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I. TINTRODUCTION

LACTC is the sfate-designated Regional Transportation Planning
Agency (RTPA) and performs some functions of a Metropolitan
Planning Organization (MPO) for the Los Angeles Region, as man-
dated in California's Transportation Development Act (TDA) of
1971, as amended in 1981. In accordance with its responsibility,
LACTC contracted with Price Waterhouse for the conduct of this
triennial performance audit. This Phase II report documents the
findings, conclusions and recommendations in the Equipment Main-
tenance Absenteeism ares of the Southern California Rapid Transic
District (RTD). Two separate Phase II reports present the re-
sults of the other two tasks -- operator absenteeism and Workers'
Compensation. A consolidated executive summary, incorporating

all three tasks, has also been prepared under separate cover.

This introductory section briefly describes the Equipment Mainte-
nance Absenteeism task background and objectives, and the report
organization. Please note that the term maintenance, as used in

this report, includes the Equipment Maintenance Department alone.
A. BACKGROUND

Equipment maintenance contract employee absenteeism was identi-
fied in the Phase I performance audit as a high-priority function
for inclusion in this, the second sudit phase. Maintenance con-
tract employee absenteeism has consistently remained at a high
rate for the past six years. Unscheduled absenteeism costs RTD
$5.3 million annually, with an estimated 23 days of unscheduled
absence per employee per year (up from 22 days in FY82). RTD's
Equipment Maintenance absence rates are high relative to other
government agencies. The Bureau of Labor Statistics reported
time lost due to absences up until 1981. In 1979 and 1980 the
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national absence rate reported for all government employees was
less than & days per employee per year. The same rate was re-
ported for all public transportation employees. 1In 1983 the City
of Los Angeles reported that, on average, employees were absent
just under 9 days per person per year {City of Los Angeles, Sick
Time Use).

In response to this concern over absences, RTD is in the early
stages of implementing an incentive program for absence reduc-
tion. RTD management has also had a disciplinary program for
excessive absences for many years, and has been working to
strengthen the program. Management is considering a number of
additional programs to '~ reduce absences and improve cost
efficiency.

Recent improvements in the Vehicle Management System (VMS) and in
the Human Resource Management Information System (HRMIS) make
tracking absence trends easier. However, substantial work re-
mains in giving adequate wvisability to absence costs and losses.
Maintenance management appears open to suggestions to better tie
reporting systems with accountability for absence control. The
HRMIS will significantly improve accountability through consis-
tent reporting which is centrally controlled, and should ensure
timely response to attendance records for all employees. Manage-
ment has examined a number of absence reporting formats for en-
hancing visibility of attendance through the VMS program.

B. OBJECTIVES

The purpose of the Phase 11 review of the maintenance employee
absenteeism is to better define the absence picture; analyze
management's position of influence over absences; specify the
supporting tools, controls and reporting requirements; and
propose a cost/savings monitoring methodology. Our specific
objectives in this phase are to: '
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o Define the nature of absenteeism in terms of frequency

distribution by employment class

o Define levers or actions impacting relatively control-
lable absences

o] Recommend approaches to influence relatively control-
lable absences compatible with current RTD strategies
and programs

o Identify reporting requirements to support management
controls
o Develop a cost/savings monitoring approach for the

Equipment Maintenance Department.

The review of maintenance absenteeism resulted in several recom-

mendations that can positively affect absence control.

c.

REPORT ORGANIZATION

Following this introduction, is the report of maintenance absen-

teeism findings, conclusions and recommendations. The report is

organized into five additional sections:

II.

III.

IV.

Maintenance Absence Characteristics which reviews absence

definitions, historical absence rates, and profiles current
absence.

Contract, Work Rules, Programs which reviews the current

labor contract provisions, work rules and management
programs.

Maintenance Employee Absence Program Survey presents the

approach and results of the transit operator survey con-
ducted for this report.
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Surrested Approach to Absence Control reviews the current

attendance programs in use for excellent attendance, occa-
sional absences, and poor attendance records; and suggests
additional programs and program enhancements for RTD's
consideration.

Reporting and Costing recommends a definition for tracking

and comparing absence rates, and defines an absence cost
monitoring methodology.
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I1. MAINTENANCE ABSENCE RESULTS

The purpose of this section of the report is to define the magni-
tude, frequency and distribution of absence by maintenance
employee class: In support of this objective, absence results
are examined in terms of definitions of absence, historical
absence results and a profile of current maintenance absence, as
noted below:

o Absence Terminologv =-- This section defines the terms

used in this report to describe maintenance employee
absence.

o Historical Absence Rates =-- This section summarizes the

findings from the FY86 Phase I performance audit and
the prior (FY83) performance audit relative to mainte-

nance employee absenteeism.

o Current Absence Patterns -- This section presents a de-

tailed analysis of RTD maintenance employee absences
based on data supplied by the Equipment Maintenance
Department from its Vehicle Management System (VMS).
The key findings from this analysis include:

- Absenteeism (i.e., chronic absence) is concen-
trated in a small portion of the maintenance
employee workforce.

- Absenteeism is distributed across all twelwve

operating divisions and South Park.

- Sick leave is the largest single category of
absence.



II-2

= The overall absence problem is characterized by

incidents of five-days in duration.

- The use of scheduled leave appears to have no

significant impact on absence rates.

The implications of these findings are described in Section V of
this report in the context of potential strategies that the RTD
should consider in reducing maintenance employee absenteeism.
The details of these findings are presented below.

A. ABSENCE TERMINOLOGY

An important point of initiation for this report is to specify
consistent terminology and define absence categories. The termi-
nology used herein parallels that used by RTD's maintenance
management, and includes:

0 Absence -- The Webster's dictionary defines absence as
""the state or time of being absent.'"” 1In our analysis
of maintenance employee absences, we have interpreted
absence to mean absent from the workplace. ''Absence"
is further qualified to exclude vacations and holidays,
which are instead referred to as ''scheduled leave."

o] Absenteeism -- The Webster's dictionary defines absen-

teeism as 'chronic absence from work.'" The objective
of this task is to define potential strategies which
SCRTD may employ to reduce absenteeism. For the pur-
poses of this report, RTD management and Price Water-
house jointly agreed to define chronically absent as
employees having 40 or more unscheduled absences in one
year. This provides a reasconable target group for

reduction of absenteeism.
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Absence rate -- This refers to the number of days

absent per maintenance employee per year. It is used
to compare absence among types of maintenance

employees, divisions and time periods.

Scheduled leave -- This term includes both holiday and

vacation leave, which are employee benefits involving
scheduled time off.

Unscheduled leave -- In SCRTD's Maintenance Department

terminology, unscheduled leave incorporates all reasons
for absence excepting vacations and holidays. The
types of absences included are suspension, jury duty,
early departure, late arrival, bereavement, training,
sick, sick (hospital), military leave, occupational,
non-occupational, off with permission, absent without
leave (AWOL), RTD court appearances, union business,
sickness in family, investigation and leave of absence.

Sick leave -- All absence data we received from the RTD

includes sick leave as a major category of absence, and
thus we rely on the RTD's definition of sick leave.
This includes absences where the cause is attributed to
the employee's illness.

Qccupational injury -- Also known as industrial injury

or injury on duty, this refers to absence caused by a
disabling injury which occurred while a maintenance
employee was on duty. '

Off with permission =-- This refers to an absence initi-

ated by a maintenance employee, usually unpaid, and
subject to the approval of the individual's supervisor.

Absent without leave (AWOL) -- This refers to a mainte-
nance employee who fails to notify his/her supervisor
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either by telephone, telegraph, or in person as soon as
possible after their scheduled report time of their
absence. Employees who are AWOL may be subject to
disciplinary action.

0 Other leave -- This refers to unscheduled maintenance

employee absences resulting from jury duty, bereave-
ment, non-occupational injuries, and sickness in
family. ©No further types of unscheduled leave are
included in this category.

The pay and disciplinary provisions related to these absence
categories in the RTD-ATU and RTD-BRAC contracts are further

defined in Section III of this report.

B. HISTORICAL ABSENCE RATES

Maintenance employee absence rates have been a matter of some
concern to management over several years at RTD. One measure of
absence rates, historically used by RTD management, is the number
of unscheduled absence days per maintenance employee per annum.
Unscheduled absence days include benefits, legal and disciplinary
leave as noted in the prior section. Maintenance employees, for
the purposes of this historical review, include mechanics, serv-
icers and clerical staff dedicated to the maintenance department.

Maintenance employee absence rates have grown by almost 15 per-
cent between the period FYB0 and FY86, as shown in Exhibit II-1.
Over the past six years, unscheduled absence rates have increased

from 20 days per employee to about 23 days per employee.

In the past year, maintenance management has taken positive
action to reverse the historical absence trend. 1In the fall of
1985, the Maintenance Department implemented an incentive program
for excellent attendance. In winter of 1986, the .District estab-
lished a program of progressive discipline for poor attendance.




EXHIBIT II-1

MAINTENANCE EMPLOYEE UNSCHEDULED ABSENCE RATES

FY80 TO Fys86(l)

‘Unscheduled Absence Days Per Maintenance Employee

Division 1980(2) 1981(2) 1982(2) 1985(3) 1986(4)
301 (Alameda) 19.8 20.7 23.1 23.1 19.6
302 (Los Angeles) 32.7 23.3 24.7 18.0 -
303 (Cypress Park) 19.5 18.6 20.6 25.3 23.1
305 (South Central) 16.0 18.8 21.6 22.8 22.8
306 (Venice) 16.1 21.3 18.7 28.8 29.6
307 (W. Hollywood) 22.71 21.5 21.2 30.1 31.3
308 (Chatsworth) 16.1 17.2 18.0 27.1 18.2
309 (El1 Monte) 17.6 17.2 18.7 22.9 18.1
310 (E. Los Angeles) - - - 32.4 24.8
312 (Long Beach) 21.2 19.9 19.2 24.0 27.6
314 (South Park) - - - 19.1 20.6
315 (Sun Valley) 15.9 13.7 22.3 16.3 19.9
316 (Pomona) - - - 29.7 24.7
318 (South Bay) 23.1 24.7 25.7 27.7 28.9
Department- -

wide 20.0 19.7 21.1 23.1 22.9

(1) Excludes FY83 and FY84 due to a lack of available data.
This period encompasses the change period £from manual data
capture and compilation to use of the Vehicle Managenment
System (VMS).

(2) Data from FY83 Performance Audit Report; based on manual
compilation of unscheduled absence occurrences.

(3) Data from FY86 Phase I Performance Audit Report, based on
routine report from the Vehicle Management System (VMS).
Because this data represents the initial use of VMS for this
purpose, some data entry errors may have occurred.

(4) Date provided by RTD for the Phase II analysis. Covers
period May 1, 1985 to April 30, 1986.
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A modest decline in absence rates occurred between FY85 and FY86,
resulting in about 310 fewer absence days, albeit it is too early
to evaluate the effectiveness of recent management initiatives in
absence control. |

Another interesting absence characteristic apparent in the his-
torical profile is that the range of absence rates among divi-
sions has narrowed over the past six years. 1In FY80, the worst
performing division incurred an absence rate 105 percent higher
than that at the best division. 1In FY86, that margin was reduced
to 73 percent. Absence rates still vary by division, and absence
rate changes are not consistent (i.e., some divisions show sub-
stantial improvements during the same time period that others
show worsening trends).

c. PROFILE OF CURRENT ABSENCE RATES

A profile of RTD maintenance employee absences was developed to
help determine where RTID management efforts to reduce absenteeism
should be targeted. The profile is based on maintenance employee
attendance and work records obtained from RTD's Vehicle Manage-
ment System (VMS) for the period May 1985 through April 1986.
This data was prepared through the cooperative efforts of the
Equipment Maintenance Department based on & special request from
Price Waterhouse. We have not independently verified that the
data conforms entirely to the specifications provided the RTD.
We believe, however, that the data was prepared with RID's best
efforts and is sufficiently accurate (given comparability with
previous absence records discussed in Section B) to support the

conclusions drawn in this report.

A detailed profile of current absence patterns identifies some
promising avenues for improving RTD maintenance employee atten-
dance as well as factors which apparently do not affect absence
rates. The profile consists of five parts, the principal
findings of each include:
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Service attendants lead the maintenance ranks with an
absence rate of 30 days per servicer per year. They
are followed by BRAC employees and mechanics at 22 and
20 days, respectively. Non-contract staff average 9
days of absence per person per year. Sick leave is by
far the major contributor to absences, comprising
three-quarters of all days lost due to unscheduled

absence.

Most maintenance employees have good to excellent
attendance records. About seven percent of total
employees had perfect attendance all year; and 60
percent averaged less than 12 unscheduled days of
absence per person per year. The worst-performing 20
_percent of employees accounted for more than half the
total days lost in the department, indicating that
absenteeism problems reside in a limited proportion of
the workforce.

Absence rates do not appear to hﬁQe a causal relation-
ship with the location of work (i.e., division), the
size of the workforce assigned to a location or the
ratio of supervisors to staff. While absences are
higher in some divisions over some time periods,
absence rates by division change over time in both
absolute terms and in relation to one another, sug-
gesting that the causal factors are something other
than location. Absenteeism (which is defined as 40 or
more days of unscheduled absence per employee per year
for the purposes of this study) permeates all divisions
in the case of mechanics and service attendances, five
divisions in the case ¢of BRAC employees, and no divi-
sions with respect to non-contract staff. In aggre-
gate, 11 percent of maintenance employees qualify as
chronically absent.
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o} The most common incident of absence is five days in
duration, by cause of sickness. Five-day absences
account for more than one-third of total absence days
in the Equipment Maintenance Department. Only one per-
cent of total absence days are due to incidents ex-
ceeding five days in duratiom. One-day absences are
minor for mechanics and servicers, who are not eligible
for sick pay on the first day unless hospitalized.

o] Maintenance absences are seasonal in nature, based on
the results of this study, but have no significant
relationship to scheduled leave. Absence peaks are

generally consistent across employee classes.

1. Absence Rates bv Emplovee Class

Absence rates per maintenance employee (discussed previously in
Section II.B) indicate overall absence growth, but tend to con-
ceal the location of absences. Maintenance employees comprise
four employee classes, each with different skill requirements and
job responsibilities. Correspondingly, each employee class is
characterized by divergent absence rates, as shown in Exhibit
II-2. Service attendants (including utility employees) lead the
maintenance ranks with an absence rate of 30 days per employee
per year. They are followed by clerical employees (i.e., BRAC)
at 22 days and mechanics at 20 days. Non-contract staff (i.e.,
management) have low absence rates, averaging 9 days per employee
per year.

Absences by type, also shown in Exhibit II-2, reveal that sick
leave is by far the largest contributor to absences. The break-
down by type of absence for the overall maintenance department is
as follows:




Sick
Occupational

Off with
Permission

AWOL
Other(l)

Total

EXHIBIT II-2

DAYS LOST PER EMPLOYEE BY CLASS

Days Absent Per Employee Per Annum (FY86)

Service
Mechanics  Attendants BRAC Non-Contract
14,21 21.29 15.79 7.64
2.83 4,69 1.12 0.03
0.99 1.23 1.63 0.34
0.13 0.13 0.26 0.01
1.90 2.74 3.14 1.17
20.06 30.08 21.94 9.19

(1) Other absences are limted to sickness in family, bereave-
ment, non-occupational and jury duty.
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o] Sick 71.2%
0 Occupational 13.8%
0 Off with Permission 4.7%
0 AWOL 0.6%
) Other ' 9.7%

While it is clear that service attendants have the highest over-
all absence rate, the employee class with the greatest potential
payoff through absence reduction is mechanics, as shown in
Exhibit I1I-3. Sixty percent of the total days lost are attribu-
table to mechanics, and fully 65 percent of the total cost of
maintenance absences stems from mechanic absences.

2. Distribution of Absences in the Workforce

Most maintenance employees, in each employment class, have good
to excellent attendance records. Absenteeism is concentrated in
a small portion of the workforce. This finding is illustrated in
Exhibits II-4, II-5, II-6 and 1I-7 for mechanics, service atten-
dants, clerical employees (BRAC) and non-contract staff, respec-
tively. This type of distribution expresses the percentage of
total absences (in terms of days lost) attributable to a given
percentage of maintenance employees, where employees are sorted
from best (no absences) to worst (up to 365 days of absence)
relative to attendance.

The results of the absence distribution analysis are summarized
on Exhibit II-8, and discussed below:

o About seven percent of total maintenance employees had
perfect attendance over the entire year.

o Sixty percent of the total maintenance employees had
good attendance -- falling below 12 days per person per
year.




TOTAL DAYS LOST DUE TO ABSENCE

EMPLOYEE CLASS

EXHIBIT I1I-3

Service
Mechanics Attendants BRAC Non=-Contract

Days Absent

per Employee 20.06 '30.08 21.94 9.19
Total employees 1,091 405 74 109
Total days

lost 21,885 12,182 1,624 1,002
Cost of (1)

absences $3,490,000 $1,577,000 $193,000 N.A.

(1) Cost includes fixed cost of additional employees to cover

absences, variable wages and benefits costs,

and overtime

premiums. Absence costing is discussed in greater detail in
Section VI of this report.

N.A. Not available.



EXHIBIT 11-4

SOUTHERN CALIFORNIA RAPID TRANSIT DISTHICT
DISTRIBUTION OF ABSENCE IN THE
MECHANIC WORKFORCE

PERCENTAGE OF MECHANICS
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SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
DISTRIBUTION OF ABSENCE IN THE
SERVICE ATTENDANT WORKFORCE

PEACENTAGE OF SERVICE ATTENDANTS
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EXHIBIT I1-6

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
DISTRIBUTION OF ABSENCE IN THE
BRAC EMPLOYEE WORKFORCE

PERCENTAGE OF BRAC EMPLOYEES
100 ¢

% |
80 |

70 |

60 |

- 50

40 F

30 |

20 |

10 |

0 | 1 | — 1

0 10 20 30 40 50 60 70 80 90 100
PERCENTAGE OF TOTAL DAYS LOST




100 ¢

70 |

30 |

10 [

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
DISTRIBUTION OF ABSENCE IN THE
NON-CONTRACT EMPLOYEE WORKFORCE
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SUMMARY DISTRIBUTION OF ABSENCES IN WORKFORCE

Percent employees with
perfect attendance

Best performing 60 percent
of employees

a. Percent total absence ’
account for

b. Average days absent

Next 20 percent of employees

a. Percent total absence
account for

b. Average days absent
Worst-performing 20 percent
of employees

a. Percent tortal absence
account for

b. Average days absent

Worst-performing 10 percent
of employees

a. Percent total absence
account for

b. Average days absent

EMPLOYEE CLASS

EXHIBIT II-S.

Service
Mechanics Attendants BRAC Non-Contract
6.2% 6.47 7.7% 16.7%
26% 267 29% 17%
7.9 11.6 8.3 2.4
227 247 247 23%
19.7 32.0 21.3 9.5
52% 50% 45% 60%
52.2 68.1 39.1 24.9
35% 32% 247 40%
62.6 85.6 51.6 33.3
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o The next 20 percent of employees were marginally poor
performers in all employee classes, accounting for

roughly one-fourth of total department absences.

0 The worst-performing 20 percent of employees relative
~to attendance accounted for more than one-half of the
total days lost in the department, creating significant

work scheduling and cost problems for management.

o The worst-performing 10 percent of employees placed an
even greater relative burden on resource management --

accounting for one-third of the total annual days lost.

These results suggest that RTD may require three separate stra-
tegies to 'invoke improvements in each major employee performance
class (i.e., good to excellent attendance, marginally poor atren-
dance, and chronic absence). The findings also indicate that the
greatest overall improvement in attendance can be gained by
focusing attention on those relatively few employees who are
responsible for most of the absence days lost.

3. Distriburion of Absences by Work Location

Absence rates were analyzed by work location (the twelve oper-
ating divisions and South Park) to determine if location is a
significant factor in explaining the differences in absence rates
and absenteeism. Additionally, absence rates were compared to
the span of control at divisions as measured by total maintenance
employees assigned, and the ratio of maintenance staff to super-
visors, to determine if absences are related to the scale of
operations. This review found no significant statistical rela-
tionships indicating that absence 'or absenteeism is driven by
work location, staff size or supervision. While absences are
widely wvaried at divisions, the relationship of absence rates
amongst divisions changes over time. This indicates that absence
rates are not heavily influenced by location, and suggests that
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other, non-locational factors (e.g., seniority, type of shift
worked) have a stronger influence on absence than does location. -
RTID, as a future course of action could evaluate these factors,
using HRMIS capabilities to pinpoint factors contributing to
absence performance. This analysis should be conducted well in
‘advance of the next contract negotiations to identify controlling
strategies (e.g., Fall 1987).

Average scheduled and unscheduled days lost per employee, shown
in Exhibits II-9, II-10 and II-11 by employee class, indicate the

following: '

o Mechanics -- Unscheduled absence rates by division

range from 16 days (division 309) to 24 days (division
307), with an average of 20 days lost per mechanic per
year. Total days unavailable for work ranges from 35
days per mechanic per year (division 301) to 47 days
(division 316). There is no relationship between
scheduled and wunscheduled days off by division.
Finally, workforce size does not appear to influence
absences in any significant manner.

0 Service Attendants -- Unscheduled absence rates by

division range from 20 days (division 308) to 48 days
(division 307), averaging 30 days per service attendant
per year. Total days unavailable (including scheduled
and unscheduled leave) ranges from 34 days per employee
(division 308) and to 64 (division 307). There is no
relationship between scheduled and unscheduled absences
at the division level. Further, workforce size has no
discernable impact on absence rates.

o BRAC Emplovees -- Unscheduled absences by division

range from 9 days per employee (division 307) to 34
days per employee (division 303), averaging 22 days per
employee. Total days unavailable range from 30 days
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SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT

SCHEDULED AND UNSCHEDULED ABSENCES BY DIVISION
MECHANICS
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EXHIBIT II-10

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
SCHEDULED AND UNSCHEDULED ABSENCES BY DIVISION
SERVICE ATTENDANTS
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EXHIBIT 11-11

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
SCHEDULED AND UNSCHEDULED ABSENCES BY DIVISION
BRAC

AVERAGE DAYS LOST PER EMPLOYEE
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(division 308) to 57 days (division 306). Again, there
is no relationship between scheduled and unscheduled
lost time at the division level. Although work group
size is relatively consistent by division, absence
rates vary substantially showing no relationship

between work group size and absence rates.

Mechanic and service attendant performance is similar to most
divisions with respect to attendance. Divisions 308, 309 and 301
are amongst the best performers with respect to unscheduled
absence rates, and divisions 306, 307 and 318 are amongst the
highest in unscheduled absence rates for both emﬁloyee classes.
BRAC employees do not approach this same level of consistency
with the other two groups. For example, division 301 has amongst
the lowest absence rates for mechancis and service attendants and
yet is amongst the highest for BRAC. Conversely, division 307,
which has one of the highest unscheduled absence rates for
mechanics and service attendants, has the lowest incident of
absence for BRAC employees.

Another way to examine the impact of work location on absence
rates is to examine just those employees with chronic absences --
which for the purposes of this study we defined as 40 or more
unscheduled days of absence per employee per year. This trans-
lates to 11 percent of the mechanic workforce, 22 percent of the
service attendant workforce, and O percent of non-contract staff.
In total, 205 maintenance employees classify as chronically
absent, or 1l percent of the total maintenance department

workforce.

Absenteeism (i.e., chronic absences) occur in all divisions, as
illustrated in Exhibits II-12, II-13 and II-14 for mechanics,
service attendants and BRAC employees, respectively. With the
exception of BRAC and non-contract staff, all divisions have
employees who are chronically absent. As shown in the exhibits,
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EXHIBIT 11-12

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
MECHANIC ABSENCES BY DIVISION
MECHANICS WITH 40 OR MORE DAYS ABSENT
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EXHIBIT 11-13

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
SERVICE EMPLOYEE ABSENCES BY DIVISION
SERVICE EMPLOYEES WITH 40 OR MORE DAYS ABSENT
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sick leave is the primary contributor to absenteeism. In addi-
tion to identifying days lost due to sickness as a primary target
for improvement, the pfofile of chronic absences warrants some
investigation by RTD management. For mechanics, division 303

"off with permission' relative

appears to have & high instance of
to other divisions. For service attendants, occupational
absences appear to be focused on divisions 309, 307 and 306. For
BRAC employees, only five divisions surpass the chronic absence

level -- mostly due to sick leave.

4. Duration of Absences

The duration of absences refers to the number of consecutive work
days that a person 1s absent from work. It is useful to review
the total days lost to absence in this context to identify areas
of focus for absence control efforts.

The duration of absences for mechanics, service attendants, BRAC
and non-contracts are illustrated in Exhibits II-15, II-16, II-17
and II-18, respectively. The results indicate that absence
control efforts should be focused on five-day absences:

o Absences totaling five days in duration are by far the
most common type of absence incident within the RTD
Maintenance Department, accounting for more than one~-
third of total absence days lost.

o Fully one-quarter of total absence days are due to

five-day sick leave incidents.

o About one percent of total maintenance absences exceed

five days in duration.

o} BRAC employees have more than double the incidence of
one-day sick leave occurrences compared to that of




EXHIBIT 11-15

SOUTHEBN CALIFORNIA RAPID TRANSIT DISTRICT
DURATION OF MECHANIC ABSENCES
ALL MECHANICS
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EXHIBIT I11-16

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
DURATION OF SERVICE EMPLOYEE ABSENCES
ALL SERVICE EMPLOYEES

PERCENTAGE OF TOTAL DAYS LOST
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EXHIBIT 11-17

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
DURATION OF BRAC EMPLOYEE ABSENCES
ALL BRAC EMPLOYEES
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EXHIBIT 11-18

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
DURATION OF NON-CONTRACT EMPLOYEE ABSENCES
ALL NON-CONTHACT EMPLOYEES
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other contract staff. BRAC employees are eligible for
sick pay benefits on the first day of absence, while

mechanics and service attendants are not.

The duration of absences of employees with 40 or more days of
absences in FY86, shown in Exhibits II-19 through II-22, indi-

cates & pattern similar to department-wide employees:

o

Nearly two-thirds of the total absence days lost for
chronically absent employees are five-day absences.
Sick leave is the leading cause of five-day absences.

About one percent of total absence days for this group
exceed five-days in duration.

The total proportion of one-day absences is about half
that of department-wide employees, and there is no
significant difference between BRAC employees and other
maintenance employees with more than 40 absent days per

year.

These findings reinforce five-day absences as being a primary

target for improvement, which appear to be concentrated amongst

employees with 40 or more absence days in the study year.

The duration information also defines the average number of inci-

dents of absence per employee per year. Average incidents are

largely similar across employee classes:

o 0 0 ©

Mechanics at 5.8 incidents per year

Service Attendants at 6.2 incidents per year
BRAC employees at 6.0 incidents per year
Non-contract staff at 5.2 incidents per year.
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EXHIBIT II-19

SOUTHERN CALIFOBNIA RAPID TBANSIT DISTRICT
DURATION OF MECHANIC ABSENCES

MECHANICS WITH 40 OR MORE DAYS ABSENT

PERCENTAGE OF TOTAL DAYS LOST
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EXHIBIT II1-20

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
DURATION OF SERVICE EMPLOYEE ABSENCES
SERVICE EMPLOYEES WITH 40 OR MORE DAYS ABSENT

PEACENTAGE OF TOTAL DAYS LOST
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EXHIBIT 11-2]

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
DURATION OF BRAC EMPLOYEE ABSENCES
BRAC EMPLOYEES WITH 40 OR MORE DAYS ABSENT
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EXHIBIT 11-22

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
DURATION OF NON-CONTRACT EMPLOYEE ABSENCES
NON-CONTRACT EMPL. WITH 40 OR MORE DAYS ABSENT

PERCENTAGE OF TOTAL DAYS LOST
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5. Relationship of Absences to Scheduled Leave

Maintenance employee absences were compared to scheduled leave
(vacations and holidays) on a monthly basis to determine whether
the availability of scheduled leave had any influence on absence
rates. This was deemed to be a possibility due to the large
portion of five-day absences. An inverse relationship between
unscheduled absences and scheduled leave was expected, which
would illustrate an increase in absence rates when scheduled
leave was less available. '

As shown in Exhibits II-23 through II-26, no appreciable rela-
tionship between absence rates and scheduled leave for any
employee class was found. This is indicated by the fact that
peaks .in scheduled leave are not accompanied by decreases in
absence in most cases, and vice versa. Both scheduled leave and
absences are seasonal in nature, as evinced by relatively consis-
tent peaks and through amongst employee classes. This does indi-
cate an opportunity for potentially improving absence results by
scheduling larger absence recognition programs to occur in high
absence months.

The data does show a significant decline in both scheduled and
unscheduled leave in June 1985. This may be attributable to an
anomally in the data. This does not invalidate the remaining
data.




EXHIBIT I1I1-23

SOUTHERN CALIFORNIA RAPID THANSIT DISTRICT
SCHEDULED AND UNSCHEDULED DAYS LOST
MECHANICS -
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EXHIBIT 11-24

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT

SCHEDULED AND UNSCHEDULED DAYS LOST
SERVICE EMPLOYEES
May 1985 to April 1986
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SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
SCHEDULED AND UNSCHEDULED DAYS LOST '
BRAC EMPLOYEES
May 1985 to April 1986
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EXHIBIT 11-26

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
SCHEDULED AND UNSCHEDULED DAYS LOST
'NON-CONTRACT EMPLOYEES
May 1985 to April 1986
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ITTI. CONTRACT, WORK RULES, PROGRAMS

The . absence results discussed in Chapter II are best understood
by referencing those sources which establish policies to regulate
and control employee attendance. This chapter reviews labor
agreements between the SCRTD and its contract employees in the
Maintenance Department, and management rules and programs.

This review consists of those segments of the contract which
directly, or indirectly, apply to absences. The two speéific
labor agreements reviewed are with the Amalgamated Transportation
Union (ATU), effective April 1, 1985 and covering SCRTD service
attendants and mechanics, and, the Brotherhood of Railway, Air-
line and Stéamship Clerks, Freight Handlers, Express and Station
Employees, (BRAC) effective April 1, 1985 and representing a
portion of SCRTD's clerical and support staff. Sections of the
ATU and BRAC contracts related to absence are provided as
Exhibits III-1 and III-2, respectively '

Two additional attendance c¢ontrol programs reviewed in this
Section are Work Rules and Management Programs. These two
sources are barticularly important due to the nature of the
aforementioned labor agreements, which lack specificity as it
regards particular absence issues.

A. LABOR AGREEMENT

In reviewing the labor agreements between the ATU and SCRTD, and
the BRAC and SCRTD, both scheduled and unscheduled absence types
were examined along with the distribution of overtime to
employees.
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SIGNIFICANT PROVISIONS OF AMALGAMATED TRANSPORTATION UNION (ATL)

CONTRACT WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO MAINTENANCE EMFLOYEE ABSENTEEISM

Citation

Provision

leaves of Absence

Footnote

1.

The option of using a floating holiday for bereavement was not in the previous contract with the effective date of

June 1, 1979,

Article 16, Section A

Section D

Section E

Section F

Employees with good cause desiring leave of absence without
pay for a period of not to exceed ninety (90) days, will
apply on prescribed form to their Supervisor or Divieion
Manager who will grant such request when reasons warrant,
unless impracticable to do so. Employees will be notified
of the decision within a reasonable time. Application for
leave of absence may be made by employee or the Union
representative.

A ledve of absence up to one (1) year shall be granted upon
application of a pregnant employee, without seniority being
affected nor her Job considered a permanent vacancy.

Any permanent employee subject to the terms of this Agree-
ment who is called into or enlists in the armed forces of
the United States or its allies (during a national emergen-
cy), shall be gilven a leave of absence In accordance with
the regulations of the national law affecting military
service.

Payment of Military Leave will be in accordance with the
applicable State law for any employee who 1s called up for
ghort periodas of reserve duty for the U.S. Armed Forces or
National Guard, e.g., two-week training periods (not
including periods such as one-night drills or weekend duty).

A Bereavement Leave of Absence up to three (3) working days
ghall be granted employees as a resut of death in the imme-
diate family without any reduction in pay. The Iimmediate
family is considered to be employee's parents (including
step-parents or foster parents); grandparents, alsters;
brothers; spouse and children; aspouse's parents (including
step-parents or foster parents); grandparents; sisters and
brothers; grandchildren of the employee or the employee's
spouse.

Employee may usg floating holidays 1in connection with be-
reavement leave.
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SIGNIFICANT PROVISIONS OF AMALGAMATED TRANSPORTATION UNION (ATU)
: CONTRACT WITH SOUTHERN CALIFORNIA RAPID
TRANSIT DISTRICT (SCRTD) RELATING TO MAINTENANCE EMPLOYEE ABSENTEEISM

Topic _ Citation

Provlsion

Sick Leave Article 32, Section A (1) Employees with one or more years of continuous service,

who are off work due to & bona fide illness or injury
and have submitted a verified medical doctor's report
to their Division Manager showing nature of 1illness,
date illness commenced, date of treatment, hospitaliza-
tion, or both, shall be allowed paid sick leave as
outlined below, Payment of slck leave will be
integrated with Worker's Compensation in the event of
an on-duty injury when requested by the employee,

Sefvice Requirement Allowable Sick Leave

One (1) year of continuous service 6 days (48 houra;
Two 52) years of continuous service 7 days (56 hours
Three (3) years of continuous service B8 days (64 hours).
Four (4) yeara of continucus service 9 days (72 hours)
Five (5) years of continuous service 12 days (96 hours)

Unused sick leave shallzbe cumulative to a maximum of
212 days (1,698 hours ).

(2) An employee attended by a doctor shall secure a
"doctor's certificate' at no expense to the District.
When an employee 1s sick but does not reaulre the
attendance of a doctor, the expense of a "doctor's
certificate”, 1if required by the District, ghall be
pald for by the District. In such event, the DMstrict
shall have the right to select the doctor for the
purpoge of such certificate,.

Footnotes

2. The cumulative maximum amount of aick leave was increased from 176 days (1,480 hours) contalned in the previous con-
tract.
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SIGNIFLICANT PROVISIONS OF AMALGAMATED TRANSPORTATION UNION (ATU)

CONTRACT WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO MAINTENANCE EMPLOYEE ABSENTEEISM

Toplce Cltation

Provision

Sick Leave Article 32, Section B

Section C

- Section D

Footnotes

3.

The amount of reimbursement to be received by an employee upon retirement, for unused sick leave was lucreased to 1001

from 75% as In the previous contract.

(1) In cases when S.D.I. is not applicable, sick leave
benetits, provided in Section A, shall be computed on
the basits of efght (8) stralght-time hours for each
asslgned work day absent account of sickness.

(2) In the event S.D.I. benefits to which an employee 1am
entitled are payable for the same day as contract sick
leave, there shall be charged againat the employee's
slck leave account only that portion of a day's sick
leave which, when added to the S.D.I. benefits for such
day, totals eight (8) straight-time hours pay.

(3) Compensable days of asick leave shall be pald at the
rate of pay In effect on the day sick leave 1a claimed.

(1) Wo sick leave shall be pald for the first work day,
except when any disability resulta in hospitalization.

(2) Sick leave pay will not be allowed for any case of in-
temperance or use of 1llegal drugs.

(3) Any employee who does not work during any fiscal year
(June 1 through May 31) shall not be entitled to sick
leave pay In the followlng year unless he/she returna
to work within that following year.

No payment will be pald for sick leave allowance not taken
by employee when auch employee 1s terminating from the
service of the Dlstrict, except Ln the event of the death or
the retirement of an employee. 1In this event, one-hundred
(100%) percent of an employee's unused sick leave w}ll be
ald to the employee upon the employee's retirement. One
Eundred {100%) percent of an employee's unused sick leave
will be pald to the beneficlary in the event of death.
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SIGNIFICANT PROVISIONS OF AMALGAMATED TRANSPORTATION UNION (ATU)

CONTRACT WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO MAINTENANCE FMPLOYEE ABSENTEEISM

Cltation

Provislon

Sickness and Acclident

Dlscipline

Overtime

Article 29, Section A

Section B

Section C

Sectlion D

Article 21, Section P

Article 3, Section B

An employee who loses time due to an injury on-the-job shall
be pald In full, at the regular rate, for the day of 1njur¥.
The District shall provide fifty percent (50%) of employee's
hourly rate, not chargeable to sick leave, Integrated with
Workers' Compensation benefits, for the flrst 15 work days
loat due to an on-duty Injury, excluding the day of injury
for which (s)he is pald in full at the regular rate. An
employee may request sick leave to be Integrated with this
benefit payment to afford a regular day's wage payment.

Employees who are not able to report for work must notify
thelr Supervisor of Maintenance Division Manager as early as
possible.

When so requested by the District, sny employee returning
from a sick leave In excess of four (4) or more working days
duration shall furnish a release from a medical doctor indi-
cating his/her physical fitness to resume duty.

No employee shall lose senlority due to leave of absence
because of 1llness or injury unless said leave is In excess
of twenty-four (24) months.

The District or the Union may, within. thirty (30) days prior
to the expiration of the two-year leave, request further
extension In meritorious cases, where recovery appears
probable, where such recommendation is made by the Dis-
trict's Medical Director, or by recommendation of a licensed
physician obtained by the employee, and where agreement is
reached by the two doctors recommending an extension of the
leave. If there is a disagreement as to the propriety of
the extension, the partles may select a third physiclan to
adjudicate the disagreement, with the majority decision
prevalling. Such costs incidental to obtaining and arriving
at a decision from the third physiclan to be shared equally
by the DPistrict and the Union.

Before an employee 1s suspended as a result of an infraction
of rules, except In cases such as gross misconduct, in-
subordination, allegedly belng under the iInfluence of
narcoties, alcohol or stimulants, or of physical assualts or
threats thereof, the employee will be given at least forty-
elight (48) hours notification prior to suspension.

All employees who complete their assignment when working on
thelir regular or assigned days off shall be psid one and
one-half (1/1/2) timee thelr straight time hours, at their
regulsr straight time hourly rate of pay.
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SIGNIFICANT PROVISIONS OF AMALGAMATED TRANSPORTATION UNTION (ATU)

CONTRACT WITH SOUTHERN CALTFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO MAINTENANCE EMPLOYEE ABSENTEEISM

Clitation

Proviaion

Overt ime
(continued)

Dlatribution of Overtime

Seléction of Work Assign-
ments and Shifts and
Choice of Working Sched-
ules

Work Shifts and Work Week

Article 4, Section A

Article 7, Section B

Article 6, Sectlon B

All employees not completing their assignment when working
on their regular or assigned day off shall be pald one and
one-half (1-1/2) times their straight time hours worked at
their regular straight time hourly rate of pay.

No employee will be required to work on that employee's
regular day off unless there are substantial abnormaliries
in gervice requirements; provided, however, this requirement
for work will be mutually agreed to in advance between the
District and the Union.

Overtime beyond the normal working perlods shall be dis-
tributed equitably among qualified employees in thelr
respective classifications when practicable on a rotation
basis. Fallure of an employee to accept overtime when
offered will have the same effect as 1f that employee had
worked as far as his/her tufn in rotation is concerned.

When a known vacancy (caused by an employee on vacation,
absent, etec.) 18 to be filled by overtime, it shall be
filled, if possible, by an employee on the same shift on
his/her regular days off. Fmployee 1s to be notified as
soon as is practical In advance of the extra day to work.
This shall not prohibit employee from working overtime on an
adjacent shift where requirement is not known in sufficient
time to comply with the above, or when employee on the same
shift is not avallable.

The District shall determine the number of employees who
shall work on holidays 1in each Job classification.
Employees at each location may bid for such holiday work on
a seniority and rotating basis, giving preference to the
employee who would normally work on that day. In the event
an 1insufficient number of employees bid for such work at
thelr respective locations, the District shall select
employees from the bottom of the seniority 1ist in such Job
classifications, to complete the necessary quota. Bids are
to be posted a minimum of eleven (11) calendar days prior to
the holiday and bidding shall be completed a minimum of
seven (7) calendar days prior to the holiday.

Work shifts for all employees shall be scheduled so as to
provide two (2) consecutive days off and scheduled in such a
manner 80 as to allow as many Saturdays and Sundays off as
is practicable, except for standby crews and emergency
crews.
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SIGNIFICANT PROVISIONS OF AMALGAMATED TRANSPORTATION UNION (ATU)

CONTRACT WITH SOUTHERN CALIFORNIA RAPLID

TRANSIT DISTRICT (SCRTD) RELATING TO MAINTENANCE EMPLOYEE ABSENTEEISM

Citation

Frovision

Holldays

Holidays

Article 31, Section A

Section B

Article 31, Section C

The following days shall be considered as legal holidays:

Hew Year's Day Christmas Day

Memorial Day Employee'a Birthday
Independence Day Employee's Anniversary Date
Labor Day Floating Holldays (4)

Thanksgiving Day

In the event one of the legal holidays falls on a Sunday,
and the followlng day (Monday) tas officlally declared a
legal holiday, then that day only will be considered a
holiday within the meaning of this Agreement.

For employees working on the third shift, holidays, other
than birthday, anniversary or floating holidays, will be
observed on the night prior to such holiday.

(1) Employees on leave of absence, sbsent on account of

(2)

1)

gickness or who fall to complete thelr work assignment
without excusable reasons on both thelr last scheduled
or assigned work day prior to the holiday and on thelr
first scheduled or assigned workday after the holiday,
will not be conaidered as having worked. In the pre-
ceding, "excusable reasons"” are as follows:

a. Employees who are scheduled to work and are late
on the day before of the day after the holiday
shall be given the opportunity to make up the time
lost on the same day at thelr repular straight
time hourly rate. Employees so dolng will be paid
the holiday time. Shift differential for workinng
into the next shift will not be applicable in the
case of guch make-up time. Those employees who
are late one hour for unacceptable reasons will
not be consldered as having an 'excusable reason’.

b. Employees who are scheduled to work and are
allowed by the Distriet to lay off all or part of
their work day before or after the holiday due to
the Fact that it could be conveniently done.

‘The eight (8) hour allowance referred to in Section B.,
Subsection (1), above, will not be patd if the employee
was scheduled to work on the holiday and did not do ao.

All hourly rated employees who work on any of the legal
holidays; as shown In Section A of this Artiele, will
be patd 2-1/2 times thelr regular strailght time rate of
pay for all time worked. Employees completing thelr
assignment on such holidays will be guaranteed a
minimum of twenty (20) hours pay time at thelr regular
stralght time hourly rate of pay.
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CONTRACT WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO MAINTENANCE FMPLOYEE ABSENTEEISM

Citstion

Proviaion

Holidsya
(continued)

Section D

Section E

(2} The District shall determine the number of employees
who shall work in each job classification on holidsys.
(See Article 7, Section B, of this Agreement for
bidding procedures for holiday work).

when an employee's birthday or anniversary date falls on any
one of the first six (6) named holidays, he/she will be
given one (1) additional day off either Immediately preced-
ing or following his/her birthday or anniversary date. For
employees' birthday or anniversary dates falling on February
29, the 28th day of February will be observed as the
employees' birthday or anniversary, in other than leap
years. Fmployees whose birthday and anniversary fall within
thirty (30) consecutive calendar days will be permitted to
schedule these two days in conjunction with thelr scheduled
days off within the thirty (30) day perfod so as to provide
four (4) consecutive days off.

When an employee's birthday or anniversary date falls on one
of his/her regular work days, he/she may take his/her birth-
day or anniversary date as a holiday, or he may elect to
take the birthday or anniversary date holiday during the
same week In conjunction with the employee's two (2Z) normal
days off, either before or after the birthday or anniversary
date. If more than one employee's birthday or anniversary
date falls during the same week -- and it is determined that
too many employees have elected to take the same days off,
then seniority chance will prevail.

New employees will not be eligible to take floating holidays
until completion of probationary period. New employees
hired in March, April or May will earn the three floating
holidays provided they complete their probationary period.
Floaters may then be taken even though the probationary
period ends in the following vacation year. The District
and the Union shall agree upon a reasonable number of
employees who will be permitted to select any one day as a
floating holiday. Bidding for floating holidays will take
place at the same time as vacation bidding.

Commencing January 1, 1983, no more than one (1) accrued
floating holiday may be used within each calendar year, for
urgent personal business, provided that twenty-four (24)
hours advance notice, {s given to the Division Manager or
Supervisor in charge.l'
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. SIGNIFICANT PROVISIONS OF AMALGAMATED TRANSPORTATION UNION (ATU)

CONTRACT WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO MAINTEMANCE EMFLOYEE ABSENTEEISM

Tople Citation

Provision

Vacations Article 33, Section A

Section F

Footnotes

5.

6.

Under the previous contract, five weeks vacatlon was earned after 18 years of continuocus service, and six weeks earned

after 28 years of continuous service.

Under the previous contract, the number of absences which served as the determining factor of full wvacation or a

fraction of thelr vacacion, was ninety days.

Vacations will be allowed at straight-time rate of pay as
follows:

weeks vacatlon after 1 year of continuous service
weeks vacation after 5 years of continuous service
weeks vacation after 10 years of continucus service
weeks vacation after 15 years of continuous service
weeks vacation after 26 years of continucus service

= 3V Py

Any employee who, by reason of 1llness, injury, or leave of
absence, 1{s absent from duties for eighty-five (83) work
days or less during the year's service, will be entitled to
a full vacation. Boployees absent from their duties for
more than eighty-five (85) work days during the year will be
entitled to one-twelfth (1/12) of their normal vacation for
each month or malor fractin thereof, which they worked.
Enployees absent because of injury sustained while on duty,
or because of %ccupational disease, will not be subject to
this provision. )
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SIGNIFICANT PROVISIONS OF BROTHERHOOD OF

RAILWAY, ATRLINE AND STEAMSHIP CLERKS, FREIGHT HANDLERS,

EXPRESS AND STATION EMPLOYEES (BRAC) WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO ABSENTEELSM

Topic Citation

Proviaion

Overtime

Article 7

a)

(b)

(c)

Except where otherwise provided in this Agreement, time
in excess of eight (B) hours, exclusive of the meal
period, on any day will be considered overtime and paid
on the actusl minute basis at one and cne-half (1-1/2)
times the basic straight time hours. Employees regular-
ly assigned to the kind of work for which overtime is
necessary shall be glven preference to sBuch work.

NOTE: (1) Rest day relief assigmments shall be assigned

in such a way as to afford incumbents thereof
at least ten (10) hours off duty between as-
gigned work perlods. 1t being understood
that the provisions of Article 7(a) will not
be applicable when in following their assign-
ments from position to position, incumbents
of such positions work more than eight (B)
hours on any day.

(2) Employees assigned to Vacation Relief Posi-
tions will be accorded eight (B) hours off
duty between positions they are relieving for
vacation purposes; it beilng understood that
the provieions of Article 7(a) will not be
applicable when in following their assign-
menta from position to position occupanta of
such position work more than eight (8) hours
on any day. If the occupant of a vacation
relief position {8 not accorded eight (8)
hours off duty between positions, they shall
be compensated at time and one-half (1-1/2)
rate for service performed during the eight
(B) hour period following completion of
previcus shift.

(3). Article 7(a) will not be applicable to enm-
ployeea bidding or displacing which requires
work in excess of eight (8) hours on any day
due to moving to their new assignment.

(4) See Article 17 '"b(3)" where twenty-four (24)
hour coverage is involved.

Employeea shall not be required to suspend work during
regular hours to absorb overtime.

No overtime will be worked except by direction of proper
authority, except In cases of emergency where sdvance
authority 1s not cbtainable. When employees are
required to work overtime reasonable advance notice will
be given when it ia possible to do so.
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SIGNIFICANT PROVISIONS OF BROTHERHOOD OF

RAILWAY, AIRLINE AND STEAMSHIP CLFRKS, FREIGHT HANDLERS,
EXPRESS AND STATTON EMPLOYEES (BRAC} WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO ABSENTEEISM

Citation

Provision

Overtime (continued)

Notified or Called

Article 10

(e)

()

()

(h)
{a)

(b)

(c)

(d)

Employees performing service on their assigned rest days
shall be compensated on the baais of one and one-half
(1-1/2) times the basic straight timé hours with a
minimm allowance of twelve (12) straight time hours.

WORK ON UNASSIGNED DAYS

Where work 18 required by the Diatrict to be performed
on a day which {a not a part of any assignment, it may
be performed by an available extra or unassigned
employee who will otherwise not have forty (40) hours of
work that week; In all other casesa by the regular
emp loyee. An extra or unasaigned employee 1a a
furloughed employee who does not hold an assignment.

There shall be no overtime on overtime (no pyramiding).
Overtime hours paid for shall not be utilized 1in
computing the forty (40) houra per week.

See Article 10 - Notifled or Called.

Except as otherwise provided in these rules, employees
notified or called to perform work not continuous with,
before, or after regularly assigned work period, shall
be allowed a minimun of three (3) houra straight time
for two (2) hours work or lesa, and if held on duty in
excess of two (2) hours, time and one-half (1-1/2) will
be allowed on the minute basis.

If such employee is called to report for work before
regularly assigned starting time, such employee will be
pald at the rate of time and one-half (i- I2¥efrom time
of reporting for work until regular starting time with a
minimum of one (1) hour at the time and one-half rate,
and thereafter at straight time rate of pay for regular-
ly assigned hours.

If such employee has completed regularly assigned tour
of duty and s released, and if required to return for
further service, may be compensated as if on continuous
duty. The District shall make the determination aa to
whether or not conditiona justify the employee to be
pald as 1f on continuous duty.

See Article 7 - Overtime.

1l 30 ¢ 3=
¢-111 1191HXZ



Tople

SIGNIFICANT PROVISIONS OF BROTHERHOOD OF

RAILWAY, AIRLINE AND STEAMSHIP CLERKS, FREIGHT HANDLERS,

EXPRESS AND STATION EMPLOYEES (BRAC) WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RFLATING TO ABSENTEEISM

Citation

Provision

Absencea

Discipline Inveatigsation

Article 19

Article 30

{a) REQUESTED LEAVE OF ABSENCE

Employees may be granted leave of absence 1imited, except in
case of phyaical disability, to ninety (90) days in any
twelve (12) month period without loss of seniority. Reten-
tion of seniority during longer leave cof abaence may be
arranged for by agreement between the Diatrict and the
Brotherhood.

(c) DISABILITY LEAVE

The Diatrict may require an employee on leave of absence due
to phyaical disability to submit to a physical examination
by a District Physiclan to determine fitness to return to
duty.

(f) MILITARY LEAVE

Bmployees covered by this Agreement will be granted neces-
aary leaves of absence for active military training as
provided under Section 395 of the California Military and
Veterans' Code, as applicable to this Diatrict. Satd
employees will be compensated for sald time off for a
maximum of thirty (30) calendar days at eight (B) hours of
straight time pay for each work day lost.

(g) ABSENTEEISM

The following exceptions are excluded from conaideration in
the application of the Abaentee Policy.

(1) Bereavement leave
(2) Military leave up to thirty (30) days per year
(3) Court appearance under subpoena

(4) Earthquake, fire or flood where the employee 1=
peraonally affected

(5) Jury duty

(a) An employee who has been in service covered by these
articles more than ninety (90) days, or whoase applica-
tion has been formally approved, shall not be dismisaed
or otherwise diaciplined without a formal lnvestigation,
which shall be promptly held but in any event not later
than ten (10) daya from date the District haa factual
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SIGNIFICANT PROVISIONS OF BROTHERHOOD OF

RAILWAY, AIRLINE AND STEAMSHIP CLERKS, FREIGHT HANBLERS,

EXPRESS AND STATION FMPLOYEES (BRAC) WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO ABSENTEEISHM

Citation

Proviaion

Discipline Investigation
(continued)

(b)

(c)

(d)

(e)

knowledge of occurrence of the iIncident to be investi-
gated, unleas such employee shall accept such dismissal
or other discipline in writing and waive formal investi-
gation. In matters of a merious nature, the employee

may be held out of service pending such inveatigation. .

At such investigation, the employee may be aasisted by
the employee's duly accredited representative. Nothing
of an adverse nature shall be included in an employee's
peraonal record file without the employee being advised
in writing and acknowledgement thereof received.

The heafing will be held at such time as not to cause
employees to lose rest, or time, whenever practicable to
do so.

Prior to the formal investigation, the employee alleged
to be at fault shall be apprised in writing of the
precise nature of the charge sufficiently in advance of
the time set for investigation to allow reasonable
opportunity to secure the presence of necessary wit-
nesdes.

An employee diaciplined as a result of formal inveatiga-
tion shall be iInformed in writing of that fact within
ten (10) days after the investigation is held, unless a
longer time limit i{s mutually agreed to in apeclfic
inatances. If an employee is suspended, the suspension
shall date from the time the employee ias taken out of
gervice. Unless the employee 1a withheld from service
pending an investigation, the employee will be given at
least forty-eight (48) hours notification prior to being
asuspended for sald infraction.

Either party wishing to make a tranacript of any of the
procedurea outlined above may do sc at its own expenae
and by using its own tape recorder.

The right of sppeal by employees or their representa-
tivea in regular order of succeasion and in the manner
prescribed, up to and iIncluding the higheat official
designated by the Diatrict to whom appeals may be made,
ia recognized. If an appeal is wade, it must be filed
and progressed in accordance with the procedures set
forth in Article 31. If further appeal is desired from
the decision of the higheat Diatrict representative,
such appeal ghall be made in accordance with the provi-
alona of Article 32.
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SIGNIFICANT FROVISIONS OF BROTHERHOOD OF

RAILWAY, AIRLINE AND STEAMSHIP CLERKS, FREIGHT HANDLERS,

EXPRESS AND STATION FMPLOYEES (BRAC) WITH SOUTHERN CALIFORNIA RAPID
' TRANSIT DISTRICT (SCRTD) RELATING TO ABSENTEEISM

Provision

Tople Citation
Discipline Investigation
(continued)
Witneas/Jury Duty Article 28

(D

(g)

{h)

(1)

(a)

(b)

If the final decisfon decrees that charges agalnst the
employee were not gustained, the record a%mll e cleared
of the charge; Lf suspended or dismissed, the employee
shall be reinstated and compensated for the actual wage
loss, if any, suffered by the employee.

Employeea acting as witnessea at the request of the
District in investigations and hearings shall suffer no
deduction in pay for actual time lost from regular
assignments by reason thereof. If used on rest days or
while off duty, the employees shall be com?ensal:ed for
time spent with a minimm of three (3) hours' pay.

An employee who feels otherwlpe unjustly treated shall,
1f written request setting forth the esployee's com-
plaint is made to the employee's Immediate supervisor
within twenty (20) days of the cause of the complaint,
have the right of conference with the employing officer,
agsisted by the employee's duly accredited representa-
tive, at which conference it will be the effort to
dispoae of the complaint based upon the facts and
arguments there presented, and/or the same right of a
hearing and appeal as provided in Article 30.

For the purpose of computing the time limits set forth
in this Artlcle, Saturdays, Sundays, and holidays shall
be excluded.

Employees who are inetructed by the District to attend
court, or an inquest, or a Board of Inquiry, in which
they are not directly 1involved, will be paid for each
hour while in attendance or held for attendance (Sunday
and holidays excluded) compensation at the rate of the
position to which assigned; if not assigned, then at the
minimum clerical rate with a maximum allowance of eight
(8) hours per day; Lf such allowance doeas not equal what
would have been the employee's earnings in the service
to the District, had the employee not attended, the dif-
ference will be paid. Reasonable actual expense will be
allowed while away from the home station. Any fee or
mileage accrulng will be assigned to the District.

JURY DUTY

Any employee recelving notice of call to jury duty shall
lmmediately show such notice to thelr Supervisor when
required to appear before the Jury Commissioner. In the
event that personal appearance of an employee is re-
uired, the employee shall be allowed reasonable time
’Eor such appearance but not to exceed four (4) hours, if
loas of time from work Ls necessary for such appearance.
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RAILWAY, AIRLINE AND STEAMSHIP CLFRKS, FREIGHT HANDLERS,

EXPRESS AND STATION EMPLOYEES (BRAC) WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO ABSENTEEISM

Citation

Provision

witness/Jury Duty
(continued)

Holidays

Article 34

(a)

An employee who 1s required to serve as a Juror on any
regularly scheduled workday shall be compensated in
accordance with the followlng manner: The District will
an employee supplemental pay equal to the difference

etween the fee recelved for service as a juror and the
employee's regular daily pay, total compensation not to
exceed elght (B) hours In any one day.

Employees must Furnish the District with advance notice
of service as a Juror and submit official recorda of
jury pay received to be eligible for supplemental jury
pay. . .

Such supplemental jury pay shall be pald only for days
on which the employee was scheduled to work, but did not
work due to service as a Juror. It shall be a condition
of the foregoing that an employee, 1f excused by the
court within a reasonable time after reporting, ahall
return to work.

Eﬁployeea shall report for their regularly scheduled
shift on days on which they are not on jury duty and
will be pald their regular pay for time worked.

The "day" for the third shift will be the calendar day
in which their shift ends.

The District will credit ten dollars ($10.00) fee but
not travel pay.

Employees who work on the following legal holidays,
namely, New Year's Day, Memorial Day, Independence Day,
Labor Day, Thsnksgiving Day and Christmas Day (provided
when any of the sbove holidays fall on Sunday, the day
observed by the State, Nation, or by Proclamation shall
be congidered the holiday) shall be pald an additional
day at one and one-half (1-1/2) times the atraight time
hours. 1In sddition‘ employees are entitled to four (4)
preference days or, "Floating Holidays'.

Bmployeea who work on their birthday or anniversary date
shall be paid an additional day at one and one-half
(1-1/2) times the straight time hours.  When the
employee’'s birthday or anniversary date falls on one of
the legal holidays referred to above, the work day
immediately before or after the legal holiday will be
considered the employee's birthday for the purpose of
thias Article. For employees whose birthday or anniver-
sary date falla on February 29, the 28th day of February
will be observed as the employee's birthday, or anniver-
sary date In other than leap years.
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EXPRESS AND STATION FMPLOYFES (BRAC) WITH SOUTHERN CALIFORNIA RAPID
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Citation

Provision

Holidaya (continued)

(b)

(c)

(d)

(e)

()

When a holiday as provided in Section (a) occura on an
employee's reat day or on a day when the employee is not
scheduled to work, auch employee shall be paid an
additional eight (8) hours holiday pay provided the
employee has 'compensation credited to either the last
acheduled or assigned work day before the holiday of the
first scheduled or assigned work day after the holiday.

If an employee does not have compenaation credited to
either the last scheduled or saasigned work day before
the holiday or the first scheduled or assigned work day
after the holiday, the employee will not be paid holiday
pay:unleas the employee works on the holiday.

When a holiday as provided for in Section (a) occurs
during the vacation of a vacatloning employee, the
employee may be granted one additional vacation day with
no reduction in pay. If the additional vacation day is
not granted the esployee will receive one additional
day's pay at straight time rate.

If the holiday falls on a scheduled rest day of vaca-
tioning employee, the employee ghall be entitled to an
additional vacation day or an additional day's pay.

NOTE: Payment for sick leave 1ia not to be considered
compensation in the application of thias Article.

An employee whose birthdsy or anniversary date fallas
during the week may be permitted to take the holiday off
in conjunction with hia/her acheduled days off.

The personal preference dayas, or "Floating Holidayas"
referred to In Section (a) above will be guaranteed days
off and the employee will not work on those holidays.
These holidays will be selected on the basis of seniori-
ty. The District reserves the right to determine the
number of employees who may select an dpartlcular date
as floating liday. Pay for the hofvl ays will be in
accordance with Article 34(a), (b), (c), and (d).

Floating holidays must be sassigned meven (7) days in
advance of the taking of the holiday, except in emergen-
cles. :

{(g) A new employee hired after February lat who has earned

four (4) floating holidaya, may carry the Ffloating
holidays over into the next year at the employee's
option.
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SIGNIFICANT PROVISIONS OF BROTHERHOOD OF

RAIIWAY, AIRLINE AND STEAMSHIP CLERKS, FREIGHT HANDLERS,

EXPRESS AND STATION EMPLOYEES (BRAC)

WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO ABSENTEEISM

Topic . Citation

Proviaion

Vacations Article 35 (a)

(b)

(£)

Each full-time employee who haas a continuous service
record of one (1) year or more shall be entitled to an
annual vacation with pay under and subject to the fol-
lowing conditions:

Vacations will be allowed at straight time rate of pay,
a8 follows:

Two (2) weeks vacstion after one (1) year of contilnuous
service.

Three (3) weeka vacation after five (5) years of contin-
uous service.

Four (4) weeks vacation after ten (10) years of contin-
uous service.

Five (5) weeks vacation-after fifteen (15) years of
continuous gervice.

S8ix (6) weeks vacation after twenty (20) years of
continuous service.

If an employee 1s regularly assigned to work more than
eight (8) hours per day on his/her position, he/she
shall be accorded additional vacation pay equal to the
regularly scheduled overtime pay assigned to his/her
position. Fmployees on vacation will be compensated as
if they had remained at work.

When a holiday aa provided in Article 34 occurs on &
scheduled work day of vacationing employees, they may be
granted one (1) additional vacation day with no reduc-
tion in pay. 1If the additional vacation day is not
granted, employees will receive one (1) additional day's
pay at straight time rate.

If the holidays falls on a scheduled rest day of the
vacationing employee, he/she shall be entitled to an
additional vacation day or an additional day's pay.

Vacation periods shall not be cumulative.

Any employee who, by reason of {llness, injury, or leave
of absence, is absent from duties for one hudred (100)
days or less during the year's service, will be entitled
to a full vacation. BEmployees absent from their duties
for more than one hunJ;ag (100) days during the year
will be entitled to one-twelfth (1/12) of their normal
vacation for each month or major fraction thereof, which
they worked. Bmployees absent because of Injury sus-
tained while on duty will not be subject to this provi-
alon. :
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SIGNIFICANT PROVISIONS OF BROTHERHOOD OF
RAILWAY, AIRLINE AND STEAMSHIP CLERKS, FREIGHT HANDLERS,
EXPRESS AND STATION EMPLOYEES (BRAC) WITH SOUTHERN CALIFORNIA RAPID
TRANSIT DISTRICT (SCRTD) RELATING TO ABSENTEEISM

Topic Citation Provision

Vacations (continued) (g) To provide for the taking of vacatioms on the basis of
equality of all employees during the year and to ef-
fectuate the provialone of Sectiona (a) and (b) of this
Article, new employees after one (1) year of service,
will be entitled to one-twelfth (1/12) of their normal
vacation for each month or major fraction thereof of
gervice between the date of employment and the beginning
of the vacation year, which will be bid after the firat
anniversary date of employment. New employees who had
earned leas than one-half (1/2) of their normal vacation
as of the starting date of the vacation year will be
paid in cash for thia vacation credit. Such vacation
allowancea will be taken or paid for after the comple-
tion of one (1) year of service. Annual vacation will
thereafter be granted as of the vacation year.

(h) An employee whose employment is severed shall be paid
the accumulated vacation allowance, prorated on the
basis of one-twelfth (1/12) of the normal vacation, for
each month or major fraction thereof for which they have
vacation due.

(1) An employee may work during such employee's vacation
period in full week incremente in the event of mutual
consent on the part of the District and the employee.
An employee so working shall receive pay for time worked
a8 well as the appropriate vacation allowance.

(1) Any employees who have not taken a vacation which they
have earned under the provisions of thia Article, and Lf
of f duty because of sickness for a period of thirty (30)
days or more may, during the period of their il{nes,
take their vacation pay in lieu of vacation. However,
1f and during the time they draw disability benefits
they will not be eligible gor vacation pay in lieu of
their vacation.

Sick Leave Article 36 All regularly assigned employees shall be entitled to paid
pick leave allowance Subject to the following provisions:

(a) All employees shall be entitled to an annual sick leave
allowance, the amount of which ghall be determined by
Sections (b) and (c) below. The start of the aick leave
year for each employee shall commence as of the anni-
versary date of that employee's most recent employment
by the District.
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SIGNIFICANT PROVISIONS OF BROTHERMOOD OF

RAILWAY, AIRLINE AND STEAMSHIP CLERKS, FREIGHT HANDLERS ,

EXPRESS AND STATION EMPLOYEES (BRAC) WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO ABSENTEEISM

__Topic Citation

Provision

Sick Leave (continued)

(b)

(c)

(d)

(e)

(£)

The amownt of sick leave pay to which an employee 1ia
entitled during hisfher sick leave year shall be
determined by his/her number of years of continuous
service as of the start of each sick leave year in
accordance with the following schedule:

One (1) year (and less than four (4) years) of con-
tinuous service - one (1) week (forty (40) hours).
Four (4) years (but less than seven (7) years) of
continucus service - two (2) weeks (eighty (80)
hours) .

Seven (7) years and over of continuous service -
four (4) weeks (one hundred and sixty (160) hours).

Employees will accumulate sick leave allowance during
any year to the extent of their unused allowance which
occurred wmder Section (b) of this Article, the preced-
ing seven (7) years plus the current year. Any such
accrued allowance will, in case of bona fide aickneas,
firat be applied agalnst their abaences before applying
sick leave allowance accrulng during the year in which
the absence occurs. This Article does not contemplate
any accumulated sick leave allowance from any year
except the seven (7) plus the current year immediately
preceding the year during which the absence occurs.

The foregoing provisions for sick leave payments shall
apply only to {llness and off-duty accidenta. The

District may request a certificate from a_licensed
physician or health professional, e.g., Reglstered

Nurse, FPhysician's Assistant, or Licensed Vocational
Mursge.

If time lost is due to an occupational injury covered by
Worker's Compensation, the Worker's Compensation bene-
fits to uhicﬁfthe injured employee is entitled will be
deducted from sick leave benefits.

When the employee is entitled to receive California
Employment Development Department - State Disability
Insurance, there shall be charged against the employee's
sick leave account only that portion of the day's sick
leave which when added to the State Disability Insurance
pald for such day shall equal the eight (8) hours
payment.

Il Jo oL =8eq
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SIGNIFICANT PROVISIONS OF BROTHERHOOD OF

RAILWAY, AIRLINE AND STEAMSHIP CLERKS, FREIGHT HANDLERS,

EXPRESS AND STATION EMPLOYEES (BRAC) WITH SOUTHFRN CALIFORNLIA RAPID
TRANSIT DISTRICT (SCRTD) RELATING TO ARSFNTEEISM

Citaticn

Provision

Sick Leave (continued)

Bereavement

Article 40

(h) Seventy-five percent (751) of an employee's unpaid sick
leave will be pald to the employee of his/her benefi-
ciary upon the employee's retirement. In case of death
rior to retirement, all of an employee's unused sick
Yeave will be paid te his/her beneficiary.

No payment will be made to employees who terminate from
the service of the District for other reasons.

(1) When requested by the District, an employee returning
from sick leave who has been absent three (1) or more
days may be required to furnish a doctor's release
before actuslly starting to work.

(1) on or about October 15th of each year, employees may
indicate, In writing, the amount of accrued aick leave
that they intend to '"cash-in'' at the rate of meventy-
five percent (75%) of face value., Payment for such sick
leave ghall be made, by separate check, on the last
regular payday before Thanksgiving. Employees must
retain a minlmm of eighty (80) hours accrued sick leave
after "cashing-in'" asick leave.

A Bereavement Leave Absence up to three (3) worki days
shall be %ranted employees ag a result of death in the
immediate family without any reduction in pay. Verification
of Death is required within five (5) days of return to work,
The immediate family is considered to be employee's parents
(including step-parenta or foster parents); grandparents;
slsters; brothers; spouse and children; spouse's parents
(Including atep-parents or foater parents); grandparents;
sisters and brotﬂers; grandchildren of the employee or the
employee's spouse.

A Bereavement Leave of Absence up to five (5) working days
shall be pgranted employees who must leave the state as a
result of death in the immediate family without any reduc-
tion in pay. The employee muat provide proof of having left
the state within five (5) days upon return to work.

jo || 98eg
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1. Scheduled Leave

Scheduled leave implies an orderly, predictable set of absences
have been arranged between the District and the representative
unions based upon an agreed process. The two absence types 1in

this category are holidays and vacations.

a. Holidays

Both the ATU and BRAC labor agreements recognize the following as
legal holidays:

New Years Day Thanksgiving

Memorial Day Christmas

Independence Day + Employee's Birthday

Labor Day ‘ Employee's Anniversary
ATU: In addition to the aforementioned holidays, employees

covered by the ATU receive four floating holidays to be taken at

their discretion with management approval.

If an employee fails to complete a work assignment without an
excusable reason -- on both the last scheduled work day before
the holiday, and first scheduled work day after the holiday --
the employee will be considered as having not worked and not
receive a paid holiday (Article 31, Section B, 1).

Employees who work any of the legal holidays receive pay two and
one-half times their regular straight time rate, with a guaran-
teed minimum of twenty hours for a completed assignment. The
District and ATU will decide upon a reasonable number of people
allowed to use any one day as a floating vacation day. Bidding
for floating holidays takes place at the same time as vacation
bidding (Article 31, Section C).
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BRAC: The BRAC contract corresponds closely to the provisions of
the ATU contract in regards to compensation for working on a
holiday, granting the use of floating holidays and requiring
completion of regular work assignments before and after a holiday
to receive holiday compensation. It is different in that
employees receive four floating holidays as opposed to the three
days provided.ATU (Article 34, Section A).

b. Vacations

The following table summarizes the vacation plan in accordance
with the two agreements:

Service Requirements

Vacation A - (in years with the District)
Duration ATU BRAC

0 weeks <1 <1

2 weeks 1 1

3 weeks 5 5

4 weeks 10 10

5 weeks 15 15

6 weeks 26 20

ATU: Employees under the ATU contract are entitled to their
complement of vacation time if they have been absent for eighty-
five days or less during a year's service due to illness, injury
or leave of absence. If the absence exceeds eighty-five days,
employees are then qualified for one-twelfth of their wvacation
for each month worked (Article 33, Section F).

BRAC: Employees covered by the BRAC contract are entitled to
their complement of vacation time if they -have been absent for
one-hundred days or less during a year of service due to illness,
injury or leave of absence. If the absence exceeds one-hundred
days, employees are then qualified for one-twelfth of their
vacation for each month worked.
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2. Unscheduled Leave

Unscheduled leave consists of absence types that occur with
little, or no advance notice in a random pattern that may extend
in duration from a day to over a year. There are two types of
unscheduled 1leave: non-sick leave and illness/injury related
absences.

a. Non-Sick Leave

Included in the category of non-sick leave is a Leave of Absence;
Military Duty; Bereavement and Jury Duty.

o} Leave of Absence

Under both agreements, employees may be granted a leave
of absence for up to ninety days in any twelve month
period without pay.

ATU: The ATU contract states that employees must apply
for this request on a prescribed form to their
Supervisor or Division Manager. There is no discussion
of how this affects seniority status (Article 16,
Section A).

'BRAC: The BRAC contract states there will be no loss
of seniority, but leaves open the approval requirements
(Article 19, Section A).

o Military Duty

Both agreements concerning Military Duty are governed
by Section 395 of the California Military and Veterans
Code under which employees are allowed up to thirty

days off annually, with eight hours compensation for
each work day lost.
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Bereavement

ATU: The ATU agreement allows employees up to three
paid working day absences as a result of a death in the
immediate family. Immediate family 1includes the
following: parents (including step-parents or foster
parents); grandparents; sisters; brothers; spouse and

- children; spouse's parents (including step-parents or

foster parents); grandparents; sisters and brothers;
grandchildren of the employee or the employee's spouse
(Article 16, Section F). '

BRAC: Provisions of the BRAC agreement correspond to
the ATU agreement in defining the immediate family and
granting employees up to three days paid absence. 1If
the employee must leave the state, two additional days
are granted. However, verification of death, and if
applicable, proof of having left the state, must be
provided within five days of returning to work (Article
40).

Jury Duty

Both the ATU and BRAC agreements require the union
employee to notify their supervisor of appearance
before a Jury Commissioner. If loss of time from work
is necessary for such an appearance, ATU represented
employees receive a2 maximum of two hours pay and BRAC

employees a four hour maximum.

I1f the employee is required to serve as a juror,
compensation is equal to the difference of service fee
for jurors and the employee's regular work pay, under
the terms of both contracts.
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. b. Illness/Injury Related Absences o

The category of Illness/Injury Related Absences includes Sick

Leave and Sickness and Accident
o] Sick Leave . -
Although there are similarities between the ATU and

BRAC agreements regarding sick leave, the differences
are significant enough that the programs merit separate

discussion.
ATU: Employees covered by the ATU agreement receive

sick leave in the following manner:

Service Requirement Allowable
(in years with the District) Sick Leave

<1 year of comntinuous service 0 days
1 year of continuous service 6 days
2 years of continuous service 7 days
3 years of continuous service 8 days
4 years of continuous service 9 days
5 or more years of continuous service 12 days

The terms of this allowable paid sick leave require an
employee to submit & medical doctor's report to their
Division Manager. However, if the employee's sickness
does not require the attendance of a doctor, the ex-
pense of obtaining a doctor's medical report, 1if re-
quired by the District, shall be paid by the District.
In this case, the District reserves the right to select
the medical doctor (Article 32, Section A, 2).

The ATU contract allows unused sick leave to accumulate
to a maximum of 212 days (Article 32, Section A, 1).

. Instances in which paid sick leave is not allowed are:
the employee's first workday (unless a disability
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results in hospitalizaticon), or any case involving
intemperance or the use of illegal drugs (Article 32,
Section C).

There is no payment for sick leave allowance accumu-
lated by an employee terminating. from the service of
the District. However, an employee will receive 100%
of unused sick leave upon retirement, and 1007 wupon
death while employed by the District (Article 32,
Section D).

BRAC: Employees covered by the BRAC agreement receive
sick leave in the following manner:

Service Requirement Allowable

(in vears with the District) Sick Leave
<1 year of continuous serwice 0 days
1 year of continuous service 5 days
4 years of continuous service 10 days
7 or more years of continuous service 20 days

BRAC employees accumulate sick leave during their first
seven years plus the current year to the extent that
they did not use their allowance during any year.
After this period, sick leave is no longer accumulated.
In the event an employee is sick, the accumulated sick
leave is offset until it is fully used, and then
applied against the allowance (Article 36, Section B).

The District may request a certificate from a licensed
physician or health professional to verify the illness
or off-duty accident (Article 36, Section D).

If an employee is returning to work after an absence of
three -or more days, the District may require the’
employee to furnish a doctor's release before actually
starting to work (Article 36, Section I).
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There is no payment for sick leave allowance accumu-
lated by an employee terminating from the service of
the District. However, an employee will receive 75% of
unused sick leave upon retirement, or 100% upon death
while employed by the District (Article 36, Section H).

Under the terms of the BRAC agreement, employees are
allowed to '"cash-in" a portion of their unused sick
leave annually. On or about October 15th of each year,
employees indicate in writing the amount of sick leave
being cashed in at a rate of seventy-five -percent of
face value, and receive a separate check on the last
regular pay day before Thanksgiving. However,
employees must retain a minimum of eighty hours accrued
sick leave. (Article 36, Section J).

Sickness and Accident (Article 32, Section 1)

ATU: Ewmployees who lose time due to an injury on-the-
job will be paid in full, at the regular rate, for the
day of injury. During the following fifteen days
employees shall receive fifty pecent of their regular
pay from the District, not chargable to sick leave,
combined with Workers Compensation benefits. Upon the
employee's choice, a regular day's wage payment may be
attained by combining sick leave with Workers Compensa-
tion Benefits (Article 29, Section A).

When requested by the District, an employee returning
from four or more working days absence must furnish a

release from a medical doctor (Article 29, Section C).

No employee shall lose seniority due to a leave of
absence because of an injury or illness unless the
leave exceeds twenty-four months (Article 29, Section
D)o
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However, exceptions to this rule may be made in meri-
torious cases upon advance notice of thirty days before
expiration. A request to extend the absence may be
made by the District, through the District's medical
doctor where recovery appears probable, or by the
Union. If recommended by the Union, it is necessary
for two medical doctors (1 medical doctor representing
the employee and the District medical doctor) to agree
on the recommendation. If there is a disagreement over
the extension, the parties will jointly agree upon the
selection of a third doctor to settle the dispute. The
costs associated with the third medical doctor will be
shared equally between the Union and the District
(Article 29, Section D).

3. Overtime

In analyzing the absence results, an area chosen for further
analysis was the relationship of overtime to absences. It is
important to note that attendance is not a factor in overtime
worked. The significant provisions related to overtime from the
ATU and BRAC agreements 1s presented next.

ATU: Employees under the ATU agreement will not be required to
work on that employee's regular day off unless there are
substantial abnormalities in service requirements. If such
requirements develop, they must be agreed upon in advance between
the District and the Union (Article 4, Section A).

Overtime beyond normal working periods shall be distributed
equitably among employees in their respective classifications,
when practicable, on a rotational basis. However, failure of an
employee to accept overtime when offered will have the same
effect as if the employee had worked as far as their turn in
rotation is concerned (Article 4, Sectiom A).
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If a known vacancy is to be filled by overtime, it shall be
filled, if possible, by an employee on the same shift on the
employee's regular day(s) off. The employee is to be notified as
soon as is practicable in advance of the extra day to work
(Article 4, Section A).

BRAC: Under the BRAC agreement, employees regularly assigned to
the kind of work for which overtime is necessary shall be glven

preference to such work (Article 7, Section A).

Rest day relief assignments will afford the incumbent at least
ten hours off duty between assigned work periods (Article 7,
Section A, 1).

Employees assigned to Vacation Relief Positions will be accorded
eight hours off duty between positions they are relieving for
vacation purposes (Article 7, Section A, 2).

No overtime will be worked except by direction of property
authority, except in cases of emergency where advance authority
is not obtainable. When employees are required to work overtime,
reasonable advance notice will be given when it is possible to do
so (Article 7, Section C).

B. WORK RULES

In addition to a review of the ATU and BRAC labor agreements, an
examination was made of documents relating to SCRTD Work Rules

and Management Programs.

The review of SCRTD Work Rules was completed using the RTD Main-
tenance Guidebook revised January 1, 1986, from L.R. Davis to all

employees of the Equipment Maintenance Department. The subjects
covered relate to the provisions of the ATU labor agreement

reviewed earlier, and re distinguished between scheduled

absences and non-scheduled absences. a IBR RY
MTA LIBRA
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1. Scheduled Absences

The only scheduled absence -- as defined by this study --

included in the RTD Maintenance Guidebook is Leave of Absence.

o

Leave of Absence

The rules in the Maintenance Guidebook correspond
with the ATU agreement, requesting advance notice
and formalizing a review process of such a
request (G-13).

2. Unscheduled Absences

The unscheduled absences and related issues in the RTD Mainte-

nance Guidebook includes the following: Absent Without Permis-
sion; Report Sick; Doctor's Certificate; Returning from Sick
Leave; Extended Sick Leave; Indefinite Leave Status; False Sick

Leave Reports and Injury on Duty.

&.

Absent Without Permission (AWOP)

If an employee fails to notify their supervisor,
either by telephone, telegraph, or in person as
soon as possible after their scheduled report time
of their absence, said employee is considered
Absent Without Permission (AWOP) and may be
subject to disciplinary action (G-17).

Report Sick

Employees are required to give the District as
much prior notice as possible when calling in
sick. Employees on an indefinite sick leave
status must inform the Personnel Department
whenever they plan to leave the District service
area (G:TBI.
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Doctor's Certificate

Employees are subject to securing a doctor's
certificate for absences due to illness or injury
exceeding four working days (ATU) or three working
days (BRAC). The certificate shall be presented
to the employeé's supervisor upon returning to
work (G-19), and is intended to indicate that the
employee is fit for work.

Returning From Sick Leave

Employees who intend to return to work from an
absence longer than one day, must contact their
supervisor in person or by telephone, as soon as
possible.

Employees on sick leave for more than thirty days
must report to the Personnel Department for
clearance before reporting their availability for
duty to their Department Head. Employees must
give a nminimum of forty-eight hours notice prior
to such return (G-20).

Extended Sick Leave

Employees absent due to extended sick leave must
advise their Department Head of their condition
and probable date of return to duty.

Failure of an employee to report for treatment as
ordered by a doctor may be a cause for
disciplinary action (G-21).
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Indefinite Leave Status

Employees on sick leave for more than thirty days

will be transferred to an indefinite leave status.

Employees on indefinite sick leave must advise the
Personnel Department of their plans to leave the
District's service area (G-22).

False Sick Leave Reports

Employees who feign illness in order to procure
sick leave, or to avoid working as assigned, will
be subject to disciplinary action (G-23).

Employee Injury on Duty

When an employee suffers an injury during District
business, the employee's immediate supervisor is
to be notified as soon as possible, and & written
report on "Employee-Employer Report of Occupa-
tional Injury or Illness" (RTD Form Safe 1) be
submitted to the Division Manager. The supervisor
will provide first aid or make arrangements for
medical attention as required wunder Worker's
Compensation laws.

Medical attention is authorized at a District-
approved medical facility. All doctor, hospital
and pharmacy bills associated with an on-duty
injury should be forwarded to the District's
Insurance Department. Employees may select their
private doctor only if the District has received
prior notice in writing (G-25).
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C. MANAGEMENT PROGRAMS

There are two additional management programs designed to influ-
ence maintenance employee absences =~ the District's Attendance
Policy, the maintenance incentive program, and other related

programs.

1. Attendance Policv-

The RTD implemented a revised attendance policy (No. 85-16) for
all employees (excepting those covered by the United Transporta-
tion Union) effective on January 1, 1986. The RTD's policy

statement on attendance is as follows:

'""All employees are expected to be punctual and to maintain
éood attendance. Department attendance control practices
will be determined by Distriet policy, Department's goals
and objectives, and employee job performance standards. The
District encourages positive health practices by its
employees and will try to accommodate employee requests for
health care appointments. An employee may be dismissed for
excessive absenteeism."

The policy applies to all employees and instances, excepting
where it is superceeded by a labor agreement provision.

The policy specifies employee and management responsibilities as
follows:

o Employee Responsibilities

- An employee must:
a. maintain an attendance record in conformity wich

District policy and Department requirements;
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b. report to work on time;

¢. notify his/her immediate supervisor as early as
possible if unable to report for work, and state
the reason for the absence and the expected

duration;

d. bid or obtain supervisor's prior approval in
writing to take vacation or floating holiday time
off;

e. schedule medical appointments during non-working

hours when possible, or at the beginning or end of
the work day to minimize disruption of the work

schedule;
£. call in on a daily basis if an absence is expected
to last more than one day. The employee may be

excused from doing so with permission from the
immediate supervisor.

An employee may be required to bring in a physician's
statement with every instance of absence when that
employee's absences have been excessive. In addition,
an employee must provide a medical release upon return
to work if an absence exceeds 5 consecutive working
days.

Employees who anticipate ongoing absences for medical
or other reasons should request a conference with the
immediate supervisor to try to work out a mutually
satisfactor§ solution to the problem. It is the
employee's responsibility to bring such problems to the
supervisor's attention. '

Falsification of sickness is grounds for discipline.
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Management Responsibilities

Each manager should communicate the District's atten-
dance policy to-all affected employees.

Attendance and tardiness standards shall be enforced to
maximize department efficiency and operation. Strict
tardiness enforcement (down to the minute) is appro-
priate when the job demands are such that any deviation
from scheduled hours would interfere with effective
performance of the job.

Each manager shall ensure that absences are properly
recorded in employee records, consistent with Personnel
Department procedure.

Because of disruption of work, absences or tardiness
which exceed District minimum standards are violations
of District policy.

Employees whose absences are excessive shall be subject
to progressive discipline including suspensioﬂ and dis-
charge. Department managers shall initiate progressive
discipline whenever an employee's absences become
excessive. Employees who fail to call in without cause
on the day of an absence may be subject to disciplinary

action up to and including dismissal.

Reasonable employee requests for time off should be
granted unless the Department's needs cannot be met if

such accommodation is made.

Absences for vacation, holidays, military 1leave, be-

' and industrial

reavement leave, ''off with permission,'
injuries shall not count as instances of absence under

this policy.
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- An acceptable alternative to granting time off 1is to
permit an employee to come in early or work late to
make up for time taken that day for a medical appoint-
ment, provided adequate supervision is available dufing
the extended hours. This lessens the employee's use of
time off and results in the Department receiving a full
day's work from the employee. This alternative does
not trigger overtime provisions.

The policy offers several definitions to be used with the
program:

o Instance -- An absence period of one or more consecu-
tive working days or a portion of a day of one hour or
greater.

o Tardy -- An absence of less than an hour at the begin-
ning of the work shift. Two tardinesses equal one

instance of absenteeism.

o Excessive Absenteeism -- Six or more instances of

absence in a flcating 6-month period; 3 or more
instances of absence with a total work time lost of 60
hours or more in a floating 6-month period.

o] Off with Permission =~- Allowing an employee to be

absent without pay, when an employee needs time off for
an emergency or special event, but has no accrued leave
time to use. '"Off with permission' is granted only to
excellent workers whose attendance record is in compli-
ance with District policy and only when the department
workload can accommodate such absence.

The RTD uses draft guidelines for discipline of excessive
absenteeism in applying the policy. The guidelines incorporate a
four-step progressive disciplimary procedure which can result in
termination of employment. The process is as follows:
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o Step 1 -- When an employee first reaches excessive
absenteeism (as defined above), the employee's super-

visor 1s to issue a letter and counsel the employee.

o  Step 2 -- Within three months of Step 1 action, the
employee must bring attendance into compliance with the
policy. Failure to do so results in a formal hearing
and a 1 to 3 day suspension.

0 Step 3 -- Within three months of Step 2 action, the
employee must bring attendance into compliance with the
policy. Fallure to do so results in a formal hearing
and a 5 to 10 day suspension. Termination of

employment is possible.

0 Step 4 =-- Within three months of Step 3 action, the
employee must bring attendance into compliance with the
policy. Failure to do so results in a formal hearing
and a 20 to 30 day suspension. Termination of employ-
ment is advisable if the employee was suspended

previously.

Z. Incentive Program

In November 1985, the Maintenance Department initiated a progres-
sive attendance incentive program to promote excellent employee
attendance. The program includes monthly, quarterly and annual
elements to reinforce positive attendance.

Every month there is an intra-divisional award(s) for perfect
attendance at all work locations. Each division manager puts up
an award of $50 (out of petty cash) each month as an incentive
for perfect attendance. At the end of each month all employees
with perfect attendance (i.e., no unscheduled absences) are
included in a drawing for a cash prize. Most divisions provide
the entire $50 to a single winner, but some split up the prize
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and have multiple winners. The program is well communicated to
employees and serves a&s a monthly reminder for the quarterly

competition.

The quarterly incentive program, which began in January 1986, is
entitled "Equipment Maintenance Recognition Program.'" The pro-
gram is performance-based and includes attendance, as well as
safety, effectiveness and other categories of maintenance perfor-
mance. The program has both group and individual reward
elements. ' '

First, the quarterly program is an interdivisional competition.
The twelve operating divisions compete, the four shops at South
Park compete, the two sections of Division 4 compete, and the
three sections of Maintenance General compete for the title of
"Division of the Month'" and ensuing awards. The program measures
performance as the percentage improvement over the prior quar-
ter's performance, using the first quarter of calendar 1986 as
the base. The program and progress are well communicated, using
a pamphlet describing the program, posters at divisions and
monthly charts on status. Management and staff are keenly aware
of the ‘program and appear to enjoy competing for the title of
"best." All employees at a winning division receive awards --
coffee mugs, an excellence pin and refreshments. In addition,
the winning locations gets a permanent plaque recognizing

excellence and a moving trophy for the quarter.

Individual excellence is also recognized in the quarterly pro-
gram. The winning division's management team (i.e., manager,
supervisor II, supervisor 1 and equipment service supervisors)
receive cash prizes ranging from $100 to $250. 1In addition,
raffle prizes are given to non-management employees with no
unscheduled absences or tardies during the quarter (and who met
other criteria). The raffle results in seven prizes:

o} One first place prize - weekend trip for two.
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o Four second place prizes - two tickets to a sports

~ event or show.
o Two third place prizes - dinner for two. .

The quarterly program leads to an annual award, where two trips
to Hawaii are raffled off. The qualifying criteria are that the
employees must have worked in a location when it won division of
the quarter, or have been selected as employee of the quarter.
One trip is raffled to contract staff and one to non-contract
staff. The total quarterly and annual awards are budgeted at
$28,000 in FY87.

3. Other Related Programs

Management has other related programs which are intended to help
control absenteeism and reduce overall absence rates. These
programs include light duty/early return to work, home visiting

and employee counseling.

Maintenance employees have the opportunity to engage in a tempo-
rary work status of light duty during rehabilitation/recovery
from a disabling injury which prevents them from conducting their
normal work duties. Participation in the program is not manda-
tory, but employees are encouraged to participate to continue to
accrue sick days, vacation and seniority from his/her former
position while on modified duty. The Risk Management Department
is examining ways to strengthen the program, with the underlying
objective of reducing long-term absences due to occupational
injuries and sickness.

A second program intended to reduce longer incidents of absence
is the RTD's Visiting Nurse program. Under this program, divi-
sion managers can request that the District's nurse visit sick
employees at home to check their progress. This program strives

to accomplish two objectives: 1) demonstrates that the District
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is concerned with the employees state of health and will sfrive
‘to help sick employees free of charge, and 2) attempts to dis-
courage false reporting of illness by following up with em-
ployees. Managers do support the program, but recognize that
resources are constrained (i.e., a single nurse was employed to
cover this program District-wide in FY86).

A third program, the Employee Assistance Program, may also help
to reduce absenteeism in the longer term. The District offers
free drug, alcohol, financial and family counseling on a volun-
tary basis, although the employee may have to pay fees if the
problem must be referred elsewhere. While these programs are
intended to improve employee performance in the long-term, some
managers have noted that the program can result in higher

short-tern absences (e.g., alcohol rehabilitation).

A related program, drug and alcohol testing, is generally applied
for employees involved in an accident where an individual is
injured or property damage exceeds $1,000. This program is
intended to improve public and employee safety -- which has a
correlary impact on attendance. The program is focused on deter-
rence of drug and alcohol abuse, through detection, rehabilita-
tion and enforcement. While the program is strongly supported by
management given the priority of safety, some managers have indi-
cated that it may result in an increase of one-day absences

amongst some employees.
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IV. MAINTENANCE EMPLOYEE ABSENCE PROGRAM SURVEY

This section describes the survey approach employed in obtaining
information about equipment maintenance employee absence programs
at selected U.S. transit properties, and information regarding

maintenance absenteeism policies.
A. APPROACH

Price Waterhouse conducted a survey of seven transit operators to
gather information about maintenance employee absence control
policies and programs. The objective of the survey was to glean
information in two areas: absence policy development and con-
tents, and absence results. The information is intended for use
in generating ideas for RTD in revising current absence control
programs, if appropriate. Some programs used by the surveyed
operators are included in Section V of this report for considera-
tion by RTD management.

Seven properties were selected based on their similarities to
RTD's operating environment and/or potential for yielding reli-
able absenteeism information and innovative programs. The fol-

lowing transit agencies were selected:

Chicago Transit Authority (CTA)

Metropolitan Transit Commission, Minneapolis (MTC)
New York City Transit Authority (NYCTA)

Sacramento Regional Transit District (RT)

San Diego Transit Corporation (SDTC)

Seattle Metro (METRO)

Washington Metro Area Transit Authority (WMATA)

O ¢ 0 0 ¢ o o©

Initial contact was made by telephone interview to determine the
operator's willingness to participate in the survey and to see if
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formal absenteeism programs were in place. A survey question-
naire was designed to obtain information about how the operator's
absence control program was developed, the elements and coverage
of the program, and specific absence data. Specifically, ques-
tions regarding where the policy is documented, how it is
applied, which employees are affected and whether the policy has
been challenged in arbitration were asked. Additionally, in-
formation was collected regarding the types of absences covered,
how the absence is counted (e.g., incidents, duration), provi-
sions for progressive discipline and incentives and the applica-
tion period. ' Respondents were asked to supply absence data by
absence category (e.g., sick leave, occupational injury, absent
with permission, absent without permission (AWOL), and vacation)
to the extent available. Finally, documents such &as the absen-
teeism policy, specific programs, management guidelines, the

labor agreements and work rules were gathered.

All transit agencies completed the maintenance employee question-
naires with the exception of Seattle Metro. Follow-up phone
calls were conducted with all operators to clarify information
from the survey and from the documents reviewed.

The results of the survey are discussed in the the following
sections, and include, the establishment of absence polices,
(Section B); a review of absence policy contents and scope
(Section C); a comparison of the disciplinary, incentive and
other programs used in addressing absence issues (Section D);
and, absence results (Section E).

B. ESTABLISHMENT OF ABSENCE POLICIES

This segment of the Price Waterhouse survey presents basic infor-
mation on the establishment of absence policies/programs for the
subject agencies and RTD. The results are detailed in Exhibit
IV-1 and summarized below.
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EXHIBIT IvV-1
Page T of 2

Policy
Date Adopted, Development /
Agency Date Effective Employecs Covered Where Documented Implementation Arbitration & Outcome
Southern California Rapid Late 1970's, Maintenance Divi- Management guidelines Management No cases arbitrated to date.
Transit District (ATU) revised sion (service at- prerogat ive
Jamuary 1986 tendants, mecha-
nics)
Southermm Califormia Rapid Late 1970'a, Maintenance Divi- Management guidelines Management No cases arbitrated to date.
Transit District (BRAC) revised sion (clerieal, prerogative
Jarmary 1986 support staff)
Chicago Tranait Authority September Engineering & Work  rules/Employee Management Four cases have been the sub-
€982 Maintenance Divi- Handbook;  management prerogative ject of arbitration; management
slon employees guidelines won one case, one case regsulted
(mechanics, ser- in reinstatement, two cases
vice attendants, pending. Procedure upheld in
clerical) ) both cases where arbltration Is
complete.
Metropolitan Transic November 1981 Mechanics, ser- Separate policy; man- Management Policy currently  being arbi-
Comnission (Minneapolis) (initial im- vice attendants, agenent guldelines prerogative. trated; union 1s challenging
plementation) clerical. (Same Contract management's right to implement
March 1986 policy covers clauge allows the policy. (No terminations)
(revised -- drivers, clerieal MIC to estab-
initial poli- and all other lish standards
cy outdated union employees of performance
ineffective in agency) for employees.
Sacramento Regional June 1983 Mechanica, ser- Separate policy (Board Managemant Nooe (no terminations)
Transit District vice attendants adopted) prerogative
San Diego Transit Corpora- Jarmary 1986 Mechanics, ser- Management guidelines Management None (2 terminations on AWOL)

tion

vice attendants

prerogative
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Policy
Date Adopted, Developnent/
Agency Date Effective Fuployees Covered Where Documented Implementation Arbitration & Outcome
Tri-Met (Portland) November 1984 Mechanica, aer- Management guldelines Management Cases have been arbitrated but
vice attendants, (Policies and Proce- prerogative; procedure has not been chal-
clerical dures Manual) policy devel- lenged. Individuals have been
oped In con- terminated wder the policy.
currence with
union
Washington Metro Area October 1985 Mechanica, ser- Separate policy. Management tone. Individuals have been

Transit Authority

vice attendants,
clerical. (a1l
bargaining unit
employees. Poll-
cy for transpor-
tation employees
is extremely sim-
ilar)

prerogative;
negotiated a-
greement (sep-
arate from the
contract) in
lleu of arbi-
tration,

terminated under the policy.
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1. Date Adopted, Date Effective

Amongst the operators surveyed, absence control policies/programs
were implemented between the late 1970's and 1986. Six of the
eight programs included have been implemented within the past two

years.

2. Employees Covered

Operators may choose to implement a single policy for all main-
tenance employees, or establish policies individually for each
union. Both examples are shown in the survey results. Two oper-
ators -- MTC and WMATA -- have a single policy covering all de-
partments and functions. While there are advantages to applying
a single policy -universally (e.g., clarity, communication,
equity), this is' not always a practical approach. For example,
RTD labor agreements contained varied paid sick leave benefits
and absence provisions for each union. Two separate unions rep-
resent maintenance employees and some specific portions of the
absence program must reflect contractual provisions (e.g., sick
leave buy back is allowed for BRAC but not for ATU employees).

3. Where Documented

Absence control programs are addressed in & number of documents
at each transit operator. Sick pay accumulation, notification of
absence, overtime restrictions and similar pay-relatéd and
absence allowance provisions are generally found in the 1labor
contract. Management guidelines and/or formal policies/programs
document, without exception amongst the surveyed operators, the
specific incentive and disciplinary actions recommended when
employee absence records meet specified criteria. Employee
handbooks and work rule documents generally combine information
on pay and absence allowance information from the contract with
disciplinary procedures from the management guidelines.
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4.  Absence Control Policy Development/Implementation

Without exception amongst the surveyed operators, maintenance
employee absence control programs have been implemented based on
management and policy board initiative. This statement refers
explicitly to the disciplinary and incentive programs which
specify agency actions when an employee's absence results fall
below or above the negotiated absence benefits. It is important
to note that all the operators surveyed have some negotiated
elements in the overall absence program -- e.g., sick pay accumu-
lation, paid absence eligibility, notification requirements. The
disciplinary programs, addressing what actions may be taken when
an employee exceeds the negotiated benefits, are based on manage-
ment's implied or explicit right to establish employee perform-
ance criteria or expectations.

Two of the operators surveyed -- WMATA and Tri-Met =-- initiated
a policy based on management prerogative, but then included the
union in discussions to refine the program. The program is not
incorporated into the formal labor contract, but was agreed to by
consensus between management and labor. Both operators believe
that involving the union early on has helped in communicating the
policy and in employee acceptance of the program. The policy
itself has not been the subject of arbitration at either agency,
although individual applications of the policy have been
arbitrated at Tri-Met.

5. Arbitration Results

Because most of the absence policies have only recently been
established, the long-term impact resulting from employee dismis~-
sal and ensuing arbitration is difficult to discern. For exam-
ple, the revised RTD maintenance absence disciplinary program has
-only been in place since January 1986 and has not been tested in

arbitration. Surveyed operator results include:
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o CTA -- terminations have resulted. Two arbitration
cases completed with the program upheld in both. Two

cases pending.

o] MTC -- no terminations under new policy, but manage-
ment's right to implement the ©policy 1is being
challenged by the union and is currently undergoing

arbitration.

o) SDTC, Tri-Met and WMATA -- terminations have occurred,
but the absence control program has not been chal-
lenged. Union involvement in program development at
Tri-Met and WMATA cited as contributing factors.

C. ABSENCE CONTROL PROGRAM CONTENTS AND COVERAGE

The Price Waterhouse survey also obtained information regarding
absence control program content and coverage. Primary program

attributes are discussed below and outlined in Exhibit IV-2.

Lo Absences Covered by Policy

The types of absences included under the disciplinary program is
an important consideration in absence control. The types of
absences included range from all unscheduled absences (i.e.,
RTD and CTA) to absent without permission alone (i.e., WMATA).
Most of the surveyed operators limited disciplinary programs to
sick leave and absent without permission (i.e., MTC, RT, SDTC and
Tri-Met).

2. Absence Accumulation

There are two ways to count absences -- the number of incidents
and the duration of absence. An incident occurs each time the
employee initiates an absence, regardless of the number of con-
tinuous days absent. An absence of one day or of five days would



Agency

FXHIBIT V-2

Southem California
Rapid Traneit Dstrict
(an))

Southern (allfomia
Rapid Transit District

(BRAC)

thicago Transit
Attority

Metropolitan Transit
{Mirneapolis)

Pege 1 of 3
ABSFNCE FROXRAM SIRVEY RESLLTS
ABSFNCE. ODNIR(OL. FROGRAM OONTENTS AND OOVFRAGE
MAINTFNANCE EMFLOYEES
Abgenceg (overed by Rolicy Voluntary 0.T.
Sick AL/ tbw abserce Application  Doctor Verification of Payment Af fected
Leave 10D AP  ia omnted Period Iliness/Fliness Requiref! Schedule for Sick leave Ioss of Benefits At tendanoe?
X X X Incidents Rollirg six May require physician's Brployees mwt com- Brployees lose a 5]
and duration months release. plete 1 year of car  portion of their va-
timous service for cation 1f they have
sick leave unless 85 or more absences
injured on the job. in one year,
The first day of sick
lesve 18 ot paid.
X X X Incidentsa Folling aix m{eaaemm physician's Brployees mist com- Brployees lose a N
and duration months e . plete 1 year of am  portion of their va-
timous service for cation 1f they have
sick lesme unless 100 ar aore absences
injured an the Job. in ane year.
Sick leave is paid for
the first day forward.
X X X Incidents Folling 12  May require physiclan's Hmployees mst com- WA Yes; ¥ 0.T.
and duration months, certificate. plete ane year of ser- allowed during
vice to earn sick pay. week sbaence
Brployees not paid an ocourred.
first day of abgerre,
unless five days or
more {then all days
paid wp to accumilated
berefit) .
X X Incidents Folling 12 Yes; certificate from at- Slck leave pay ot al- Sick leawe credits No
and duration months. tending physician required lowed during flrst 3  reduced ane day for

to EHle claim for gsick
leave pay. Upon request
of MIC, employee shall
subnlt to an examination
by a physiclan designated
by MIC.

days of gickness, ex-
cept for hospitaliza-
tion. of
ome working da
walting

each of 5
ghsence due to 111-
ness.  Brployee must
canplete ane year of
service before he 18
entitled to paid sick

leave.

for

of the dury

each mnth of ab-
gence other then
sickness or mititary
. Earmed vaca-
tion not used to com-

days pute days absent.

. T




Agency

Sacramento Regional
Transit District

San Dlego Transit

Tri-Met (Fortland)

EXHIBIT Tv-2
PAGE Z OF 3
ABSENCE FRORAM SIRVEY RESILIS
ARSFNCE OONTROL FROGRAM OONTENTS AND QDVERAGE
MAINTFNANCE, BMEALOVEES
beences (wvered by Rolicy Volintary Q.T.
Sick AT/ Fowdbsence fApplication - Doctor Verlfication of Payment Affected by
Leave (1)) AP  is counted Ferlod Illness/Fitness Required?  Schedule for Sick Leave 1oss of Benefits _Artendance?
X X Incidents Folling 12  RT may require doctor's Boployees with less Buployees oo leave of No
maths . motice if employee 13 on  then 2 years service  absence or sick leave
the attendance program. mist walt 2 wrkdays  without pay for 20

lesve with pay may be
wsed. HBoployee mst

conseat{ve calendar
days will forfeit 1/12
of thelr alck leave

camplete 6 mnths of  eredits.
service before he 13
entitled to pald sick
leave.
X X Incidents Rolling 365 SDIC may require a note Baployee mst work legs then Yes; individuals
and duration days. firom the atterding in the aggregate 210 210 days in one year with poor atten-
physician fbr 11lnesses days in a 12 mnth results in provating dance records not
in excesa of 5 days. ' pericd to count as of pald sick leave  piven O.T.; per
a year of aervice benefits. contract, employee
for purposes of ac- will ot be paid
amulating sick Q.T. rate unless
leave. Wrking time they work all
lost mot in exmess acheduled work in
of 60 days due to the pay period.
siclmess, injwy or
official thion busi-
ness stall be con-
sidered days of work.
X X Duration Folling 12 Doctor's certificate may  Sick leave payments Bployee mst work  Yes; no O.T.
months . be required for farth begin on second day 16 days in a month  allowed during

abaence (separate occa-
sions) in 180 days or
for sbsences more than
5 days log.

of 1llness unlegs e to eam sick leave, week absence
ployee has 30 days excluding 1llnesses occurred.
accumulated sick leave of 5 days or more

-- then payments begin  where the employee

o first day of ab- is under a doctor's

sence, care.



fbgexwes (nvered by Policy

Sick

Washington Metro Area
Transit Authority

10

BHIRIT V-2

N/A: Information not availsble.

Page 3 of 3
ARSENCE, FROGHAM SURVEY RESULTS
ABSFNCE CONIRCL. FROGRAM OUNTENTS AND QOVERAGE
MATNTFMNANCE EMPLOYEES
Voluntary O.T.
L] FHow dsence #pplicarion  Doctor Verlfication of Payment Affected by
AP 1 counted Period Illness/Fltmess Required? Schedule for Sick leave Loss of Bemefits  _Attendance?
X Incidents Rolling 365 WMATA may require a eedi- Sick lesve not paid NA 1)

ad duration days. cal evaluation to deter-  for Frst 3 days of
mine physical fitness for 1llness; if {llness
a job after 7 occurrences  exterxds beyond 3 days,
of. {llness all days are paid.
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comprise a single incident. Duration refers to the number of
total scheduled work déys lost due to absence occurrences. Dura-
tion is not sensitive to the degree to which lost days result
from a single long term absence event or from many short-term
events. Of the operators surveyed, five used maximum limits for
both the number of absence incidents and the total number of days
lost. One. operator uses duration alone to measure absence

(Tri-met), and one uses incidents alone (RT).

3. Application Period

The application period -- the time frame over which absence
occurrences are accumulated for disciplinary purposes -- 1is
twelve months for all survey respondents except RTD, which under
the management program effective January 1986, 1s six months.
For any given number of absences, the six month program both

forgives and reacts faster than does a twelve month program.

4. Doctor Verification of Illness/Fitness Required

Under the terms of both the ATU and BRAC agreements, a physi-
cian's release may be required upon request by RTD management,
either for sick leave to be paid, or upon returning from an
absence exceeding four days or more. It is important to recog-
nize that the physician's release is a document which states that
an individual is well enough to return to work and not a document
verifying that the individual was 1ill1 or injured in the first
place. 1If requested, the RTD must pay the cost of obtaining the
release.

Nearly all of the other agencies responding have a similar re-
quirement through which management may request a physician's
certificate upon employees returning to work. The major differ-
ence 1s that the other operators require the physician's certif-
icate to verify the nature of the illness and/or injury and that
absence from work is recommended.
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For example, SDTC may require a note from the attending physician
for absences exceeding five days. Tri-Met may require a physi-
cian's certificate for absences exceeding five days or, a fourth
absence incident in one hundred and eighty days. The MTC
requires a certificate from the attending physician for any claim
of sick leave pay. In addition, MIC may request the employee to
submit to an examination by an MTC designated physician. The RT
reserves the right to request a physician's certificate regard-
less of the frequency or duration of absence.

In the case of WMATA, 'a physical examination may be required to
determine the employee's fitness for the job after seven inci-
dents of illness within a rolling 12 month period. 1In all cases
the operator must pay the fee for any physician's certificate
required.

5. Payment Schedule for Sick Leave

There are two primary elements to qualifying for paid sick leave
amongst the surveyed operators -- employee qualifications and
incident qualifications. Each is discussed below.

Not all employees are eligible for paid sick leave; most opera-
tors have some qualifying criteria based on seniority. For exam-
ple, at RTD both ATU and BRAC employees are required to complete
one year of continuous service (unless injured on the job) before
qualifying for sick pay. The one year of service requirement 1is
reflected in the labor contracts of CTA, MTC and SDTC as well.
RT requires only six months of continuous service to qualify for
paid sick leave benefits. Tri-Met apprcaches the problem differ-
ently, requiring employees to accumulate sick leave on a monthly
basis. Employees must work 16 days each month to earn paid sick
leave benefits.
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The employees eligible for sick pay generally have another level
of qualifications to meet before receiving sick pay related to
the duration of the incident. The sick pay provisions related to

incident characteristics include:

o RTD's BRAC employees are paid on the first day of
absences, as are RT employees with more than two years
seniority, and Tri-Met employees with more than 30 days
of accumulated sick pay. For absences exceeding five

days, the CTA begins sick pay on the first day.

o RTD's ATU employees begin sick pay benefits on the
second day of absence, as do CTA and Tri-Met employees.

o WMATA employees are not paid for the first three days
of sick leave, but are paid for all days 1if the
incident exceeds three days in duration. Similarily,
MTC begins sick pay on the fourth day for incidents
less than five days in duration, and on the third day

for incidents five or more days in duration.

6. Loss of Benefits

All of the survey respondents had a program under which pro-
longed, or highly frequent absences resulted in a reduction of
another benefit.

In this category, RTD was unique from the other respondents in
that vacation time is reduced if a certain level of absences is
exceeded in a year. All other respondents used a measure, which

if exceeded, impacted remaining sick leave benefits.

The terms of the ATU and BRAC agreements allow an employee to
accumulate 85 (ATU) and 100 (BRAC) absences in a year and still
use their full vacation entitlement. However, the employee is
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entitled to one-twelfth of their earned vacation for each major
portion of a month they worked if their absences extend beyond

the respective amounts of 85 and 100 days.

The MIC reduces an employee's sick leave credits by one day for
each month of absence other than military leave or sick leave
(with a doctor's notice). At RT, a similar arrangement exists
whereby employees absent for 30 consecutive calendar days forfeit
one-twelfth of their accumulated sick leave benefit.

Under the SDTC policy, employees must work in the aggregate of
210 days in a twelve month period to count as a year of service
for computing sick leave time. Working time lost not in excess
of 60 days due to sickness or injury shall be considered days of
work for the aforementioned requirement of 210 days. Failure to
complete the requirement results in & prorating of accumulated
sick benefits.

Tri-Met requires employees to work sixteen days in a month to
earn sick leave. However, illnesses where the employee 1s under
a doctor's care for up to five days may be excluded from this
total. Working less than 16 days in & given month results in no
sick pay accumulation for that month.

7. Effect of Attendance on Voluntary Overtime

Four of the seven agencies included in the survey -- RTD, MTC, RT
and WMATA -- responded that voluntary overtime was not effected
by attendance. At the CTA, SDTC and Tri-Met, attendance is
considered in assignments for voluntary overtime. At SDTC an
employee is.not paid at the overtime rate unless all scheduled
work was completed by the employee during the pay period. At the
CTA and Tri-Met, employees are restricted from working overtime
during a week in which they were absent.
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D. DISCIPLINE, INCENTIVES AND OTHER PROGRAMS TO IMPROVE
ATTENDANCE

The third part of the Price Waterhouse survey reviewed the
programs being used by other agencies to regulate and 1mprove
employee attendance. The findings, summarized below, are dis-
played in Exhibit IV-3.

1. Provisions for Progressive Discipline

All of the agencies surveyed currently have a program under which
an employee is subject to increasing measures of discipline for
high levels of absenteeism within a defined period of time.

Beginning in January 1986, RTD management implemented a revised
program to address Maintenance Department absenteeism rates. It
is a four-step program within a rolling six month period. Under
this program, six incidents of absence or three incidents total-
ling sixty hours or more requires a counseling letter be sent to
the employee. Within three months following the letter, the
employee must bring his/her attendance into compliance with RTD's
requirements or the employee may be brought before a hearing and
may be suspended for one-to-three days.

If action is taken under the second step, the employee is again
given three months to bring attendance into compliance (i.e.,
less than three incidents totaling sixty hours and less than six
incidents). Failure to comply with the attendance requirements
subjects the employee to another hearing, a potential suspension
of five-to-ten days and the possibility of termination.

The final step requires the employee to comply with the atten-
dance policy within three months of the actions undertaken above.
Under Step 4, the employee is brought before a hearing and may
receive a twenty-to-thirty day suspension -- although there is no

maximum -- and may be terminated from employment.
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Provisiona
for Progreasive MMscipline

Incidenta Controlled
by Discipline

Forgiveness
of Incidenta

Recognition
for Attendance

EHIBIT 1V-3
Page 1 of 3

Other Programs to Improve Attendance
Physical Visiting

Southern Califormia
Rapld Transit Dis-
trict (ATU)

Southern Californis
Rapid Transit Dis-
trict (BRAC)

Same for ATU and BRAC. Four
atep program; 6 inatances -
3 totaling 60 hrs. within
8ix months is a counseling
letter; within 3 months of
above, employee must comply
with policies or receive g
hearing and possible suspen-
slon; within three months of
previous measure, fallure to
comply will result in longer
suspenaion and possible
termination; last step 1f
fatlure to comply within
ancther three months is
longer suspension or terwmi-
nation.

Same for ATU and BRAC. Four
step program; 6 inatances -
3 totaling 60 hrs. within
six months 18 a counseling

- letter; within 3 months of

above, employee must comply
with policles or recefve a
hearing and posaible suspen-
sion; within three months of
previous measure, fallure to
camply will result in longer
suspension and possible
termination; laat step if
fallure to comply within
another three months ia
longer suspension or termi-
nation.

All wmnacheduled leave and
tardinesa

All unscheduled leave and
tardiness.

None

Yes. Monthly, quar-
terly and annual
awards.

Yes. Monthly, quar-
terly and annual
awarda.

Counseling Fitness Nurse
Yes. Irug, alcohol Mo Yes.
and general employee Minimal .

counseling available.

Yea. Irug, alcohol o4} Yes.
and general employee Minimal.
counseling available.
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Other Programs to Improve Attendance

Provisions Incidents Controlled Forglveness Recognition Physical Visiting
Agency for Progressive Dlscipline by Discipline of Incidents for Attendance Counsel ing Fitness  MNurse
Chicago Transit Four atep program; 3 in- shsence due to illness None MNo. Buployee Assis- Mo Na
Authoricy stances of absence and/or  or injury, abuse of the tance Program
5 days off between each sick list, fallure to avallable.
step of the progression. report on tlme-unexcused
Separate discipline guide-  absence, AWOL.
N lines are provided for dif-
ferent categorlea of ab-
sence.
Metropolitan Transit Four step program based on Sick leave, request off, tone N.A. Boployee Assis- No No
Comreission number of occurrences. AWOL, late covered by tance Program
(Minneapolis) Pater firast step (lat re- poliey. in effect for
cord of warning) with vari- 3-4 years.
ous combinations of inci-
dents and duration (e.g., 1,
2 or 3 occurrences totaling
11 or more days) during
previous slx months. Fail-
ure to successfully com-
plete 3 consecutive 3-month
warning periods because of
absences results in termi-
nation.
Sacramento Regional Inter program forwally with Sick leave, request off, For each month N.A. Bmployee Assis~ No No
Transit District 3 occurrences; each time an  AWOL, tardiness covered of perfect at- tance Program
employee misses work is by policy. tendance one oc- avallable.

counted as an occurrence;
consecut ive days missed are
comnted as one occurrence;
discipline applied after
reac various levels of
occurrences; 13 occurrences
result in termination,

currence 1s for-
glven during the
active 12 month
period.
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Other Programs to Improve Artendance

Provisions Incidents Controlled Forgiveness Recognit lon Physlcal Visiting
Agency B for Progresaive Disclpline by Discipline of Incidents for Attendance Cowunsel ing Fitness  Nurse
San Diego Transit Three levels of discipline; Sick leave, AWOL, sign- None Anmual awards pro- Bmployee Assis- Mo No
Corporation 13 occaslons or 20 total off, tardiness. pram recognizes out- tance Program

days off subject to disci- standing employee adopted by Board

pline; exceeding standard attendance. 7/1/86.

set forth above 3 times in

one year results in temmi-

nation.

Tri-Met (Portland) Progressive discipline be- Sick leave, AWOL, None | o) Boployee Assis- Yes; fa- No
ging with 100 hours of ab- tardiness. tance Program in  cility at
sence; more stringent condi- effect for 3 yra. omne loca-
tions and terms for atten- tion with
dance applied as hours of equipment
abeence increase; discharge and pro-
considered at 300 hours of grams; em-
absence . gloyees pay

5/mo.

Washington Metro Area Points assigned for ab- Absences and tardiness None Boployees can earn Boployee Assis- No Mo

Transit Authority sences by type (e.g., 1 other than for sickness 1/2 day off per quar- tance Program
point for late report, & or I0D covered by this ter for perfect at- avallable.

points for AWOL); disci-
plinary action ia based
on point accumilation;
employee subject to termi-
nation when 24 points are
accunulated.

N.A.: MNot avallable.

policy. Sick leave be-
ing addressed under a

separate policy.

tendance
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During the study period, RTD was working in conjunction with
union representatives to revise the absence policy implemented in
January 1986. The attendance policy, expected to become effec-
tive in November 1986, was not reviewed in this engagement as it
was not in final form during the analysis period. 1In draft form,
the program would change to a six-month floating performance
period triggered by each absence occurrence. The disciplinary
program is expected to move from fouf-steps of discipline until
termination, to six steps, still initiating on the sixth incident
of absence. The duration element is likewise being extended from
three instances totaling 60 hours, to three instances totaling
80 hours. While the acceptable limit of absence incidents and
duration has been increased, the incident-based floating period

is expected to speed up the disciplinary process.

Two other agencies, the CTA and MTC, use a four step program of
progressive discipline. The CTA program uses separate discipline
guidelines for different categories of absences, with an estab-
lished number of frequencies triggering the discipline measures

within a floating 12-month period.

The MTC program is based on the number of absence occurrences,
with various combinations of incidents and duration summing to a
report occurrence. The employee is given three opportunities
during three month intervals to comply with attendance require-
ments, much like the RTD program. Failure to do so may result in
termination.

Two agencies, RT and SDTC, utilize a three step discipline pro-
gram. Under the RT program, thirteen occurrences of an absence
type within a floating twelve month period will subject the
employee to termination. An occurrence is one period of absence
-- whether it be one day or several days consecutively.

The SDTC also uses a three level program of progressive disci-
pline, with the threshold of absences being thirteen occasions or
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twenty total days absent within one year. If this standard is
exceeded three times in a floating twelve month period, the

employee may be terminated.

Under the program used by Tri-Met, absences totaling 100 hours or
more within a floating twelve month period subjects the employee
to more stringent terms and conditions for attendance. If the
employee's attendance does not improve and the employee has
accumulated 300 hours of absences, he/she may be terminated from
employment.

The WMATA progressive discipline program incorporates a point

system in measuring the level of absenteeism. Under this pro-
gram, different absence types -- such as AWOL, sick leave, or
late reporting for duty -- receive a different number of points.

Within a floating twelve month period an employee is limited to
twenty-four points. At different levels approaching the maximum
of twenty-four, an employee is subject to various disciplinary
measures. However, upon reaching twenty-four absences within a
rolling l12-month- period the employee is subject to termination
from WMATA.

2. Incidents Controlled by Discipline

All of the agencies surveyed, along with RTID, include sick leave,
tardiness and AWOL as absence types subject to their progressive
discipline rules. One exception to this is WMATA, which covers
sick leave under a separate program. RTD is the only agency

including all unscheduled absences in its program.

3. Forgiveness of Incidents

None of the agencies surveyed forgive incidents of absenteeism
with the exception of RT. Under the RT program, each month of
perfect attendance eliminates one absence occurrence during the
active 12 month period.
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4. Recognition for Attendance
Two transit agencies =-- SDTC and WMATA -- recognize excellent
employee attendance. The SDTC presents awards annually to

employees who have compiled outstanding attendance records. The
WMATA program features an incentive for employees by allowing the
employee one-half day off per quarter of perfect attendance. The
RTD program is more extensive than either of these, including

monthly, quarterly and annual awards for perfect attendance.

5. Other Programs to Improve Attendance

This category consists of three programs aimed at improving
employee attendance - counseling, physical fitness and visiting

nurse.

a. Counseling

All of the agencies included in the survey, along with RTD, offer
a counseling program which can help improve employee attendance.
These programs include counseling for drug and alcohol abuse,
family and work place problems, and are generally free to the
employee.

b. Physical Fitness

Based on the survey results, Tri-Met is the only agency with .a
physical fitness program for maintenance employees. This program
consists of one physical fitness center for employees with a five

dollar per month charge.

c. Visiting Nurse

Of the agencies surveyed, only RTD currently has a visiting nurse
program for employees absent due to illness. The extent of home
visiting conducted has been minimal to date, due to limited

resources (a single nurse serves the entire District).
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E. ABSENCE RESULTS

Only two of the operators surveyed provided absence information
for maintenance employees, as outlined in Exhibit IV-4. Based on
the'information provided, 1t appears'that RT's absence policy did
not substantively impact the number of days lost due to sick
leave and AWOL -- the two areas followed within the disciplinary
program. The number of days lost due to work-related injuries
fell dramatically reflecting a major effort to improve safety
onsite,

It is not certain whether MIC's initial absence policy had any
measurable impact on the number of absence days lost, as they did
not monitor maintenance absenteeism for control purposes prior to
program implementation. When MTC strengthened its program last
year, absences subject to discipline (i.e., sick leave and AWOL )
dropped by 16 percent.

It is not possible to evaluate each operator's success in absence
reduction for two reasons:

o Most programs are recent initiatives and have not yet
demonstrated the full cycle of discipline; and

o Most operators are not routinely tracking maintenance
absences at an aggregate level.

F. SUMMARY

As demonstrated, absence control practices and policies vary
widely with every operator having some unique provisions and
practices. All operators, including RTD, developed the program
outside of formal contract negotiations -- although many worked
with labor representatives informally to develop programs. All
the operators surveyed utilized a 12-month floating performance
period for monitoring employee absences, excepting RTD which uses




EXHIBIT IV-4
ABSENCE PROGRAM SURVEY RESULTS

MAINTENANCE EMPLOYEE ABSENCE DATA

AVERAGE NUMBER OF DAYS PER FMPLOYEE PER YEAR

2 yrs. 1 yr. First yr. Second yr. Third yr. Fourth yr. Fifcth yr.
prior to prior to Policy of of of of of
implemen- implemen- imple- implemen- implemen- implemen~ implemen- implemen-

Agency tation tation mented tation tation tation tation tation (I)

SACRAMENTO REGIONAL TRANSIT

*
DISTRICT *
*
o Sick leave 15.08 16.16 * 16,55 16.15
o Injured on duty 0.74 6.28 Lol 3.40 0.89
o Abgent with permission 3.12 2.03 b 0.75 0.49
o AWOL 0.51 0.29 * 0.12 0.18
o Other 1.70 1.00 * 1.13 1.03
*
Subtotal 21.15 25.76 * 21.95 18.74
*
o Vacation and Holidays 20.69 22.13 * 23.07 23.74
*
*
*
METROPOLITAN TRANSIT *
COMMISSION *
*
o Sick leave N/A N/A * 7.80 8.32 8.06 8.06 6.76
o Injured on duty N/A N/A * 7.54 6.50 6.24 4.16 3.90
0o Absent with permission N/A N/A * 4,16 3.38 3.12 2.34 2.60
o AWOL N/A N/A * 2.86 2.34 2.08 3.12 2.60
o Other N/A N/a * 0.78 0.78 0.26 0.26 0.52
*
Subtotal N/A N/ A * 23.14 21,32 19.76 17.94 16.38
*
o Vacation and Holidays N/A N/a * N/A 20.18 19.66 21.22 20.28

(1) MTC significantly revised its absence policy in thias year to reinforce good attendance by employees.
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a six-month period. All the operators have some provision
_requiring a doctor's certification of illness and inability to
work, excepting RTD which may request a doctor's release stating
that the employee is well enough te return to work. Most
operators provide sick pay based on the number of days worked in
a period, except for the RTD and the CTA which provide paid sick
leave bhenefits regardless of attendance. One-half of the
operators surveyed did not pay overtime premiums for employees
working on their scheduled day off during a week when they were

absent. RTD does not restrict voluntary overtime due to
absences.

The tolerances for termination due to absences vary widely

between operators. Termination is possible after:

WMATA - 3 AWOL, or eight days in 12-months.
CTA - 12 instances or 20 days in 12-months.
MTIC - 12 instances or 33 days in l12-months.
RT - 13 instances in l12-months.

SDTC - 16 instances or 23 days in 12-months.

O 0 O O O ¢

SCRTD - 9 instances in six-months (18 instances in
12 -months).

SCRTD Proposed = 11 instances in six-months (22
instances in 12-months). .

o Tri-Met - 37 days in 12-months.

o]

One-half of the operators surveyed, including RTD, provide awards
and recognition for good attendance.

Overall RTD does have a large number of practices intended to
improve attendance, and is comparable to other operators in terms
of the number of programs available. However, within these

programs, RTD appears to be less demanding than other operators
surveyed.
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V. SUGGESTED APPRQOACH TO MAINTENANCE ABSENCE CONTROL

The purpose of this chapter is to identify specific absence con-
trol programs and actions which are expected to improve mainte-
nance employee attendance at RTD and reduce the overall cost of

absenteeism.

A. OBJECTIVES OF THE ABSENCE PROGRAM

A successful absence reduction program strives to strike an
appropriate balance between the use of incentives and discipli-
nary measures which recognize the operating characteristics of
the organization. A balanced approach to absence control has had
the best reported results in absence reduction according to
available literature. In recognition of maintenance employee
performance at SCRTD, we recommend a program which addresses the
needs of three primary groups of maintenance employees. These
groups span all three employee types -- mechanics and servicers
represented by the Amalgamated Transit Union (ATU) and clerical
workers represented by the Brotherhood of Railway, Airline and
Steamship Clerks, Freight Handlers, Express and Station Employees
(BRAC). The programs may also apply to non-contract staff, how-
ever, absence reduction was not identified as a significant im-
provement opportunity for this group. Therefore, the discussions
presented in this chapter generally exclude references to non-

contract staff. The program recommended includes:

o Recognition of excellent performance for maintenance
employees with perfect -or near perfect attendance. The
RTD has implemented a recognition program for high per-
formance which has worked well. Price Waterhouse sug-
gests some improvements to encourage individuals with

near-perfect attendance to gain further improvements.



o Management controls for marginal absence. Ninety-nine
percent of all maintenance employee absences are five
or fewer days. Manﬁgement does not have a strong pro-
gram for marginal absence at present. Price Waterhouse

recommends implementing some initiatives in this area.

o Disciplinary action for chronic absenteeism. RTD cur-
rently has two programs to combat chronic absenteeism
-- the absence disciplinary process and the prorating
accrual of vacation related to BRAC and ATU employee
attendance. Price Waterhouse recommends several en-
hancements to this program to help control chronic
absenteeism.

As noted, RTD has recognized the unique needs of these groups of
maintenance employees as demonstrated by the current program of
controls (i.e., discussed in Section III). The District has
approached absence control with balance =-- offering both incen-
tives and disincentives for absences. The suggestions presented
in this chapter are intended to improve the effectiveness of
these controls and were developed based on the analysis of RTD's
programs (Section III1), maintenance employee attendance (Section

I1I) and industry research (Section IV). A summary of recommended
actions is presented in Exhibit V-1.

The potential cost savings figures were all developed using the
cost monitoring methodology presented in Section VI of this
report, and the absence characteristics provided in Section II.
RTD can replicate these calculations, or use the same methodology
and information to evaluate implications of other suggested
absence reduction proérams, should they so desire. The cost
savings estimates are conservatively stated. The savings are
estimated assuming that each program will only impact its primary
target group (i.e., excellent attenders, marginal attenders and
poor attenders) with no residual implications for the other two
groups of employees. This would not be the case in application,
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EXMIRIT V-1
SUMMARY OF MAINTENANCE AHSENCE REDUCTION SUGGESTIONS
CUONTRACT .
. CHANGE ANTICIPATED ADDITIONAL IMPLEMENTATION
TARGET GROUP SUGGESTED TMPROVEMENT REQUIRED SAVINGS PER ANNUM COST NET SAVINGS SCHEDULE
A. Excellent 1) Expand Equipment No $170,000 and some $35,000 $135,000 Janusry 1987
Attendance Mailntenance Recognl- reduct lon already
tilon Program (ATU and accrulng
BRAC)
2) HModify the Buy-Back Yes Unknown Unknown Unknown Late FY88
of Accrued Sick Pay Minimum pay-off La $2 to $1
Provision (ATU)
3) cCchange Eaployee Pay- No Unknown Unknown Unk nown March 1987
ment Schedule (ATU .
and BRAC)
8. Marginal 1) Modify Sick Leave Yes Unknown ‘ None Unknown Late FY 1988
Attendance Accrual Pollcy (ATU :
and BRAC)
2) Modify Sick Pay Yes $103,000 None $103,000 Late FY 1988
Provision (BRAC) {for BRAC) (for BRAC)
3) Lialt Overtlime Pay to Yes $200,000 None $200,000 Late FY 1988
Employees worklng a
Full Week (ATU and
BRAC)
4) Formallze Attendance No Unknown None Unknown January 1987
Record as a (Criterfa
for Promotions (ATU
and BRAC)
5) Formalize Screening No Unknown None Unknown January 1987
Job Applicante for
Attendance at prior
Workplace (ATU and
BRAC
€. Poor 1) Modify Progressive Yes $1.1 million None $1.1 Winter 1987
Attendance Discipline Schedule million
for Excesslve Absen-
teelsm (ATU and BRAC)
2) Require Malntenance Yesn Unknown None (or Unknown Late FY 1988

Employeea to Provide coat of exanm)
a Doctor's Verlfica-

tlon when Returning to

Duty (ATU and BRAC§

3) Clarify Responsibil- No Unknown Unknown Unknown June 1987
ftiea and Procedures .
for Monitorilag Maln-
tenance Employees on
Four and Filve Day
Absences (ATU and
BRAC)

Total $1,573,000 $ 15,000 $1,538,000
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as all programs apply equally to all employees -- even though
they are designed to have the greatest impact on a specific
subset of employees.

The additional cost of administering these programs is nominal,
as most suggestions are alterations of existing programs which
are already being administered. Further, RTD has recently imple-
mented the Human Resources Management Information System (HRMIS)
in the Equipment Maintenance Department, which is intended to
improve monitoring and control absences, among other things. The
study did not comprise a work measurement process to evaluate the
marginal impact of each program on administrative time, nor did
it evaluate any potentlal excess capacity or replacement capacity
that may currently exist. In evaluating and implementing sug-
gested programs it is strongly recommended that the District re-
view the specific responsibilities of individuals impacted both
before and after the program change to ensure that administrative
time is both adequate and put to the best use to serve the
District.

Less than half of the recommendations require a contract change,
and account for 20 percent of total estimated savings. This
gives management ample flexibility to continue their progressive
actions toward absence reduction (already demonstrated in the new
recognition/award program and efforts to revise the absence dis-
ciplinary program) in the near term.

B. CHARACTERISTICS OF EFFECTIVE ATTENDANCE PROGRAMS

Two of the three attendance program focus areas (e.g., marginal
absence and poor absence controls) are generally easy to defend
in public or private circles. They rely on the philosophy that
an employee must perform according to the terms established by
management and labor representatives, or lose some benefit (e.g.,
suspension without pay) and eventually risk termination. The
final area of attendance program focus (i.e., rewarding and
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recognizing individuals with excellent attendance) is sometimes
more difficult to comprehend as an absence reduction approach.
In support of a balanced aﬁproach to attendance improvement,
Price Waterhouse conducted a limited review of available

literature.

We reviewed the findings of a well-known researcher of attendance
programs, Dow Scott, Ph.D., a management professor of the
Virginia Polytechnic Institute and State University. Dr. Scott
has recently published two articles which apply directly to the
considerations presented in this report:

o] '""Rewarding Good Attendance: A Comparative Study of
Positive Ways to Reduce Absenteeism,' with S.E. Markham
and R.W. Robers in Personnel Administrator, August
1985.

o "Absenteeism Control Methods: A Survey of Practices

and Results,'" with S.E. Markham, in Personnel -Adminis-

trator, June 1982.

We believe these findings are particularly releévant to the RTD's
considerations of a new attendance control strategy because they
provide an objective review of the results of various attendance
programs. The findings from these two research efforts are
summarized below:

1. Positive Attendance Programs

In respect of the use of positive attendance mechanisms, Dr.
Scott's 1985 article chronicled the results of a year-long field
test of four such programs: 1) a financial incentive program,

which paid bonuses for perfect and near-perfect (two absences)

attendance for the year; 2) a recognition program, which included

quérterly and annual awards for all employees having no more than
one (quarterly) or two (annual) absences; 3) a lottery program,
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which included a quarterly drawing for a mantle clock or portable
télevision for all employees having no absences (which received
two entries per qualified ewmployee) or one absence (which
received one entry per qualified employee); and 4) an information

feedback program, which included monthly notification to each
employee of their year-to-date absence record. One program was
instituted at each of four manufacturing plants within a single
company. Two other plants were used as controls for the experi-
ment; one of the plants participated in an absenteeism survey
which was also conducted at the four test plants.

The results of this experiment included:

o The personal recognition program had the most dramatic

influence on the reduction of absence rates. A 7.6
percent (19.8 days) absence rate had occurred at this
test site in the previous two years; this dropped to
4,77 percent (12.4 days) during the year of the
experiment.

o The financial incentives program produced a much less

dramatic reduction in absence, and it was statistically
significant. The prior two years' absence rates
averaged 6.4 percent (l16.6 days) at this test site; the
rate was reduced to 6.0 percent (15.6 days) during the
year of the experiment.

o The information feedback program likewise resulted in

an insignificant reduction in absence rates, from 6.3
percent (16.4 days) to 6.1 percent (15.9 days).

o The lottery program resulted in a statistically signif-

icant increase in absence rates, from 5.6 percent (l4.6
days) to 6.1 percent (15.9 days). This increase in
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absence rates occurred despite the fact that the number
of employees qualifying for the lottery increased"
during the year.

In summary, the results indicated that the personal recognition
program was associated with the largest decrease in absence rates
and the most dramatic changes in employee attitudes. The authors
of these findings provide two cautions, however, against the
generalization of these results. First, the participants were
women, and it is not known how the results might have differed
with a mixed wofkforce. Second, the design of the programs which
did not perform may well have been a factor.

2. Summary of Absence Control Methods and Results

A total of 987 organizations representing every region of the
country and every sector of the economy participated in the
survey which formed a basis for Dr. Scott's 1982 research on
absence control methods. The purpose of this survey was to
document the prevalence of various absenteeism control methods,
the effectiveness of these methods according to the personnel
administrators who returned the survey, and whether a relation-
ship existed between the absenteeism control methods used by an

organization and their absence rate.

A total of 34 absenteeism control methods were assessed in the
survey. The methods associated with a significantly lower
absence rate (relative to organizations which did not employ the
particular method) included:

o A consistently applied attendance policy.

o  An analysis of daily attendance information on at least
a monthly basis.
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o A screening of a recruit's past attendance records

before making a selection decision.

o Public recognition of an employee's good attendance.
o A centralized attendance monitoring systen.

Another significant finding from the survey was that a decen-
tralized attendance monitoring system was associated with a
higher absence rate than experienced by those organizations
having a centralized monitoring system. The reasons cited for
this include the potential for an inconsistent quality of absence
monitoring between individual supervisors (i.e., decentralized),
and the perception that centralized monitoring gives the appear-
ance of a higher level of management commitment to attendance
control. Managers of the surveyed organizations indicated that
centralized monitoring and application of the absence policy
resulted in more consistent application of disciplinary actions,
fewer arbitration cases and a higher win ratio for remaining
cases arbitrated.

C. PROGRAM FOR EXCELLENT ATTENDANCE

The purpose of this type of program is to promote the continued
performance of maintenance employees with excellent records and
to motivate other employees to attain a similarly high level of
performance. There are generally two approaches to this program
-- public recognition and financial rewards. While public recog-
nition was cited as a key success factor in the programs summa-
rized in Section B, above, financial rewards can also be designed
as an effective motivational tool,.




Currently, the RTD Maintenance Department employs two mechanisms

to encourage excellent attendance:

These
tives

there
which

RTD Equipment Maintenance Recognition Program -- This

relatively well-balanced program comprises both public
recognition and financial awards (See Section III of
this report). It addresses attendance as well as other
performanceQbased criteria. The monthly awards have
been inplace since November 1985, and the quarterly
program began in January 1986. Awards in calendar year
1986 are expected to cost RTD about $35,000 in cash and
gift awards for both monthly and quarterly programs.

Buy-back of accrued sick leave =-- The Maintenance

Department has two separate programs in this area.
First, for mechanics and service attendants (repre-
sented by ATU), a retiring employee is sallowed to
receive a cash payment for 100 percent of the value of
his/her accrued sick leave. No buy-back is allowed if
the employee 1leaves the RTD prior to retirement.
Second, for BRAC employees, a retiring employee 1is
allowed to receive a cash payment for 75 percent of an
employee's accrued sick leave. In addition, once per
year any BRAC employee may cash-in any accrued sick
leave over 80 hours at 75 percent of face value.

two programs provide both short-term and long-term incen-
to encourage maintenance employee attendance. We believe
are opportunities for modifying these programs, however,

would further encourage positive performance. Therefore,

we recommend that the RTD seriously consider revising these

programs as discussed below.



1. Expand the RTD -Equipment Maintenance Recognition Pro-

ram

There are two distinct elements of the Equipment Maintenance
Recognition Program -- an annual award program and a monthly
award program. The incentive programs are aimed at recognizing
and/or rewarding excellent attendance and generally benefit those
employees with perfect or near perfect attendance over some
specified period of time (i.e., annually, quarterly and monthly).
At RTD 68 mechanics, 28 service attendants and 6§ BRAC employees
(100 employees) had perfect attendance between May 1985 and April
1986 (i.e., about 6.3 percent of the work force). Another 671
maintenance employees (i.e., 598 mechanics, 137 service atten-
dants and 36 BRAC employees) had between one and thirteen days of
absence, acéounting for a total of 5,303 unscheduled absence
days. This group can be considered as the primary target for the
excellent attendance programs. The secondary target group for
the excellent attendance program is all maintenance employees.
This is because an individual need have only one month of perfect
attendance to qualify for an award, and even employees with
chronic absenteeism are eligible for RTD's current group (e.g.,
division) awards.

Within the primary target group, it 1is anticipated that the
potential sabsence reduction from the incentive programs is two
days per employee per year for employees with seven to thirteen
days, and one day per person per year for employees with one to
six days absence. This yields the following cost savings
potential:

o Mechanics -- $140,000
o Service Attendants -- $ 23,000
) BRAC employees -- $ 7,000
) Total -- . $170,000




V-10

Employees with more than 13 days of unscheduled absence per year
are likely to improve overall attendance as well, but the extent
to which this may occur is unknown. The above savings should be

utilized as minimum acceptable targets for these programs.

Because these programs have only recently been established (i.e.,
the first quarterly awards were distributed in July 1986), these
cost savings should be starting to accrue now. The recognition
program, as established by the Maintenance Department, is

generally well balanced and complete. Its major components are:

o} A monthly sweepstakeé or 1ottefy drawing for employees
with no unscheduled absences during the month at each

- division. Awards range from one prize of $50 to five
prizes of $10 each month, depending on the division.

The monthly sweepstakes serves as a reminder of the

quarterly program for all employees.

o} The quarterly award is based on division performance;
the division with the best improvement in performance
(including attendance) wins. All employees receive
refreshments, a coffee mug and excellence pin. - The
division retains a plaque and holds a rotating trophy.

o The quarterly program has individual awards for the
winning division as well. The manager and supervisors
receive a cash award, and contract personnel compete
for raffle prizes (must have perfect attendance and
meet elither criteria to be eligible). Contract staff
can win a weekend trip for two (1), tickets to a sports
event or show (4), and dinner for two (2).

o The quarterly program culminates in an annual award,
which is a sweepstakes for a trip to Hawaii. One award
is provided for contract staff and one for non-contract
staff. The eligibility criteria include being a member
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of the winning division (or work group) for the

quarter, and/or winning an employee of the quarter
designation.

Performance is monitored centrally, but it is communicated to
employees on a decentralized basis (e.g., by work location). The
program has been well communicated in advance (e.g., pamphlets,
staff meetings, posters) and monthly divisional performance is
well communicated within and amongst work locations.

While the District may be effectively communicating absence re-
sults, we have a few suggestions aimed at individual attendance:

o The names of all employees eligible for the monthly
drawing should be posted at each division at a location
where most employees will read it (e.g., bulletin
board). This should be done several days in advance of
the drawing.

o The names of all employees eligible for the quarterly
raffle should likewise be posted in advance. The RTD
should consider posting the names of all émployees with
perfect attendance for the quarter at all work loca-
tions, whether or not it wins the quarterly competi-
tion.

o] Two-weeks prior to the annual award drawing, every di-
vision should post the names of all eligible employees
as a form of recognition.

o] The District should consider making an additional award
and/or recognition for all employees with perfect at-
tendance during the year. Ideas might be to publish
their names in a District publication, provide them
with a patch depicting perfect attendance, or try a

special group dinner or lunch for all employees with
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perfect attendance. Individual cash awards are not
recommended for this group as another program (i.e.,
buy-back of sick pay) is suggested which meets this

need.

The program as designed by the Maintenance Department is rela-
tively consistent and complete. Better communication of indivi-
dual attendance should help promote perfect attendance at little
or no additional cost. As already demonstrated in the program,
management should vary the specific awards periodically to ensure
that they are attractive to employees. The current combination
of cash, trips, tickets to events and meals has shown thoughtful

innovation in defining prerequisites for good attendance.

If the monthly prbgram appears to lose its appeal, or if manage-
ment wants to increase its appeal, RTD could offer T-shirts or
caps to all employees with perfect attendance during a selected
month as a reinforcing suprise. Likewise, this could be applied
to one quarter, rather than one month.

The overall impact of the Equipment Maintenance Recognition
Program is expected to be a $170,000 reduction in absence costs,
with some of that reduction accruing now from the current pro-
gram. This represents a substantial payoff given a program cost
of about $35,000. The key to continued cost reduction is em-
ployee recognition for perfect attendance. The program is under-
way now, and monitoring improvements should commence by January
1987. ©No contract change is required for any activities in this

area.

2.  Modify the Buy-Back of Accrued Sick Pay Provision

Each of the maintenance employee labor agreements has a separate
provision for buy-back of accrued sick pay. Each is discussed
below.
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a. ATU Provision

As discussed earlier, RTD allows mechanics and service attendants
(represented by ATU) to cash-in their accrued sick pay ﬁpon
retirement at 100 percent of face value. They are allowed to
accumulate & maximum of 212 days (i.e., 1698 hours) of sick pay
over their period of employment. It would take an ATU employee a
minimum of 19 years of service with perfect attendance to reach
the maximum accumulation allowance.

The current policy does not provide an incentive to minimize sick
leave for most ATU employees. Little benefit is gained by saving
accrued sick leave until retirement. If an ATU employee leaves
the RTD.before retirement, the employee loses all of his/her
banked sick leave. To many maintenance employees, this trans-
lates to the loss of a benefit provided by contract. Given that
paid sick leave is a benefit negotiated in the labor agreement,
many ATU employees may be inclined to use it as it is earned.

One way to provide an incentive for ATU employees to avoid sick
leave and hence not consume their entire accrual of sick pay is
to provide some annual benefit from unused sick leave (e.g.,
similar to the program offered BRAC employees). A common
approach in the transit industry, and many other fields, is to
allow the employee to sell some sick pay accruals back to the
District at a discounted rate. These programs generally include
three factors -- when selling benefits can occur, minimum accrual
for selling benefits and proportion of face value paid. For the
RID, we would suggest establishing one date per year when selling
sick benefits is permitted. We suggest that RTD place this date
just prior to Thanksgiving -- offering ATU employees an incentive
to earn a ''Christmas shopping bonus.'" Second, we suggest that
ATU employees be permitted to sell sick leave benefits in excess
of 168 hours. This ensures that employees gaining the incentive
have a good sick leave performance record and that they have a
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full month's coverage to fall back on should they become ill.
Third, the most common payment for sick leave is 75 percent of
face value, which appears appropriate for SCRTD.

While such a change appears to provide an obvious incentive for
all ATU employees to reduce sick leave (which accounts for 70
percent 6f all days lost due to absences), RTD should not embark
upon it without first estimating its potential cost to the
District. To do.this, the District should determine the accrued
sick pay by ATU employee and determine the number of sick days
accrued exceeding 168 hours per person. The highest immediate
cost will be the number of days eligible for the program multi-
plied by the average wage (i.e., $15.40 for mechanics and $12.18
for service attendants) and the proportion of face wvalue paid
(i.e., 0.75). The RTD should classify the payment as a benefit/
bonus and not as direct wages to avoid incurrence of variable
benefit costs. A mechanic sick day paid, on the average, costs
the District $168 not including overtime charges which may be
required to cover the absence (which would add another $69
bringing the total to $237). A mechanic sick day bought back by
the RTD would average $92 dollars per day. A service attendant
sick day paid, averages $139 in costs -=- $194 with overtime
covering the absence. Conversely, a day purchased back by the
RTD would cost $73. With RTD's 25 percent coverage of absences
with overtime, the average payback ratio to RTD is 2 to 1 (i.e.,
2 dollars are saved for every one paid out).

It is not possible to estimate the potential cost savings without
first examining the profile of accrued sick pay. It is likely
that employees who have a minimum of 80 accrued days at the time
of implementation are the greatest initial target (i.e., they
could exceed 268 hours in one year), although all employees can
benefit from the program over a two- to three-year period. This

type of program has proven effective at other agencies, and may
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be a good element to include as a benefit to union employees to
provide balance when negotiating to strengthen progressive
discipline requirements.

It is recommended that RTD develop a profile of accrued sick pay
by maintenance employee by March 1987, and to i&entify the poten-
tial immediate (and one time) cost of implementing the program
using the guidelines discussed above. We further recommend that
this work be reviewed by the performance auditor within six
months from the date of this report.

Because cashing in sick pay is currently regulated by contract,
change in the provision may not be feasible until FY88 (when the
current contract expires). It may be possible for RTD to open
negotiations early on absence issues, and we recommend that the
District try to do so by the close of fiscal year 1987.

b. BRAC Provision

Under the RTD-BRAC labor agreement, BRAC employees can accrue a
maximum of 20 days (i.e., 160 hours) of paid sick leave per year
(i.e., after seven years of service). This is more than the
maximum for drivers, mechanics or service attendants, all of who
earn & maximum of 12 days per year (i.e., 96 hours). An employee
can cash=-in unused sick leave upon retirement and receive pay at
75 percent of face value. There 1s no sick leave buy-back pro-
vision for employees terminating from the service of " the
Distriect.

In addition, the contract allows employees to cash-in any sick
leave exceeding 80 hours once a year around Thanksgiving. In
this case, the RTD buys-back sick leave at 75 percent of face
value of all leave sold to the District. This program appears to
provide an important benefit to BRAC employees as they, on the
average use less than 16 days of sick leave per year while
earning a& maximum of 20 days per year. 1In comparison, drivers,
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mechanics and service attendants all use more sick days per year
on the average than they can accrue. Therefore, the BRAC buy-
back provision is a benefit for more than just the excellent and
good performers. It also benefits marginal attenders. In fact,
73 percent of all BRAC employees utilize fewer sick days than the

maximum annual accrual (i.e., at seven years of service).

During the course of the audit RTD management indicated that the
BRAC buy-back provision was intended to be an absence reduction
program. In the performance auditor's opinion, the design of
this program and its application are seriously flawed as incen-
tives for absence reduction. Subject literature and experience
indicates that recognition and financial reward programs are most
effective in moderately improving attendance of good performers
and are not effective in improving attendance of other groups.
The program is not targeted towards good performers at RTD. 1In
fact, the average employee uses less than 16 days of sick leave
per year, while earning up to 20 days. Fully 73 percent of em-
ployees use fewer than the maximum annual sick leave accrual.
Given this absence information, to simply break even from a cost
perspective RTD would have had to reduce the total number of sick
days used by BRAC by 31 percent =-- an unlikely occurrence from a
financial incentive program. While the program was -ineffective
from an absence control perspective, it was effective in pro-
viding a financial bonus to many employees without improving
attendance.

Given that this program is not currently targeted toward the best
performers, the District should consider tightening the buy-back
requirements. We would suggest increasing the minimum sick leave
bank for cash-in eligibility from 80 hours to 168 hours. This
serves three purposes. First, it further restricts the benefit
to individuals with better attendance records which have been

sustained for more than one year. Second, it ensures that
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employees have at least one month of sick leave to fall back on,
if needed. Third, it should reduce the overall cost of the
program to RTD.

Other than this change, and a reduction in the maximum sick days
accrued (discussed later in this Section) we would recommend re-
tention of the program. It can provide an incentive for reducing
sick leave and does provide a payoff to the District in terms of
reduced cost if absences are actually reduced. For instance, a
BRAC employee sick day costs the RTD about $148. A cash-in equi-
valent cost is $9b, resulting in a 40 percent savings overall.

In the immediate term (i.e., before March 1987) RTD should pre-
pare a profile of sick leave accruals by BRAC employee, separ-
ately for each year the program has been in effect and for one
year before implementation. The actual cost of buy-backs and the
potential impacts of the program changes suggested should be
costed out by the RTD. This work should be reviewed by the per-
formance auditor within six months of this report date.

Any change to the provision requires a labor contract modifica-
tion. The current contract is in effect until FY88, although it
may be possible to open contract negotiations on absence rules
sooner. Before making the change, the RTD should calculate the
specific cost savings to weigh against union demands in other

areas.

3. Consider Changing Employee Payment Schedule

While not numerically investigated by the performance auditor,
someé maintenance managers mentioned that absences tend to be
higher on pay day -- particularly for swing shift service atten-
dants. Pay checks are available during the day (i.e., before the
swing shift starts), and some employees may pick up their checks
and not show up to work when scheduled.
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RTD should investigate the extent of this perceived problem by
comparing pay day absences to average day absences over a three-
month period (e.g., using the Vehicle Maintenance System). This
should be completed by March 1987 and reviewed by the performance
auditor. If the difference is significant RTD should consider
one of two policies:

o} Pay employees at the close of their shift on pay day.
Employees who do not show up to work can retrieve their
checks one day later than those attending work as
scheduled. Those employees with a scheduled day off on
pay day can collect their check at any time.

o] Switch to a Monday or Tuesday payday. Taking payday
off may not be as attractive to employees as missing a
Friday, regardless of when checks are made available.

RTD should investigate this issue to ascertain whether or not
this is a concern by March 1987. No cost savings estimate can be
offered, as the magnitude of absence is unknown.

A related concern mentioned by RTD management was employees
leaving work midday to deposit or cash payroll checks. While
this is not reflected in absence statistics, it does represent a
reduction in productive work time. The District should examine
direct deposit in terms of cost and potential benefit. Both the
direct costs of cutting checks and making electronic deposits, as
well as the imputed cost of ''float' interest earned should be
considered. In making the assessment, the RTD should not assume
a large pay=-off in productive time unless lost time can be docu-
mented.

Again, the District should investigate this opportunity by March
1987. Potential costs and savings are not known at this time,
but should be projected by the RTD and reviewed by the perfor-
mance auditor.
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D. PROGRAM FOR MARGINAL ATTENDANCE

The purpose of this program is to limit discretionary absences
that may now be taken without violating any existing disciplinary
regulations. This is primarily characterized in the l-day and
other short-term absences indicated in Section II of this report.
Approximately 83 percent of all mechanic and service attendant
one-day absences (i.e., AWOL, off with permission and sick leave)
and 25 percent of one-day BRAC employee absences are unpaid
(i.e., AWOL and off with permission), and can be considered
discretionary. One-day and up to five-day absences comprise 14
percent and 99 percent, respectively, of total RTD maintenance
employee” absences. This relationship reflects both average
employees and chronically absent employees. This section, how-
ever, on marginal attendance excludes all chronically absent

employees (as defined in Section II).

Even though most one-day absences are not paid, they still
account for an annual cost of $484,000, including 25 percent
overtime required to cover one-day absences. This one-day

absence cost is distributed as follows:

o Mechanics : $198, 000
Lo} Service Attendants $ 97,000
o BRAC Employees $189,000

Maintenance employee absences up to five days in duration, and
excluding chronically absent employees, account for $3,151,000
annually, including overtime (i.e., 25 percent of absences are
assumed to be covered with overtime). There are 985 mechanics
incorporated in this group, absent for an average of 14.6 days
each, at an annualized cost of $2.2 million. Another 316 service
attendants reside in these ranks, with an absence rate of 18.0
days, contributing $727,000 to the marginal absence cost. BRAC
employees (71 in number) average 18.7 days of unscheduled absence

per year, and contribute an annual expense of $184,000. The
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magnitude of marginal absence, in terms of workforce size and
cost, make short-term absences a high priority for improvement at
RTD.

Currently, there are three programs at RTD which address main-
tenance employees with marginal absences. These are the sick
leave accrual provisions, the sick leave pay provisions and the
worker's compensation pay provisions. These are all specified in
the RTD-ATU and RTD-BRAC contracts, as discussed in Section III
of this report.

We have identified five steps that RTD should consider to gain

improvement in the marginal attendance employee group. These
are:
0 Modify the sick leave accrual provisions
o] Restrict sick pay allowances
o Limit overtime pay to employees working a 40-hour week
o} Incorporate attendance into promotion reviews
o Screen employee attendance records before hiring.

1. Modify the Sick Leave Accrual Policy

Curréntly, all maintenance employees are provided a full year's
sick leave bank on their anniversary date. This is an uncommon
practice in the transit industry and all other fields covered in
the literature on absence control. The RTD policy may encourage
employees to utilize sick leave for discretionary purposes and/or
consume a year's allotment of sick pay while only working a
partial year due to extended absences or terminating employment
with the District during the year.

A monthly accrual of sick leave, based on the number of days

worked in a month, would reduce any tendency to use a sick leave
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bank for any but necessary purposes. Further, it would reduce
the number of total sick days paid by the District as fewer total
days are likely to be earned and subsequently paid.

All transit systems, excepting RTD, in the absence survey (Sec-
tion IV) had some type of work requirement for receipt of full
sick leave benefits. Approaches either accumulate sick pay
monthly based on the number of days worked (most transit systems
include. vacations and holidays as worked days, but exclude all
unscheduled absence irrespective of cause), or on an annual cycle
based on the number of days worked. Monthly worked day require-
ments range from 16 to 18 days, annual worked days range from 210
to 230 worked days to receive full benefits. Working below these
thresholds generally results in a proportional reduction in sick
pay accruals.

This program would require a contract change, and hence may not
be negotiated until late FY88. The program has no direct cost to
the RTD, and the benefit is unknown based on data available to
the performance auditor. RTD should compare three proposed
policy against actual worked days by employee and prior year sick
leave paid -- 16, 17 and 18 worked days per month to accrue .one
sick day. RTD should prepare this data and cost out the savings
based exclusively on the fewer number of sick days paid. This
information should be ready for consultant review within six
months from the date of this report. In addition to a reduction
in the amount of sick leave paid some nominal degree of discre-
tionary absence reduction is anticipated.

Ao Consider Modifying the Sick Pay Provision

The RTD-ATU contract allows no sick pay on the first day of
absence due to illness. The RTD-BRAC contract allows sick pay on
the first day of sick leave. Short-term sick leave results are
as_follows:
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o Seven percent of mechanic and service attendant ab-
sences are one-day sick leave, with less than one per-
cent of these paid. Two-day absences (paid leave
starts on the second day) due to sickness comprise 12
percent of ATU employee absenced, of which 50 percent
of the days lost are paid.

o More than 14 percent of BRAC employee absences are due
to one-day sick leave, and all are eligible for sick
pay benefits. More than 18 percent of BRAC employee
absences are two-days in duration, and all are eligible
for pay.

The current RTD-BRAC sick pay provision does not offer any deter-
rent to taking short-term sick days off (i.e., one- to two-day
absences). When coupled with the large number of sick days
earned for employees (relative to other contract staff), it ap-
pears to provide an incentive for absence days due to brief ill-
ness. As an effort to reduce marginal absences for this employee
group, we suggest that management consider changing the RTID-BRAC
sick pay provision to match that contained in the RTD-ATU and
RTD-UTU contracts. Sick pay should not be allowed on the first
day of sick leave, unless the employee was hospitalized and sub-
mits proof of this. Implementation of this modification would
result in an annualized savings of $65,000 due to reduced sick
pay benefits alone. Given that this provides a disincentive for
one-day absences, a reduction in this absence rate is expected to
produce another $38,000 in annual savings, bringing the total
cost savings target up to $103,000.

This program should be implemented in conjunction with a reduc-
tion in the number of annual sick days earned by BRAC employees.
Currently, BRAC employees can earn & maximum of 160 sick hours
per person per year. As a point of reference, operators, mechan-
ics and service attendants can only earn a maximum of 96 hours

per person per year. If the first day of sick leave was not paid
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(as is the case with the other three contract employee groups
cited above), maximum accumulated sick leave could be reduced by
47 percent.(i.e., 75 hours per person per year) without impacting
current benefits other than the sick pay ineligibility for the
first day ill. '

While we would not suggest reducing sick leave by all the days
that will be ineligible under the new criteria (i.e., 9.4 days),
we do suggest that the agency reduce maximum sick leave accrual
to 96 hours per employee per year. This will serve to increase
the incentive for good performance and reduce the impact on sick
leave buy-back created from no sick pay on the first day ill
(i.e., if fewer days are eligible for sick pay, more days are
likely to be sold back through the annual sick leave buy-back
program. While the buy-back is cheaper than a sick day -- $90
versus $148 per day -- both are more expensive than redﬁcing the
total number of sick days accrued).

The suggested changes require a contract modification, and as
such may not be implemented until late FY88. The minimum cost
savings antlcipated is $103,000, and includes a change to the
BRAC contract alone.

3. Limit Overtime Pay to Employees that Worked a Full-Week

The RTD-BRAC and RTD-ATU labor agreements provide for payment of
overtime premiums whenever a maintenance employee works on their
day off, irrespective of the number of hours actually worked in
the balance of the week. The only exception is when a furloughed
employee who does not hold an assignment and who has not worked
40 hours can fill a BRAC position. This is not a common occur-
rence. When overtime work is required (more than 10 percent of
total maintenance hours are worked as overtime at RTD), it is as-
signed to maintenance employees on a rotational basis. Accord-
ingly, it is a normal practice for RTD maintenance employees to
make up (and most likely exceed) wages 1qst through an unpaid
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absence by agreeing to work overtime (i.e., the employee could
miss 8 hours pay through a one-day unpaid absence and gain 12
hours pay by working overtime later that week). The use of over-
time relative to short absences is not known for maintenance
employees at the present time, as the available information sys-
tems (i.e., VMS) were unable to correlate unscheduled overtime

with unscheduled absences by person.

In an effort to reduce discretionary absences and overtime pre-
mium paid, Price Waterhouse recommends that the RTD limit payment
of overtime premiums to maintenance employees that worked at
least 40 hours during the week in question. The recommended mod-
ification would not prevent maintenance employees from working on
their day off if they had not worked a full week for any reason,
but it would prevent the payment of the overtime premium in that
situation. Employees who worked a full week and worked on their -
scheduled day off would continue to receive overtime premiums.

The net result of this contract modification would be to remove
the incentive that now exists for maintenance employees to
financially benefit from being absent, while retaining the RID's
flexibility in filling work positions with all available person-
nel. We anticipate that this will both reduce one-day absences
and reduce the amount of overtime premium paid.

Given the frequency of up to five-day absences amongst the main-
tenance employee workforce, there is an 11 percent chance that a
maintenance employee will have a short-term absence during any
one-week period. Assuming an equal distribution of overtime,
about 11 percent of working day off overtime would occur by
chance during a week where absence occurred (given the financial
incentive for combining overtime premiums with short absences the
actual figure is likely to be much higher). Given this relation-
ship, implementation of the modification recommended in the ATU
contract would result in an immediate minimum reduction of
$139,000 in overtime premiums with no reduction in absences, and



still allow every absence to be made up that is currently with
overtime. Because the financial incentive for short term
absences is eliminated, we also anticipate a reduction in the
short-term absent rate for ATU employees. A 20 percent reduction
in one-day absences, without considering two- to five-day
absences which would also be impacted, would result in another
$46,000 in annual savings, bringing the total to $185,000 in
anticipated cost savings from the ATU contract modification.

Incorporating the suggested modification is not expected to have
as high a payback with BRAC employees. Only 25 percent of one-
day absences for BRAC employees are unpaid, as compared to
mechanlcs and servicers who receive no pay for 83 percent of one-
day absences. Therefore, overtime is not needed to offset unpaid
absences to any great extent with BRAC employees. The maximum
annual savings related to modification of the provision is ex-
pected to be about $15,000 for BRAC employees.

This recommended modification would require a labor agreement
change for both unions, which may delay implementation until late
in FY88, although an earlier negotiation date should provide
faster benefits in absence cost savings. It is recommended that
management focus on modifying the RTD-ATU provision, based on the
magnitude of impact.

A final point requested by Maintenance management in this study,
is the cost relationship between overtime premium paid and the
fixed costs of a new hire to cover absences. This information is

provided below, as a suggested guideline for management.

The cost of covering an absence with overtime, assuming that
adequate labor is available and willing to work a second shift or
on their scheduled day off, includes the premium cost of overtime
(i.e., one-half hour of extra pay for every one hour worked) and
variable benefits. This results in the following cost estimates:
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o] One hour of mechanic overtime is $8.64
o One hour of service attendant overtime is $6.83
o One hour of BRAC overtime is $7.55

Covering the same hour of absence with a new full-time employee
incurs a different set of costs (i.e., those ''fixed-costs' per
employee). The costs of a new employee include fixed benefits
(e.g., medical, life insurance, worker's compensation, uniforms),
wage and variable benefits cost of holidays and vacations, and
wage and variable benefits cost of paid absences. The annual
costs of employing one additional person are:

o One mechanic at $11,784
o One service attendant at $10,944
o One BRAC employee at $11,264

The breakeven point on the costs of overtime is dependént on the
number of hours to be worked. For example:

o} One hour to 1,363 annual hours of mechanic work time is
less costly at overtime, and 1,365 to 1,767 hours of
mechanic work time is less costly at straight time

(i.e., at 1,364 hours the costs of overtime and an ad-
ditional hire are equal).

o] One hour to 1,601 annual hours of service attendant
work time is less costly at overtime, and 1,603 to
1,727 is less costly at straight time with another
employee =-- provided that overtime is covered by other
service attendants. If overtime is covered by
mechanics, one hour to 1,267 hours is less expensive
with overtime and 1,269 to 1,727 hours 1is 1less
expensive with an additional employee.
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o One hour to 1,492 annual hours of BRAC employee work
time is less expensive on overtime, and 1,494 to 1,752

annual hours is less expensive with an additiomnal
employee.

Maintenance management should use these guidelines to determine
the lowest cost alternative for meeting extra work requirements.
It does not require a contract change to adjust the mix of over-
time and straight time. The guidelines may not apply to all sit-
uations, as the work time may be focused on one or two months and
not distributed across the year. The consultant did not examine
the mix of additional work time by skill area or location, so no
cost savings are identified. It is recommended that the Mainte-
nance Department examine current overtime use by location and
skill type and compare it to the guidelines discussed above. It
1s suggested that this be reviewed in conjunction with the per-
formance auditor six months from the date of this report.

&, Consider Maintenance Employee Attendance as a Major

Formal Criterion for Promotion

Currently, maintenance employee attendance is considered in-
formally to some extent in promoting maintenance personnel to
supervisory positions and for providing pay grade raises (e.g.,
utility B to A, mechanic B to A). Since most maintenance
employees are motivated to improve their pay grade and many to
become supervisors, the RTD should ensure that these persons have
a predisposition to good attendance. This is particularly impor-
tant for supervisors who are then asked to enforce attendance
policies and programs. Maintenance employees who desire these
promotions and pay increases would then carefully consider the
amount of discretionary leave that they would want to risk.

The RTD should formally include attendance records as a major
criterion for promotions and pay grade increases, and communicate
this to all employees and management. The formal (i.e., written)
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statement should require tabulation of absences over the review
period and establish acceptable thresholds for performance. This
should be done as soon as possible (i.e., before the close of
FY87), and requires no contract change. Management has the right
to establish employee performance criteria.

There is no identifiable cost with the implementation of this
program. While the likely absence reduction in unknown, it will
clearly demonstrate a strengthening of management's concern for
attendance. It should also facilitate enforcement of absence
policies and rules as supervisors will have had to have good
attendance while in the maiqtenance floor environment.

5. Formalize Screening of Job Applicants for Attendance at

their Prior Workplace

Historical attendance performance is often a good barometer of
what can be expected of a new employee. Given the importance of
good attendance in transit maintenance employees, it is essential
that the RTD verify its applicants' previous attendance records
to ensure it is hiring a dependable workforce in a consistent
manner. It is recognized that RTD does this informally now --
this should be formally established and routinely applied.

It is recognized that there are constraints to this as some. new
maintenance employees may have had no prior work experience and
some prior employers may not retain, or provide, adequate in-
formation. Even so, many other employers have cited significant
improvement in attendance after implementing similar procedures.
It is recommended that RTD make this & routine part of applicant
evaluation and inform applicants of the importance of attendance

during interviews.

This requires no contract change, and RTD should consider for-
malizing this part of the program by early 1987. No direct cost
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is anticipated -- screening of applicants is a normal, ongoing
process at RTD. While the program is expected to produce some
absence reduction savings, the magnitude is not known.

E. PROGRAM FOR POOR ATTENDANCE

The purpose of this program is to reduce chronic absenteeism,
which was defined as employees with 40 or more days of unsched-
uled absences per year. In Section II of this report, we docu-
mented that approximately 11 percent of the mechanic workforce,
22 percent of the service attendant workforce and 8 percent of
the BRAC employee workforce reside in this category. This yields
almost 14,500 days.per annum, at a cost of $2.1 million annually.
More than sixty percent of these days lost are in occurrences of
five days in duration.

Currently, RTD employs three measures to combat chronic absentee-
ism. First a progressive discipline procedure has been estab-
lished which is triggered by the number of instances of absence
and their duration in a rolling six-month period. Second, the
RTD prorates the accrual of vacation leave based on maintenance
employee attendance, if more than 100 work days are missed for
BRAC employees and 85 days fér ATU emplovees. The criteria for
the application of both these measures was described in Section
ITITI of this report. