

















List of Figures.

Charts 1to 6 : The Biographical Data of the Respondents.

Figure 7 : Range of Activ idvocacy of the EAP.
Charts 8 to 11 : Capacity buildin stionaries.
Charts 12 to 15: The EAP and Ei lity.

Chart 16 . Employees’ fammvt:AP.
Charts 17 to 18: The fmﬂ ) itryce‘i Jyernfiqy@bout the programme
. and EII’thi |zat 0 freqﬁenc(:%

Charts 19 to 25 : Reasons for utilization and benefits of the EAP.

vi













































(b) To examine how the provision of EAP services has affected the
productivity and performance of the troubled employees. The project
looked at the level of satisfaction with the programme among the
beneficiaries terms of :

i. )b efficiency and performance

i. Betterment of the employee’s private life

1.6  Significance of the Study.

EAP is an on-going programm > and it is the opinion of the
researcher that the 1dings ani 1s of this study will produce a
feedback that could improve o /, not only in the department

under study, but in other prOVinuvua as well. In other words, this
research will be usefi [Uﬁsﬂférig;ﬁ?rgﬁﬂlgm %for the EAP services.
Currently, the public sector eppitiee 1t dased WRE various challenges. This

study took the applied research format.

Newman (1997:22) asserts that applied research attempts to solve specific
problems to help practitioners accomplish their tasks. The findings will unveil
both the strengths and set backs of the programme. The recommendations will
try to give practical solutions to these problems hence provide a basis for

improving the practice of the implementation of the programme.

1.7 Definition of terms and concepts encountered in the Study.
tilization-This refers to making use of services and facilities provided by the

employer in this partict ir study it refers to the use of the EAP services.



Accessibility- The capacity or ability to use the EAP services by the troubled
employees and/or their immediate family members.

Approaches-Used interchangeably with models in this study, this term refers to
the various methods by which the EAP is carried out in the Department of
Agriculture which in essence forms the core of this study.

Employee—A person legally employed by an employer, whether part-time, full-
time or temporarily.

Troubled employee- An employee suffering from any personal or work related

problems. This may resultin a la omic and social functioning.
Supervisor- An incumbent in ority in an organization. Their
major function is to oversee the | oordinate staff.

Referral-This is when an employ \.v.\es him/ herself or is referred by
the supervisor for any t*@?ﬁRFéF Wcsfqu)wﬁﬁ%

Service Provider- A selectetiatimty thgt Brovdesy IERP professional services to
clients. This is done according to a formal contract.

Review —This will im| /the examination of the actual process of carrying out the
Employee Assistance Programme in the provincial Department of Agriculture in
the Eastern Cape Province of South Africa,

EAP Practitioner- A person-not necessarily a professionally trained person-
performing EAP spec : related tasks, i.e. referral, liaison, or training.

EAP Professional- A professionally trained person, performing EAP specific
related tasks, i.e. therapy, counseling, marketing, evaluating.

Productivity-The rate at which employees perform their tasks at the workplace

as specified by their jo ' description.


















CHAPTER TWO
LITERATURE REVIEW
2.1. Introduction.
According to Leedy and Ormrod (2001:70), those who do research belong to a

community of scholars each of whom has journeyed into the unknown to bring

back a fact, a truth, and a p« t they have recorded of their
journeys and their findings make ore the unknown; to facilitate in
" the discovery of a fact, a truth . Leedy and Ormrod (2001:71)

continue and clearly maintain mavme researcher knows about the
investigations and peﬁpﬁﬂ}@% Jfageii)foFBef.rt Hlﬁ I‘é research, the more
effectively they can tackle fhgf## é@n reseeith HtoBlem. The function of this
chapter therefore, is to “look again” at what others have done in areas that are
similar, though not necessarily identical, to ones own area of investigation. The
chapter describes the theoretical perspectives and previous research findings

related to the utilization of EAPs.

