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Abstract: This study aims to investigate the Employee Assistance Program (EAP) and its role in
employee morale and productivity from the perspective of the managers. The data was collected
through in-depth semi-structured interviews. In this study, the nature of the methodology is
exploratory. Therefore, in the methodology, part researcher targeted to interview six people in charge
of the Employee Assistance Program. The main objective is to understand the role of the Employee
Assistance Program on Employees' "Morale and Productivity". On the other hand, there are higher
chances of increasing productivity when employees have high morale. After the interviews, the
opinions of managers were analyzed through NVIVO 12 program. The main findings indicate that
EAP is critical for improving workplace health.
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1. Introduction

In the last few years, there has been a dramatic increase in the integration of behavioral health
into workplaces. The evidence from various studies in behavioral health, confirms the benefits of
the Employee Assistance Program (EAP) on productivity (Merrick et al.2001; Azzone et al.
2009; Compton and McManus, 2015; Yu, Li and Hsu, 2009; Attridge, 2009). According to
Shamasundar et al. (2016) organizations show a growing tendency of using EAP that supports
counseling and consultation processes. EAP can be described as a free, confidential benefit that
can assist employees with personal or work-related problems before they adversely affect their

health or job performance (Yu, Li and Hsu, 2009).

According to the U.S. Department of Labor, Office of Disability Employment Policy (2014),
Employee Assistance Programs (EAPs) are designed to benefit both employers and employees
since it is a worksite-based program and resources. Employee Assistance Programs support
companies and institutions to address productivity problems by supporting workers to recognize
and solve individual problems that influence productivity. Within avoidance, classification, and
analysis of such problems, Employee Assistance Programs counseling develop worker and work
environment effectiveness and are a very important mechanism for maintaining and improving
employees' well-being and productivity, sustaining valued workers, working to solve his/her
issues, and recovering workers to operate after diseases or damages. Managers have discovered
that active, prohibitive attempts to support workers recognize and solve individual problems
before they have a severe family, medical, or work environment outcomes. According to
Richard, William, and William (2009), an increase in work productivity can cause a decrease in
work stress among employees and managers. It maintains employees to satisfy the demands of
the employers. When a terrible incident attacks, it is convincing to understand that there is a
scheme that can help workers. Employee Assistance Programs (EAP) are composed to present
help for workers and find ways to life problems that might affect the capacity of employees to
appear in a job and be productive in the job environment. EAP's are often provided confidential
and provided to workers with no expense and accessibility to expert employees helps with a
mixture of difficulties affecting workers. It might involve maintenance to employees who are
suffering from individual difficulties like drug and alcohol abuse or distress, marriage and family

challenges, and economic issues.

According to the World Health Organization (WHO), there are many benefits to achieving

workplace health (Who, 2019). Workplace health is a combined result of employers and
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employees as well as society. Mainly it is related to the improvement of the health and well-
being of employees. Workplace health is crucial for the sustainable growth of the organizations
through an increasing number of happy, satisfied and engaged workers. Due to these programs,
the work-personal life balance of the individuals can also be provided. When these are achieved
in the workplace, employees are more effective and contribute to the success of the organization.
Thus, the purpose of this research is to understand the Employee Assistance Program and its key
elements as employee morale and productivity from the perspective of workplace health.

2. Literature Review
2.1. Employee Morale

According to Sarna (2016) employee morale is considered as vital in terms of the organization's
performance. Morale is a group of feelings and attitudes which relate to mental and physical
strength. Optimism, self-confidence, and a positive mental attitude are signs of morale in the
workplace. Urban and Botez (2016) state that employees’ morale has a great effect on
organizations’ success, performance, quality of products, quality of works, quality of services,
and productivity. Low morale for longer periods may lead to illnesses like diabetes and heart
disease and also poor decision making in the workplace. Low morale leads to (1) greater
conflicts inside the companies, (2) absenteeism and turnover, (3) dissatisfaction, (4) employees’
frustration, (5) decrease in productivity, and (6) lack of motivation inside the company. Thus,
both physical and psychological wellbeing and health are highly related to workplace health.
Sarna (2016) states that high morale can be considered as an important achievement of
management and it is such a strong performance driver for the companies. It can be achieved
after (1) eager teamwork among the employees, (2) commitment of employees inside the
organization, (3) Finding the problem immediately and solving it, (4) organized and healthy
workplace, (5) effective integrating inside the organization, (6) increased productivity, (7) high

