Department of Health and Human Ser vices study found that less t ha n 
15% of the workfor ce has acces s to employee assistance programs (EAP ) . EAP s, 
originally developed in the 1940s to treat alcohol i sm, were later expanded in 
the 1960s to include drug abuse prob lems . EAP managers, having since 
recognized that only about half of employee prob l ems are related to substance 
abuse, have deve l oped EAPs to dea l with other issues, such as marital 
difficulties, financial and legal troub l es, retirement, and family sickness. 
Today, t~e ma jority of EAPs are supplied by outside providers such as pri vate 
for profit firms contracted on an annual per capita basis . Costs range from 
$10 to $60 per employee per year . Bruce Davidson, Digital Equipment Corp.'s 
corporate ma nager for EAP, says his fi rm chose 28 se pa rate EAP provide r s for 
i ts 50 , 000 emp l oyees through competitive bids and proposal s. At General 
Motor s Corp., a study of the first 5 years of its EAP showed thac lost time 
dropped by 40% and acc ident and discipl i nary prob l ems we r e down 50% 
companywide. 

Madonia, Joseph F. Managerial Responses to Alcohol and Drug Abuse Among 
Employees. Personnel Administrator, Vol. 29, No . 6 ( June 1984) : 134- 139 . 

To assess how company response to alcohol and drug abuse in the workforce 
i s related to company size, a survey was undertaken of companies in the Los 
Angeles, California, area. The 73 respondents were grouped in 3 s ize ranges, 
rang ing from those wi th f ewer than 1,000 employees to those with more than 
10 ,000 . In general, the smaller compan ies reported fewer problems with 
substance abuse, often because the smal l er f irms are less wel l equ ipped to 
deal with the problems and so are less willing to report on them . The smaller 
companies have fewer in-house programs for substance abuse r s, and only 45% of 
the· total sample have company-sponsored employee assistance programs. As size 
increases, company response to problems becomes more systematic. In all 
companies, however, the super visors play a vital ro l e in reporting problems 
and provlding the first intervention. Smaller companies should be encouraged 
to do more for troubled employees, while l arger firms should try to provide 
for supervisory training in identification and counseling. 

Mannello, T., and F. Seaman. Prevalence, Costs, and Handling of Drinking 
Problems on Seven Railroads. University Research Corporation ( prepared 
for the U.S. Department of Transportat i on ) , December 1979. 

This in-depth study of the a l cohol abuse problem in the railroad industry 
reports that, in 1978, employee assistance programs successfully rehabilitated 
some 75% of the clients whom they served. Of all the problem drinkers in the 
industry, however, less than 5% were rehabilitated. 

Three measures of program effectiveness are discussed: the basic success 
rate, penetration rate, and rehabilitation rate. The report concludes that, 
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in the final analysis, company disciplinary and program efforts do not 
adequately control the job-related effects of alcohol abuse in these seven 
railroads that were studied. 

Matthews, C. Effects of Treatment Outcome on Job Performance. 
Ecology Institute, 7334 Chapel Hill Road, Raleigh, NC 27606. 
17 -76, January 1976. 

The Human 
Report ;/FR 

This paper investigates the assump t ion made by industrial EAPs that 
treatment or alcoholic employees will result in impro ved \"or k performance and 
is thus beneficial to both employee and employe r. The methodology emp loyed is 
a comprehensive review of the relevant literature. Two specific research 
objectives were: (1) identification of existing alcoholism treatme nt 
modalities, and (?) assessment of the impact of these modalities on the work 
performance of employed problem drinkers. Three broadly defined treatments 
were studied: in-patient, out-patient and combined ( in-patient followed by 
out-patient). The effects on work performance of these three treatment types 
are reported. Duration of treatment and demographic characteristics of the 
treated sample are also measured in relation to treatment outcome. Al though 
results suggest differences in improved work performance for the three 
treatment groups, some of the differences may be due to observed variability 
in the demograph i c makeup of the groups. In general, though , all three 
treatment approaches were associated with overall improved job eff i c ien cy. A 
list of f ifty-eight refere~ces is provided. 

Myers, Donald W. Measuring Cost Effectiveness of EAPs. Risk Management, 
Vol.31, No. 11 (November 1984): 56-61. 