The National Institute of Alcohol Abuse and Alcoholism in the United States as a
way of widening provision to include problems other than alcohol coined the term
‘Employee Assistance Programme” (EAP). According to Carroll (2002:24), more
and more organisations are becoming aware that people are truly their best
assets and employees do not leave their problems aside as they turn to face their
working day. Corporate social responsibility is the main reason why organisations

embrace EAP and employers view this programme as being beneficial not only to
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The three basic E/ ' models are Hotline, Consortium, and Contract models.
These three models provide services on a contract or external basis. The other
models such as the -house, Union-based, and Union-employer models provide
services on an internal basis (Myers, 1980:83). Carrel ef al (1995:598) agree with
Myers (1980) when they categorise the programme’s operations into two general
categories as follows: internal programmes that use a full time staff of
counsellors and other employees, and referral centres that use a full time
specialist who identi s the problem and refers the employee to a community
agency for treatment.

Carroll (2002:10) observes that t .ory of work place counselling,
the EAPs were set up as ‘“int I”. The former is part of an
organisation and the latter is u,v\, specialising in providing the
programme to a numbeU)f or%anisatigms. Ciaifgo(g &0?%2312[) elaborates on the two
broad categories of EAP mddejeahdy’ argues tiéat exeernally based models are
those “brought in from outside the organisation”. Such programmes, he
contends, are usually administered and organised from outside. On the other
hand, internal programmes involve using an on-site EAP practitioner who might
be either full time or part time. In some instances, according to Carroll (2002:34),
in-house programmes may use a team of practitioners employed by the
organisation to work with the employees of the company. In cases where the
EAP is introduced as -house, the service can either be part of an already

existing department or an independent unit in its own right.

Dickman et al. (1988:133) are also of the opinion that several EAP models have
evolved and part of the diversity has come from the variation in size of the

organisations, the ava bility of internal resources to donate to employee
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assistance services, and the willingness of the organisation to expand resources.
They further contel that no particular model can be identified as the best model,
and referral to the best model will depend on the specific type of the organisation.
It would be of adva age for the organisation to first assess various EAP models

before finalising the decision on implementing the plan.

Klarreich et al. (1985:112) corroborate that no one model for the development of

the programme would fit all work situations. They contend that in most cases, the

model to be used is determined ie location of the organisation.
However, the nature and the s s of the work force are also
important factors to consider. )) also supports the above

argument and contends that an \..v,\;e counsellor has access to a
range of models applicﬁble to diffenéent Cﬁ%ﬂdﬁﬁ?@nt situations. Carroll
(2002:10) further points out thagthegterhus e d-deridus debate on the relative
merits of each of these, but Hoskinson (1994) urges for a movement away from

this artificial adversarial approach towards seeing the advantages of both.

2.51 The Internal Model.

The Internal model is referred to as In-house or On-site Programme. There are
‘many good In-house programmes. When they are staffed by professional
clinicians and supported by the organisation in which they are placed so that they
are not just “paper” programmes, they could be very effective (Klarreich et al,

1985:9).

According to Myers (1984.7), the employees of the organisation will staff the

internal programme and these could include social workers, alcoholism
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(b) The Consortium Model.
Consortium in terms f an Employee Assistance Programme means that a group
of employers in a ¢ en geographical area work together in order to establish

effective EAPs servi | their common interest. (Beugger, 1987:11)

Klarreich et al. (1995.60) corroborate the above and highlight that the members
of the organisation that collectively own the system will also govern the

consortium. Organisations that for economic or other reasons do not wish to

initiate their own programmes us kaba, (2005:28) also supports
the above scholars and argut odel, the costs of a full time
coordinator tasked with hirin vices is split amongst the

participants. The participating owv O services on a capital basis,

which is a fixed fee perﬂrijﬂ@/é% gfgp%ﬂhtpa%tn FT?IY@Y helps to reduce the

responsibility of a single employe.

Similar to the above, | 1ener and Hutchison (1988:138) discuss another external
model referred to as Union based. They argue that the employees’ union
provides the planned services within this programme structure. Motivation for

assistance can be done at the work-site by union coordinators.