motivation (8) customer satisfaction.
2.2. Employee productivity

According to Shobe (2018) productivity is an important element of the business world. There are
certain factors like the physical working environment, job satisfaction, management support and
autonomy that can drive this important element at work. If the mental satisfaction of the
employees is balanced, then it will lead to a comfortable mind, good spirits, motivation, high
morale and higher productivity (Matin et al., 2014). Thus, there is a growing body of literature
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suggesting that worker health and productivity are related and that effective management of one
will positively impact the other (Goetzel et al, 2007). Workplace Health Research Network
(2017) states that the physical activity of employees is very important and it can increase
employees' productivity, create a healthier workforce, and reduce the progress of costly diseases.
Physically active employees are requiring fewer sick leaves, more productive, and have lower

healthcare costs. This issue represents significant health and business cost.
2.3 Relationship between EAP, morale, and productivity

Employee Assistance Programs may provide support from at least three perspectives: leveraging
the value of the organization's investment in their workforce; address the costs of doing business
and mitigating the business risks. For all three areas, the vital focus of EAP can be determined as
an improvement of the potential of the employees and the reduction of the negative behavioral
health issues. Senthilnathan and Rukshani (2013) reveal that morale and productivity have a
significant direct relationship. Employee turnover is causing productivity to decrease and it
usually contributes to the low morale of the employee. Akintayo (2012) also states that there is a
strong correlation between the workers' morale, perceived productivity and work environment.
Consequently, managers are generally unaware of the costs associated with other programs and
are seldom able to estimate total health and related lost productivity costs for the organization
(Goetzel et al.2007). Employee Assistance Programs are considered a vital human resource
management tool in contemporary businesses. Most of the employees experience health

problems that are related to both mental and physical reasons.

In today's business world, companies are playing a crucial role in creating a modern world that we
are living in today. These companies or organizations are made of lots of elements but employees
can be addressed as key elements for every company. Sometimes, these employees face different
types of problems that cause a company not to have their ideal work environment. Employee
Assistance Program tends to prevent/solve the problems of their employee clients. This way
employee feels valued. It supports employees to gain their health and energy back to continue the job

productively.
3. Methodology

This study utilizes an exploratory research method with a qualitative approach. The goal is to
reveal the relation of the EAP with morale and productivity with consideration of workplace
health. According to Saunders, Lewis, and Thornhill (2009), exploratory research is an important
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nature for finding what is happening and to find a new vision or insight. It is about asking

questions and assessing things in a new way. It can be very beneficial if you can present your

understanding of the issue, especially if you are not sure about the nature of the problem.

Neuman (2014) states that exploratory studies hardly present definitive answers it is mostly

being addressed with “what” question. Detailed information about the structure of the questions

can be found in Table 1.

Table 1: Relation of Research Questions with Interview Questions

Research Questions

Interview Questions

1. What managers experience about
the Employee Assistance Program in
terms of employee morale?

¢ What is the purpose of the Employee Assistance Program?

e What are the characteristics of employees with a morale problem?

e Why do you think that employees with morale problems should access to
Employee Assistance Program?

e How does Employee Assistance Program improve employees’ morale?

o What amount of counseling is needed for employees to rid of morale problems?

o Why are you suggesting Employee Assistance Program for companies?

2: What managers experience about
Employee Assistance Program in

terms of productivity?

e What is the purpose of Employee Assistance Program?

e What are the reasons that employees face a lack of productivity in their
company?

o How does EAP improve productivity within the work environment?

e What are the special challenges that companies face after losing their
employees’ productivity?

o Why are you suggesting Employee Assistance Program for companies?

3: What are managers’ opinions
Assistance
(EAP

and

about Employee

Program’s general issues

success, EAP participation,
challenges encountered by EAP

experts)?

e How EAP can be successful?
o How employees participate in EAP program?
e What challenges are encountered by experts who are in charge of Employee

Assistance Program?