Employee assistance programs (EAP) are implemented by emp l oyers to 
alleviate employee problems relating to such stresses as: 1. alcohol or drug 
abuse, 2. mental illness, 3. compulsive gambling, 4. marital discord, and 
5 . financial difficulties. Various EAP cost-effectiveness stud i es have been 
undertaken, but none adhered to fundamental social science research 
methodology. Of those claiming savings of up to $8 for each $1 invested in an 
EAP, none presented adequate documentation of how research was conducted or 
what variables were considered. The lack of accurate cost / benefit data has 
meant that some employers have scaled down EAPs or replaced full-service in­
house programs with group programs or even "hotline" referral services. 
Empirical evidence supporting the benefits of EAPs is essential if the EAP 
concept is to survive. 

Norris, Eileen. 
the Bottle. 
53-54. 

Alcohol: Companies Are Learning Ways to Help Workers Beat 
Business Insurance, Vol.15, No.46 (November 16, 1981) : 1, 

Some 600 US companies, aware of what alcohol and drug-addicted workers 
cost both the company and themselves, are offering in-house or contracted 
employee wellness programs . A study of those who participated in Kennecott 
Copper Corp. 's Insight program, found a 52% improvement in attendance, a 75% 
decrease in non-industrial health and accident insurance, and a 55% reduction 
in hospital, medical, and surgical costs . Illinois Bell Telephone Co .' s 
health evaluation program attempts to identify and treat employees' emotional 
and physical problems before productivity is affected. Such programs indicate 
that alcoholism and drug abuse are being recognized and treated, although only 
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a fraction of the est imated 500 ,000 US employers with 100 or more workers 
provide emp l oyee assistance programs. State l egislation is beginning to hel p 
by mandating that insurance companies cannot write a health policy without 
including benefits fo r alcoholism and drug abuse, or simi lar provisions . 

Occupational Alcoholism 
( July / August 1979): 

Programs--Wave 
43 - 45. 

of the Future. Personnel 56 

A three - day labor -management conference sponsored by the National Council 
on Alcoholism (NCA) is summarized. Advocat ing occupational programs as an 
important way to deal with the prob lem of alcoho lism , the NCA presents the 
results of a survey it r ecently undertook . addition to preva l ence rates, data 
are presented concerning program results . One major company, for example, 
reported a 50% decrease in lost hours, a 30% drop in sickness and accident 
benefits paid, 56 7,, fewer leaves of absence, 63% fewer disciplinary actions, · 
and an 82% decrease in job related accidents. 

Schlenger, W. , 
Programs. 
NC 27606. 

and B. Hayward. Assess ing the Impact of Occupational 
The Human Ecology Institute, 7334 Chapel Hi ll Road, Raleigh, 
Octo be r 31, 19 75 . 

Thi s paper examines two dimensions along whi ch we may assess the impact of 
EAPs: ( 1 ) assessment of cost and cost saving s assoc iated with occupational 
programs, and ( 2 ) assessment of the impact of occupationa l programs from the 
perspective of the C001Illunity as a whole. Various me thodologies for conducting 
the assessm~nt are presented and the merits of each are discussed. 

The authors conclude that, while some progress has been made in develo ping 
occupational program~ and assessing their impact, there are t wo specific needs 
fo r the future: (a) more accurate estimation methodo logies, and ( b) a broader 
context for impact assessment. 

Schramm C. Measuring the Return on Program Costs: Evaluation of a Multi ­
Employer Alcoholi sm Treatment Program . American Journal of Public Health 
67 ( 1977) : 50-52. 

In 19 72, one of the first comprehensi ve alcoho li sm programs ( referral and 
treatment ) designed to serve multiple employers and unions was establ i s hed in 
Baltimore. The project, known as the Employee Hea 1th Program ( EHP ), is 
involved in basic research concerning the behavior of alcoholic employees and 
EAP cost / benefit analysis. A return on inves tment model was developed. This 
brief paper illustrates how cost savings resulting from an industrial 
alcoholism program can be conservatively estimated by using hourly wages as a 
direct proxy for the value of production not lost by problem drinking among 
workers . 

Sherwood, G. C., and C. H. Aharan. Constructive Coercion: A Comparison of 
Treatment Results with Voluntary Versus Employee Referred Alcoholics. 
Paper presented at the Twenty-fifth International Institute on the 
Prevention and Treatment of Alcoholism, Tours, France, 1979. 