Employee Assistance Programmes in the Eastern Cape Province is rather a new
innovation and it is the opinion of the researcher that most departments still do
not have the capacity to run independent programmes. In other words, the

relevant workers and appropriate systems that form the foundation of a
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Carroll (2002:33) points out that the external EAP programme is usually not part
of the politics of the organisation. The external EAP service programme can offer
a number of counsellors with different skills, background and competences, and
the out-house programme can challenge what is taken for granted by the

organisation.

2.5.2.2 Weaknesses of the external model.

Carroll (2002:33) points out the criticisms of the external model and argues that

the external service provider m: in what they offer, the service
provider is usually profit oriente the contractor can unwittingly
get involved in the politics of the y may also not understand the

culture of an organisation. This vc the external service provider
may not know much a%%@iqfﬁ?%f fFaE()\ [thﬁ érie clients come, and the
staff of the contractor may haf8envemdd expetiente of workplace counselling.
Compared to the in-house model, the external model has no ownership of the

programme.

2.6 The Union-Based Model.

The South African put : and private sector workplace is highly unionized. It is for
this reason that most programmes that are initiated by the workers’ unions and
labour movements are likely to be heavily supported.

Harper (2000:129) explains that the union at their office or hiring hall provides the
EAP services within the Union —Based programme structure. The motivation for
assistance is carried o1 at the work site by union co-ordinators. This is followed
by a treatment referral.  essence, external treatment resources are fully utilized

and the EAP personnel organize any follow-up. It is important to point out that the

27






























dollars annually in lost productivity, health care costs, and workers’

compensation payments.

In line with the above, the findings of a research study conducted by Cooper et
al. (1990:10) indicate that there is a direct relationship between EAP counselling
and service delivery. The study discovered a significant improvement in terms of
reduced absence from work after the clients had received EAP counselling.
Carroll (2002:23) agrees with these findings and contends that it makes practical,
human and economic sense 1e counselling forum where

employees can deal with their pe sional problems.

o
However, Reddy (199%1 %?@W%T’prﬁﬁ&'éhems survey of top

managers of British firms con&dié6y the fienvisletlfite proponents of the EAPs
when he questions the existence of a direct commercial relationship between the

programme’s counse ng and business performance.

Though the EAP may ideally play a very significant role in uplifting employee
productivity, it needs not to be viewed as a panacea. As noted above, EAP plays
a crucial role, but the researcher feels that if looked at in isolation from other
enabling factors such as access to relevant training, little if not nothing will
change in the level of employee productivity. Verifiable indicators as well as the
programme’s monitoring tools as regards productivity also need to be put into

consideration.
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2.12 Objectives of : pervisory training.
According to the E. PA SA standards, the following are the objectives for
supervisory training.
¢ To enhance functioning of the EAP in the organisation.
e To clarify for supervisors on their role in the assessment of poor
performance and the referral process.
Blair (1990:23) identified the following objectives for supervisory training:
e To teach supervisors how to confront an employee constructively.
e To teach supervisors pr expected to follow.

e To teach them how to ic mployee.

The above requirements have bee'lsewhere in this presentation and
re-emphasizing them v@;ﬁ Naéwff?peiftpmaﬂ dFger.

However, the researcher wamts 1t fioté tHat-bothr the standards committee and
the scholar above pal illy put the long-term success of the implementation of the

EAP on the skills of the supervisors.

The researcher would also like to put across two reasons why the supervisors

should be considered as key role players in the implementation of the EAP.

Prima vy, the supervisors are in contact with the employees daily. This means
that training them wot  be a good investment for the department because they
will be in a better position to identify troubled employees than the departmental
EAP practitioner. Secondly, supervisors do have a closer working contact

relationship with the employees and are therefore likely to know them better than
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CHAPTER THREE
THE LEGISLATIVE FRAMEWORK FOR THE EMPLOYEE

ASSISTANCE PROGRAMME.