3.1. Participants

The universe of this study covers the HRM and EAP managers in companies implementing the

EAP system. Since the study proposes to investigate the relationships between EAP and

workplace health through the perspective of managers, the participants have been chosen

purposively among HRM and Employee Assistance Managers. Saunders, et al. (2009) stated
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that purposive sampling allows the researcher to use such judgments to select cases that will
enable them to answer the research questions. In this study, based on two criteria the participants
were selected; first, participants were expected to be HRM or Employee Assistance Managers,
and second, all participants should be knowledgeable regarding the EAP program and its
applications. All the selected managers have experience in terms of EAP. One of the researchers
is related to the field of HR, and through his social network, the other participants were
contacted.

Table 2 demonstrates the general information about the participants. The researcher keeps

anonymity and confidentiality in this research by using pseudonyms for participants.

Table 2: Information about participants

Participants Profession Company Information Years of Experiences
Participant 1 Responsible for External EAP company 8 months
(Pelin Bakar) After-Sales Services —Firm-1
Participant 2 Human Resources External EAP company 1 year
(Asli Ecem) Senior Expert —Firm-1
Participant 3 Human Resources External EAP company 11 months
(Meral Dogan) Senior Expert —Firm-1
Participant 4 Employee Assistance  External EAP company 2 Years
(Zehra Bice) Manager —Firm-1
Participant 5 Physician and Industrial 4 years
(Erdem Gozdem) Employee Assistance  Manufacturing

Manager Company — Firm-2
Participant 6 Employee Assistance  External EAP company 1 vyear

(Nil Dilan)

Manager

—Firm-1

3.2. Data Collection

In this study, the data is collected through open-ended and semi-structured interviews.
Participants consent to share their opinions. Each session lasted around thirty minutes and tape-
recorded with permission. The selected six managers had experienced about the EAP program.
The interview questions were developed according to the purpose of the study and the related
literature. For face and content validity, three experts from the field examined the questions

before the interviews are conducted in the field.
|
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3.3 Data Analysis

The collected data was turned into transcription after the interviews are finalized. All interviews
and transcripts were analyzed by Nvivo Plus 11 Trial-Version. Qualitative data analysis is
applied and the transcribed data was evaluated by descriptive content analysis. The main
categories for the themes were determined according to research questions. These themes were
categorized as “the purpose of EAP and success criteria”, “EAP requirements for employees
with morale problems”, “the effect of EAP on morale and consulting period for morale

problems”, “employees productivity problems”, “the effect of EAP on employees’ productivity”

and “productivity challenges”.
4. Findings

The findings are organized based on the above-mentioned categories. Below each category, the

related themes are provided.
4.1. The purpose of EAP

The purpose of EAP is considered as one of the main codes. According to the analysis of the
transcripts, this main code is divided into three sub-codes as solving employee problems,
performance, and productivity. These three sub-codes are followed by EAP managers' ideas
during the interview. People in charge of the EAP participated and stated that this program aims
to solve the problems of the employees and to provide healthier work environments. Managers
are mostly indicating that the EAP provides a high level of productivity since employees can
work happily, with high levels of morale. The negative factors of low morale are also stated by
the managers as they can be related to the feeling of insecurity, uncertain business conditions,
lack of fair compensation policy, and excessive outsourcing practices. These factors also affect

employees negatively.
4.2. EAP’s success criteria

Employee Assistance Program should surpass some of the good qualities to become successful.
According to the managers, the EAP success can occur if it focuses on both the prioritization of
conditions and the reliability of EAP Service. Reliability of EAP service and prioritization of
conditions and requirements while applying Employee Assistance Program should consider the
program’s characteristics, provided services, employee's characteristics, and features of country
and region. Also, for the reliability of the Employee Assistance Program the employees'

information should be kept confidential. According to EASNA (2015), the success of the
I ———————
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Employee Assistance Program is the ability to provide a free of charge confidential assistance
service whenever it is necessary. It was suggested that the given counseling should be from
correct and reliable sources, the promised services should be on time without interruption. In this
study, it has been observed that the literature supports this research’s findings and the success of