A follow-up study to examine the functioning of 132 alcoholics during the 
year after 
undertaken. 
participants 

they 
A 

in 

had received 
comparison was 
the program. 

treatment in a residential program was 
made of employer-referred and voluntary 

Results indicate that coercive techniques 
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(employee referrals) were more effective in inducing noteworthy alcoholics to 
change behavior. 

Smith, G. Study of Effectiveness of Railroad Alcohol Programs: 
the Process and Outcomes of Railroad Alcohol Programs. 
Research Corporation ( for Department of Transportation), 
TSC/640-0237/WB. 

Evaluation of 
University 

Contract No. 

This is a report on one segment of a larger project carried out for the 
Department of Transportation by University Research Corporation. The entire 
project is divided into four segments, all relating to the evaluation of the 
process and outcomes of railroad alcohol programs: ( 1) definitions, ( 2) 
prevalence, (3) costs, and (4) evaluation. 

Sonnenstuhl, William J. and Paul M. Roman. A Comment on Medicalization in the 
Workplace/Further Support for Medicalization in the Workplace. Journal of 
Applied Behavioral Science, Vol.18, No.1 (1982): 123-127. 

Roman's (1980) study of medicalization in the workplace hypothesized that 
the existence of employee assistance programs (EAPs) would lead supervisors to 
choose medical solutions to an employee's JOb performance problems. 
Sonnenstuhl comments on the study, citing statistics on EAPs which do not 
support this hypothesis: 1. Most EAPs are programs on paper and not in 
practice, 2. Where EAP exist, they are not properly funded and staffed, 3. 
Most referrals to EAPs are made by employees, rather than by their 
supervisors. Roman responds that medicalization in the workplace is a 
meaningful social trend. The fact that many programs are in operation, and 
that they are funded and staffed at all is evidence for this. It is erroneous 
to compare self-referral and supervisory referral statistics. 

Spicer, J., P. Barnett, and D. Klien en. Outcomes of Employer Referral for 
Treatment. NCALI Promotional Literature, 1979, 21 pp. 

The outcomes of year after treatment of persons referred to the Hazelden 
Foundation· for treatment of alcoholism and/or chemical dependency problems by 
their employers in 1974, 1975, and 1976 are summarized. Characteristics and 
backgrounds are described for 283 clients. It is reported that those persons 
referred by employers are successful in maintaining a drug-free, satisfying, 
and occupationally stable life one year after treatment. 

Survey Results Announced of Employee Alcoholism Programs. Occupational Health 
Nursing 23, (August 1975): 48-49. 

This is a brief report of a survey conducted for the Corporate 
Headquarters Alcoholism Project by Greenleigh Associates, Inc. These are the 
preliminary results of a survey of large Corporations with headquarters in New 
York City. 

Various trends are noted: (1) companies with alcoholism programs tend to 
have them throughout their full corporate structure; (2) Most treatment 
resources are outside the company; (3) Most companies with alcohol programs 
indicate that they have a written policy statement about alcoholism; (4) 
Programs are typically administered through the medical or personnel 
departments of the companies; and (5) Companies with programs are likely to 
have insurance coverage for the treatment of alcoholism. 
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Ter ry , A. F. Employee Assistance Programs in Australian Industry . Work & 
People (Australia ) , Vol.10 , No .3 (1 984) : 9- 15. 

A study was conducted of the employee . a~sistance programs (EAP) or 
occupational drug and alcohol programs (ODAP) of 6 Australian organizations to 
determine their effectiveness in recognizing and dealing with alcohol - and 
drug - dependence problems . The programs had been in force an a verage of 3 
years , and each program had a specific po licy statement on disciplinary 
approaches toward employees wi th prob l ems. Each program follow ed guidelines 
approved by the 1981 ODAP 11 conference regard ing: 1. union / management 
commitment, 2 . assessment, referral, rehabilitation, and follow - up 
activities, 3. training, 4. education, and 5. evaluation . Questionnaires 
·were completed by a sampl e of emp loyees . Results indicate that super vi sors 
have a need for the EAP processes and are willing t o use them . The processes 
are clear , easy to follow, and suit their needs. Most employees and 
supervi sors prefer using re sources located outside the parameters of the 
formal prog ram. That preference may indicate mistrust and cynicism in the 
Australian wor kfo rce. 

Trice, H. M., J . M. Beyer, and R. E. Hunt . Eva luating Impleme nta tion of a 
Job - Based Alcoho l i sm Pol icy. Journal of Studies on Alcohol 39 ( 1978 ) : 
448 - 65. 