3.1 Introduction.

The Employee Assistance Prog on certain aspects of the law,
which form the legal framework :AP does not have any direct
legislation, the laws discussed ir 2 a very large influence on the

course of its implem: tation in l..vv\. Provincial Administration. The
researcher observed t}ﬁjl W%? Sfep% E,tte T%&, of their day in the
environment of the workplacé, g€ e Bitiployaraitsy €eegal responsibility towards
their well-being. If the employers fail to fulfil or meet their obligations, they are

likely to contravene the following legal provisions illustrated in this chapter.

Arroba and James (1999:25) argue that the workplace has experienced recent
developments with legal actions brought by employees against their employers
for damages resulting from working conditions. This has prompted the extension
of the scope of health and safety legislation so that the workers’ emotional,
psychological, along with their physical well-being are covered by law. Arroba
and James (1999:26) add that the experience of being at work is not supposed to
cause emotional diffict ies and each organisation has a legal responsibility to

ensure a health emotional well-being of its employees.
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CHAPTER FOUR
RESEARCH METHODOLOGY

4.1 Introduction.

This study aimed at reviewing implementing the Employee
Assistance Programme in the De ulture and the progress made
vis-a-vis helping the troubled er..,,v,..’ referral. In order to ensure
| comprehensiveness, relﬁbﬂiﬁ? @P% )@J%’%F dla.[a ﬁf Esearcher used both
quantitative and qualitative métg&deaRaflinbluddtE Yifided in-person interviews,
questionnaires, document reviews, library search and internet browsing. This
chapter discusses the research design used by the researcher, as well as the

descrip  on of the methods and instruments used in data collection.

It continues with the description of the population and sample used for the study,
the procedure used in selecting the sample, and the techniques used in data
handling and analysis. The chapter ends with the problems that the researcher

encountered during the study and ethical considerations.
4.1.1 Purpose of the Study.

As stated earlier on in this report, the purpose of the study was to review the

implementation of the EAP in the selected department, and assess the progress
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4.2.2 Case study.

In this research, the Department of Agriculture was selected as the unit for study.
According to Welman and Kruger (2000:190), a case study is a limited number of
units of analysis (often only one), such as an individual, a group or an institution
that is studied intensively. The techniques used for data collection included an
open-ended questionnaire, structured interview schedules, and Focused Group
Discussions (FGDs). The reading of literature on similar case studies was also
carried out. The works of sev the area under study were

reviewed.

Leedy (2005:135) points out that u. v d programme or event may be
studied in depth for a dﬁﬁ‘i@@% 'l‘};ueorfﬁiqe%%this design because
the EAP is a unique programiiétfat conimene&d ¢ e Eastern Cape provincial
administration fairly recently. Reviewing it and finding out how it has been
implemented so far in the Department of Agriculture would be beneficial in many
ways. To begin with, t  would promote understanding and appreciation of the
programme. Secondly, is study would inform practice in similar situations in the

other provincial departments.

4.2.2.1 Open ended questions as opposed to close-ended ones.

The Azaliah College (1999:68) is of the view that open ended questions are
used for complex questions that cannot be answered in a few simple categories
but require more detail and discussion, whereas close ended ones are used

where the answers are discrete, distinct, and relatively few in number. The
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researcher opted to use open-ended questions for the study for the good reason
that the respondents »uld answer adequately giving detail and clarification to
their answers. Open-ended questions allowed more room for creativity and self-

expression by the respondents.

On the other hand, open-ended questions had weaknesses in that worthless and
irrelevant information s at times collected. The non-standardised data made
statistical analysis difficult, and at times, these types of questions required more

of the respondents’ time.

4.2.3. Structured in-depth inten

The Azaliah College (1999:78) elauv. a structured in-depth interview,
the content and procedﬁﬁ%mfip fﬂaf’gﬁ? mquence and wording
of the questions are determihéd BY twedHs-of & dehedule and the interviewer is

left little freedom to make modifications.

Cohen and Manion (1982:246-250) distinguish between three kinds of structured
interviews. These comprise of fixed alternative items that allow the respondent to
choose from two or more alternatives, and open ended questions where a
minimum restraint is put on the answers given by the respondents. The third kind
consists of scaled items where the responses are structured by means of a

series of gradations.This research project mainly utilised the first two types.