EAP depends on the environment and reliability of EAP.
4.3. Characteristics of employees with a morale problem

According to EAP managers, employees who are suffering from moral issues they are usually
aggressive, angry, low energy, loss of motivation, impatient, and stressed. These characteristics
help managers to recognize the existence of moral problems among the employees. These also
reflect on the health of employees, negatively. It was observed that employees with morale
problems are facing concentrating on their work, and low morale causes them to lose motivation.
While having psychological assistance they are expecting to be healed at a short amount of time
and reflecting their personnel problems to their professional life. According to Urban and Botez
(2016) researching and developing employee’s morale helps the organization to become more
successful. In this study, the literature supports the findings of this research indirectly. Loss of
motivation, impatient, and low energy are the characteristics of employees with morale

problems. However, EAP causes employees to increase their positive attitude and productivity.
4.4. EAP Requirements for Employees with Morale Problems

Employees who are suffering from morale problems should be willing to seek assistance,
especially for their psychological health. Reaching to the right source and expert on time,
seeking solutions to the problems and opportunity for psychological support are the three
requirements that help EAP to improve morale. According to the analysis, employees with
morale problems need to meet the right source at the right time. The employees with morale
problems can have the opportunity to get assistance under the three themes. Experts are taking
employees with morale problems to achieve reaching to the right source and expert on time,
seeking solutions to the problems, opportunity for psychological support. According to Elder,
Agee, and Adamson (2018) counselors play an essential employee supporting role, especially in
terms of stress. Employee Assistance Program managers provide counseling to solve employees’
stress, loss of confidence, and burnout which can be named as serious workplace health issues.
Managers usually encourage employees to seek counseling whenever they experience a problem.

These all depend on the support of EAP managers and the quality of engagement.
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4.5 The effect of EAP on morale

According to the analysis, it was observed that EAP results in a positive impact and getting a
quick solution. The experts mentioned that morale problems can be improved very quickly, and
it may affect the work potential of the employees positively. According to Bophela and
Govender (2015), Employee Assistance Program is essential in terms of addressing job-related
stress. Job-related stress is the main reason for low productivity, morale, health, and human

error.
4.6 Consulting Period for Morale Problems

Employees with morale problems usually need more than a session. Therefore, as EAP managers
claim during the interview, at least three sessions needed for employees with morale problems
since each consulting period happens once a week. Although the amounts can be changed
according to the severity of the problem that an employee faces. After the interviews, it was
observed that the consulting period for morale problems shows different views. But it has been
mentioned that 5-6 sessions of interviews have a positive impact on employees. Also, after the
meeting and recognizing the problems, the final visiting period is getting determined. Ekpang
(2015) claims that Employee Assistance Program managers should set a clear policy,
organizational assistance, and willingness to solve the problem in the organization. Whenever
employees in the organization face performance problems, it is important to solve the problem as
soon as possible. When problems last longer, it becomes more difficult to gain a satisfactory
solution. In this study, the literature differs from the findings of this category. The literature
emphasizes on solving the problem as soon as possible. On the other hand, managers who are
interviewed are claiming that 6-8 sessions are considered enough and each session happens once
a week. For instance, participant 1 stated "The first session includes the introduction of
employees. The second session ends up figuring the problem out, how much time it will take,
and how it will be solved. At least three sessions are needed for solving the problem because
each session happens once a week. Three weeks can happen but the recommended amounts of

sessions are at least five weeks and it is important according to psychological assistance.”
4.7. Employees Productivity Problems

There are numerous reasons for productivity problems. EAP managers during the interview
expressed several reasons like personnel problems, professional education, and qualification, low

wage, organizational communication and compliance, and organization culture. Solving these
I ———————
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problems can positively affect productivity. According to the findings, the following points like
personnel problems, professional education, and qualification, organizational communication,
and compliance, organization culture, low wages' effects were experienced. EAP experts indicate
that under personnel problems family and personnel life problems are the factors for decreasing
productivity and lack of professional education and qualification causes low productivity.
Besides this, inside the company relationship with managers and their colleagues in
organizational communication and compliance, organization culture has its effects on
productivity. On the other hand, when the employees do not get sufficient wages after their
efforts, this will cause the employees to face with lack of productivity. According to EASNA
(2015), Employee Assistance Program managers help organizations. They assist employees and
their family in terms of personal problems, and other problems like health, family, financial,
legal, and emotional and other problems that may negatively impact on performance and