This study assesses the implementation of t he U.S. Civil Service 
Commission's alcoholism policy for civilian employees. The following aspects 
of poiicy implementat ion are evaluated : formal po licy statements , local 
adaptation, diffusion of policy prov1s1ons, resources to execute policy 
prov1s1ons, agreement and support of supervisors, influence of labor unions, 
and extent of actual and expected use of the poli cy . 

Results indicate that, although an alcoholism policy was in existence at 
the wor kplaces studied, several defects were observed in its imp lementat ion. 
These defects are discussed. 

Wagner, William G. Ass is t ing Emp loyees with Personal Problems. Personnel 
Administrator, Vol.27, No. 11 (November 1982) : 59 - 64. 

Employee assistance programs ( EAPs) help employees with personal problems 
and as a result, improve productivity and reduce costs. The City of Phoenix 
has been operating an EAP, Project Concern, since 1974. It has a 50% success 
rat i o and has returned about 565 of its participants to ful l productivity. It 
is estimated that Project Concern offers in - depth, persona l counseling. It is 
not predominantly a referral service. Although requiring a broader counse lo r 
expertise over a wide range of areas, such as family, marriage, heal th, 
fi nance , alcohol and drug abuse, preretirement, and career, the program 
provides a sense of security. The employee is not given a quick diagnosis and 
then referred to an outside community source. The in - house counseling of 
Project Concern allows follow-up counseling sessions which are more easily 
controlled and provides a greater show of employer concern. 
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Wh i te, Kenne th W. "Wellness " Can Save Lives - and Dollars. 
Underwriter ( Property / Casualty), Vol.85, No .36 (September 4, 
15, 50. 

National 
1981 ) : 14 -

In his 1981 study on health risk factors and their control, Charles A. 
Berry proposes that "we llness" programs ultimately achieve savings for 
employers significantly in excess of program costs. Berry believes wellness 
programs are effective for any size emp loyer . Such programs inc l ude : 1. 
smoking cessation, 2 . control of hypertension, 3. stress ma nageme nt, and 
4 . contro l of alcoho l/drug abuse. The · steps t o a positive hea lth promot i on 
program include : 1. evaluating company r esources and capabilities, 2. 
compiling information on emp loyee needs, and 3 . continual monitoring and 
evaluat ion of program results . Although few smaller companies provide 
wellness programs, there are distinct advantage s to on-s ite programs , s uch as 
employee convenience and empl oyee confidenc e in the company - sponso red 
program. Some large companies which sponsor wellness programs already have 
saved money, e.g . , a $2 . 2 million annual savi ngs reported by the US Posta l 
Service. 



231 

V. UNI ON INVOLVEME NT 

Alcoholism in Arbitration. 
154- 57 . 

Labor - Manag eme nt Al coholi sm Journa l 9(4) (1980) : 

The outcome is presented of grievance and arbitration proceedings 
result ing from an employee be ing fired for driving a company vehi c l e dur i ng 
working hou r s whil e intoxicated--an offens e for which he was a rrested and co 
which he pleaded guilty . 

Beyer, J. M., H. M. Trice, and R. E. Hunt. The Impact of Federal Sector 
Un ions on Supe rvi sors ' Use of Per sonne l Polici es . Industrial and Labor 
Relations Rev i ew 33(2) : J anuary 1980 , 212 - 29. 

This study wh i ch i nvestigates the role t hat unions play i n ma nagement­
i nitiated alcohol i sm po l ic i es. Inte rv iew data were co l lected f rom supervi sor s 
in seventy-one f ederal i nstallations and from na tional and local union 
off icials. Results sugges t tha t t he presence of a union i s re l a ted to a more 
frequen t use of the of fic ial alcohol i sm po l i cy . Fur the r mo re , a supervisor ' s 
awareness of a union's pos ition on the policies i s also related to grea cer 
utilizacion of the po licy . The authors then discuss plausible reasons fo r cne 
various compromises that occur in the us e of each policy . 

Course for Union Offi cers i n Occupat i onal Substance Abuse and Advanced Union 
Peer Counselor's Course. Central .Labor Rehabil i tat ion Counc il of New 
York, Inc., 1980, 3 1 pp. 