The researcher asked a standard set of questibns. Leedy (2005:184) advises
that researchers are more likely to gain the participants’ cooperation if they show

a genuine interest in what the participants have to say. During the course of this
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were an unspecified number of EAP practitioners employed by the department.
The aggregate nun er of the population involved was approximately one

hundred and fifty.

4.3.3. Size of the sample studied.

De Vos (1998:191) defines a éample as a small portion of the total set of objects,

events, or persons, which togett subject of the study. McMillan
and Schumacher (1997:401) poir searchers propose a minimum
sample size and then continue ple as the study progresses.

For proportionate representation, clvust effectiveness the researcher
used é sample of 48 rewﬂ%f Eﬁ;ﬁfCPﬂfﬁBHﬁcféoners 16 employees
on EAP referral, 16 immediafé-fastifiemermbers, dré &immediate supervisors for
the troubled employees. This number was arrived at having considered the

approximate population under study and the availability of resources.

4.3.4 Procedure for selecting the sample.

As indicated above, the population for the study was not uniform as it was
characterised by various sub-groups. Therefore, in selecting the sample the
researcher considered a proportionate number of respondents to represent each

category of people in the actual sample using percentage margins.

Non-probability purposive sampling was used in determining the representatives
to the sample. Singleton (1988) explains that purposive sampling is based

entirely on the judgement of the researcher, in that a sample is composed of
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married men and the other two were divorced and widowed respectively. Three
of them attend the ! :thodist church and each of the others is Anglican, Zionist
and Baptist respectively. The least educated (17%) completed matric and the
most educated (50% , have at least a Masters degree and the remainder has a
post matric certificate and a diploma. All have at least four years experience in
the department. About 33% of them have worked for the department for at least

twenty years with 83.3% of them being in the administrative levels of employment

5.2.3 Employees utilizing the E. ription.
A total of eight predominantly bla )y were utilizing the programme
were interviewed. Of ese 75% 62.5% were in the 36 to 45

years age group and the rest weic vuz.S% of these EAP users were
married and the rest ewﬂ{ fésfﬁ'ff)d ﬁ:rFsa [stnﬁaihéorced and widowed.
They were mostly of unspedifietf rafigioHs—508% toffowed by Methodists who
constitute 25% of the sample. The rest are equally represented between Catholic

and Zionist.
Their educational levels ranged from prematric to post matric and diplomas

distributed as shown in e bar chart below. 62.5% of them had at least 16 years

work experience.
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5.4.2 EAP Practitioners’ capacity to deliver the EAP.

Seventy five percent of the respondents have received some specialized form of
'EAP training and the others did not respond to this particular question. The same
percentage as above had previously worked as social workers or personnel
- officers. About 60% of them became EAP practitioners after a short EAP focused
training over 3-4 days or experiential training. Half of them hold an EAP
practitioner’'s certific 2 while the rest did not have any formal qualification
specifically aimed at the progr: ars besides the short training

course.

The practitioners in the Departmc.vu-c indicated their participation in
professional EAP OrQaUZﬁtR?é Mtt?%f?m T_Thflé)port and collegiality.
EAPA was given as one ©of Akeitt: FHey 4&lst régularly attend EAP related
conferences and training programmes in order to increase their capacity to

deliver the programme’s services to its beneficiaries.

5.5 How the provision of EAP services has affected the productivity and
performance of the troubled employees.

The study sought to examine the relationship between the programme and
employee productivity. The researcher reiterates here that employee health and
wellness are important in ensuring that the department’s productivity goals are

met.
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34% of them got this information from newspapers and departmental
newsletters/magazines and the rest heard of the programme from relatives (33%)

and other unspecified sources (33%).

Chart 17: Pie chart of sources of EAP information

Newspaper

Other 17%

33%

Newsletter
17%

While most respondents had hca.va, only 37.5% of them ever used
the services. This SUQW%W%WE?[‘T Ih['scﬁ:édy which reveals that
the programme in the Agriclftges Deparntedt HfIRéEastern Cape is not being
utilized to its fullest extent yet.