productivity of employees.
4.8 The Effect of EAP on Employees Productivity

The good quality of the EAP is that it makes the employees focus on their work. When
employees know that there's an external guide and they can benefit from it. This helps them to
concentrate more on their work. During the interviews, EAP managers claim that when
employees get a solution to their problem, directly their productivity increases, so their health
does as well. After the interviews, the EAP experts have the same opinion on the effect of EAP
on employees' productivity. According to these interviews, experts claim that employees after
using EAP services concentrate on their job, solving the problem, and of course, it causes
employees to have a positive impact on their productivity development affects. According to
Masi (2011), the Employee Assistance Program is designed to help employees in two ways (1)
addressing and solving organizations' productivity (2) solving the personal problems including

but not limited to problems like health, family, financial, legal, and emotional problems.
4.9 Challenges on Lack of Productivity

When employees are suffering from a lack of productivity, things do not end that way. It is very
important to solve productivity problems among the employees, otherwise, productivity
problems lead the employees to certain other problems like facing absenteeism, low productivity,
decreasing the quality of work, organizational problems, and problems in time management.
According to findings, low productivity among the employees that were explained by managers
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is worker absenteeism, low productivity, a decrease in work quality, organizational problems,
and problems in time management. Accordingly, managers also claim that points on lack of
productivity are coming late to work. This problem causes a reduction of work performance,
reducing the quality, causing a problem inside the organization and facing problems in time
management have been examined. According to EASNA (2015) employees' lack of productivity
can be caused due to substance issues, untreated health problems, poor customer relationships,
absenteeism, lack of work quality, morale problems, and turnover. Employee Assistance
Program reduces the costs that are caused by absenteeism, productivity, performance and
turnover (Joseph and Walker, 2017).

5. Discussion and Conclusion

Employee Assistance Program required considering morale and productivity themes from the
perspectives of employee and workplace health. In line with this, researches on that particular
field have the utmost importance. Although there have been several studies on EAP, the need for

exploratory studies is obvious for detecting the topic in more detail.

This study focuses on the Employee Assistance Program from the perspectives of employee
morale and productivity. The majority of researches address employee morale and productivity
as important elements. Lack of these elements leads employees to face problems according to
professional life, especially in terms of productivity. The reviewed studies found that this
program aims to solve the problems of the employees and to increase their performance and
productivity. In general, the results revealed that the EAP has a high level of importance in terms
of increasing the productivity of the employees due to high levels of morale. It was observed that
employees with morale problems are facing concentrating on their work, and low morale causes
them to lose motivation. While having psychological assistance they are expecting to be healed
at a short amount of time and reflecting their personnel problems to their professional life. In
conclusion, the current study generally supports that moral problems can be improved very
quickly and as a result, it will affect the work potential of the employees positively. This study
also supports that employees after using EAP services concentrate on their job, solve their
problems. Also, EAP causes employees to have a positive impact on their product development.
Additionally, some boundaries for buying or providing the best possible Employee Assistance
Services are also determined as a result of the study. Such boundaries present opportunities for
development in the upcoming years to progress the structure, coordination, and integration of

Employee Assistance Programs. Employee Assistance Program is a type of program that
I ———————
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increases the capabilities of employees. Another contribution of the study is to reveal the

importance of focusing on the capability of an employee.

While conducting the interviews due to the shortage of time, it was tried to be as efficient as
possible. Due to the limitation of the number of participants and time, the interviews were tried

to be conducted as effectively as possible.

According to the findings of this research, it is possible to recommend practical and theoretical
applications. First of all, EAP managers should improve productivity among the workers by
raising their salary. This will boost the employee's morale and can create loyalty. Second, the
EAP can employ promotions to increase productivity. On the other side, the researchers should
consider the other dimensions of the EAP, such as financial and legal solutions. The structure of
this research contains the opinions of people in charge of the Employee Assistance Program in

companies that are located in Turkey.
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