Two courses dealing with occupational substance a buse f or un i on off i cers 
are presented. The fi r st course provides leader ship peop l e in the trade un ion 
mo vement with informatton about substance abuse and pr og r ams tha t ha ve 
a ttempted to deal with it in the context of trade union philos ophy . The 
second is an advanced cour se in uni on peer counse ling. 

Goodfellow, Matthew. Insurance Uni oniza t i on Ine vitable? 
( Proper t y/ Casualty ), Vol.85, No.11 (March 13, 198 1) : 

National Underw r iter 
29-3 1. 

Unfortunately, most executives do not have the patience or time to listen 
to his or her employees. By listening to empl oyees, emp l oyers can fores t al l 
un i on organizers. Under the law, organ i zers can prom i se anyth i ng, and i f 
their promises do not work out, it is the employer's fau l t. The on l y weapon 
aga i nst this tactic is to listen to the employees and tra i n your 
supervisors . We found that a successful supervisory train i ng course must have 
at least 4 elements: 1. The supervisory tra i ning must be planned to ach i eve 
certain measurable objectives, 2. The training must be "adjusted" to the type 
of employees that supervisors oversee, 3. The training must consider the 
working environment of the office or department, 4. The training must be of a 
particular kind. Research indicates that employee dissatisfaction does not 
s eek outlet along union lines, but discontent is channeled in that direct i on 
by organizers who know how to take advantage of i t. The first step toward 
union avoidance among white and bl ue collar employees· is the recogn i t i on of 
discontent . To listen to employees and understand them takes a great amount 
of time, effort, and sk i ll . 
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Humphrey, C. E. Arbitration and Alcoholism. Paper delivered at the Th ird 
Biennial Canadian Conference on Occupational Al coholism and Drug Abuse, 
Ottawa, Canada, September 1979, 26 pp . 

Some of . t~e bas i c concepts that arbitrato rs have developed i n dea ling with 
employee alcohol - related pr ob l ems are addressed . Two major categories of the 
problem are differentiated: ( 1) em ployees with a l cohol or drug - rela ted 
probl ems, and ( 2) employees ,✓ ho engage in a l cohol - re la ted mi sconduct. The 
author believes that the emp loyee who engage s in wha t is truly an isolated 
incident of alcoho l - related misconduct is, a nd shou l d be, subj ected to 
dis c ipline in the same way as an emp loye e invol ved in any other t ype of 
industria l misconduc t . Case stud i es of employees with a l cohol-related 
problems are also presented. 

O'Keeffe, J. P., and M. O'Sullivan. Developing Alcohol i sm Services for 
Retired Workers and Their Families. Paper presented at the Twenty-fifth 
International Institute on the Prevention and Treatment of Al coho l ism, 
Tours, France, June 1979. 

The Uni ted Auto Workers (UAW) is e xtensively invol ved in a Join t union ­
management approach to alcoholism and drug abuse as they affecc the work 
performance of active l y employed persons. The UAW is also developing 
al cohol i sm service programs for its retired member ship and the public 
community . Retiremen t trends and al coholic patterns are examined to emphasize 
the need for such programs. 

Schramm, C. Development of Comprehensive Language on Alcoholism in Collective 
Bargaining Agreements. Journal of Studies on Alcohol 38 ( 7): 1977, 1405 -
27. 

Thi s paper reports on a project that e xplo red the processes by which 
language on alcoholism is incorporated into labor-management contracts. The 
di scussion is div ided into three sec~ ions. The fir s t surveys the l anguage in 
selected major collective bargaining agreements . The second sec tion reports 
on the state of language among the part i cipants of a particular program (the 
Baltimore Emp loyee Health Program- - EHP ), the operating a rm of the pro j ec t. 
Finally, in conclusions based on the rev i ew of nationwide trends and on the 
experiences of EHP employers and unions, the third section identifies four 
stages in the process of developing comprehensive contract language on 
alcoholism in industry, with emphasis on the role of EHP in encoucaging and 
facilitating this process. 

Data from the study indicate that provisions for di sc i pli ning and treat ing 
alcoholic employees vary widely. 

Trice, H. M. Evaluation of Consultants and Coordinators . Labor-Management 
Alcoholism Journal 7 (May 1977): 29-34. 

As part of a larger study on the effectiveness of internal coordinators 
and external consultants of occupational alcoholism programs, the influence of 
union involvement was assessed. Two conclusions were drawn. First, union 
involvement was found to be far more effective than even the most enthusiastic 
efforts by internal coordinators in achieving policy implementation. Second, 
line supervisors who ware aware of the union's pos i tion on the alcoholism 
pol i cy used the program twice as much as unaware supervisors. 



233 

Trice, H. M. A Summary of Re cent Studies Done by the Pr ogram on Al coholism 
and Occupational Health, School of Industr i a l and Labo r Relations, Cornell 
Un i vers ity , I t haca , NY . Report prepared for Donald Godwin , Chief, 
Occupations Branch , NIA AA , HEW . Rockvi ll e, MD, December 26, 1977, for use 
i n the boo k Alcohol and Hea lth . 

Th is i s a summary report of recen t research undertaken by the program on 
Al cohol ism and Occupa tional Health a t Corne ll Uni vers i t y ' s School of 
Industrial and labor Relations . Significant i s the conc lus ion drawn 
concer ni ng the impact of unions on program impl ementat i on : The overa l 
influence of a union seems to be as e ffe ct ive in policy i mpl ementa t ion a s the 
actions of management . Three f actors wer e spec ifica lly found to i ncrease 
supervisors' use of the a l coholism policy: (1 ) their awareness of the uni on's 
pol i cy position, ( 2) awarene~s of the policy's adversa ry power, and ( 3 ) 
perception of the po l icy's influence among employees . 

Trice, H. M. Job- Based Alcoho l and Drug Abuse Programs : Re cent Program 
Developments and Research. Dupont , R. and Golds tein , A. , eds . , and J . 
0 ' Donnell, Hand book on Dr ug Abuse . Washington : Gover nme n c Pr i n ting 
Offi ce , 1979 . 

Thi s re view of recent data on a l cohol and drug abuse prog r ams re por ts a 
tr end toward a more coopera t i ve atmosphere be tween ma nagement and union s . One 
study~ for examp l e, showed tha t uni ons i n the federa l government play a 
prominent ro l e in the po l icy imp lementat i on process. Furthermore, both 
emp l oyees and unions seem i nc r eas ingly willing to de ve l op co llect ive 
bargaining language on alcohol i sm. Some differ ences in belie f s concerning the 
drug problem however, a re a l so reported be tween management and unions . 

Trice , H., Hunt, R., and J. Beyer. Alcohol ism Programs i n Union ized Work 
Se t ti ngs: Prob lems and Pr ospects in Union - Management Coope ration . 
Jour na l of Dr ug Issues 7( 2 ) : Spring 1977 , 103- 15 . 

Thi s paper explores the feas i bili t y of deve l oping jo i nt un i on - ma na gement 
alcohol ism programs for employees. The authors conc lude t hat, whi l e both 
sides generally agree on the goals of such programs, a number of prob l ems 
exist with respect to their actual operation. First, in programs that use 
constructive confrontation strategies, the union's shop steward i s in a 
particularly difficul t position since he must side with management in oppos i ng 
hi s fellow union members-. Second, disciplinary measures concern i ng a l coho l 
abuse are generally not evenly distributed throughout the organizat i onal 
structure, since a disp ropo rtionately large number of low s ki l l leve l 
employees are disciplined. Third, although a joint union - management eff ort i s 
optimal, union involvement is often diminished or even negl ected. Finally, 
the trend toward "broadbrush" programs is resisted by many unions as being an 
extens i on of management's doma in into the area of mental health (an area of 
traditional union susp i cion ) . Collect i ve bargaining and grievance procedures 
are suggested as poss i bl e remedia l strateg i es to bring the two s i des toge t he r . 

... 
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United Steel Workers of America . Alcohol ism : Programs with Promise: An 
Action Guide to Rehabilitation Programs for Occupational Alcoholi sm. 
Pamphlet /1224 ; Education Department, five Gateway Center, Pittsburgh, PA 
15222. 

Thi s guide to establishing a joint labor - management alcoholism program is 
put out by the United Steel Workers of America. The publication is based on 
the premise that the most effec tive approach to the problem of alcoholism 
rehabilitat ion is a joint, cooperative effort by union and company. A 
planned, step-by- step program of help and s upport i s advocated and outlined. 
The following topics are also covered: an overview of rehabilitation 
programs, informal approaches, joint union - company programs, and the optimal 
fun ction and substance of such a joint policy statement. A self- inventory for 
existent occupa tional a l cohol i sm programs is i nc luded, along with discussion 
guides to assist in program development and change. 