Many reasons could explain this phenomenon. This study doe< detect that when
the assistance is offered according to a structured program, there may be an
unfounded fear that it will lead to punitive measures against the troubled
employee.

As such, the researcher proposes that the service could be offered in an
unstructured way sometimes. This too could be an indication that some of the
beneficiaries need more clarification on how the programme is supposed to be
beneficial to them. As one respondent pointed out, what the Department has to
do in order to improve the programme is” to explain more about its scope in

helping people.”
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The practitioners seemed to suggest that depending on the kind of client they
see, follow ups can sometimes be very challenging. One practitioner lamented” it

is all about showing commitment and meeting each other half way”.

Unfortunately, relapses do actually happen. In such a case, the practitioners may
not have much in their power to do because the programme is voluntary.
However as one practitioner put it, “In cases of relapse, new referrals may have
to be made to mainte: the positivistic approach of the EAP, and sometimes for

the good of the client’.

5.6.1 Reasons for employees’ L ZAP.

The reasons for attending were .,\..vh /), alcoholism (13%), financial
(12%) and other personejﬁf@(é‘f (ie%:)o Tpe rlefeﬁicgf,r would not discus this
point very deeply due to the fagtihiag confidantalty, €5 mentioned elsewhere in
this presentation is a cornerstone of the programme. That being the case
therefore, the EAP personnel in the department could not give any personal
information of anyone receiving assistance. They rightfully pointed out that this
research report should be made available to the respondents who would be
interested when published, and hence there was a need to safeguard against

any possible embarrassments.

However, certain psychosocial problems are being dealt with at the department.
These include: dependi ce on alcohol and drugs (both legal and illegal), social
problems, communication problems, behavioral problems, impaired family
relationships such as conflict in marriages, financial difficulties, as well as legal

problems.
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so on. It seems to the researcher therefore that at present, the demand for the

programme’s services in the Department of Agriculture is greater than the supply.

6.3.2 There also ser 1s to be a great need for supervisors as well as union shop
stewards to receive further training on using the EAP as a performance

management tool.

6.3.3 The study clearly found an overwhelming need of reinforcing the marketing,

publicity and advocacy system The major objective of this
recommendation is that there is a employees’ knowledge of the
programme and its services, acti nponents. There seems to be
very little knowledge of the prou.v.a.ly with the immediate family
members of the employmﬂ%MWtalf/, Wlﬂ%ﬁu ed to this service. In

this regard, the departmental €rspsioyEes thEmsslves frave got a duty to educate

and inform their families about the existence of this important resource for them.

6.3.4. The Management of the Agriculture Department should seek means that
can increase familiarity and comfort with the planned operations and to enhance
acceptance and use of the service by employees, managers and labour
representatives. The latter would be a very advantageous marketing tool. This is
because, as it has been indicated elsewhere in this presentation, the South
African work place is higl ' unionized. It's time the unions are motivated to fully
embrace the benefits of the programme and thereby turn to advocating it among

their followers.
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contrast with the Departments of Health, Public Works, as well as the Treasury
where males are also represented among the programme’s personnel.
Noticeable also w the fact that all the supervisors in this department who
participated in this research project were male. There is probably a need to
address gender re| 32sentation in this regard so as to embrace the notion of
gender equity that is quite high on the agenda of the new political dispensation in
South Africa. This will, in the humble opinion of the researcher, complement and

legitimize the EAP in the eyes of all its intended beneficiaries.

6.4 Suggested areas for further

The EAP and Employee Wellbei 5 a relatively new field in the
public sector in South Africa. The.c v ot of ground that still needs to
be investigated. HowevEIntR'; mw%f% Iffl‘faieé’ potential research
projects in its path. Such idé&% ¢f tesearéh-dev&lBpEd along the way include
whether there are enough mechanisms in place to prevent the abuse of the
programme, logistical arrangements, protocol reviews, and a closer look at the

approaches that are used in the provision of these services.
In general terms, factors that can reinforce or militate against the sustainability of

the programme could further be studied. Comparative studies involving other

provinces would also be beneficial to the Eastern Cape.
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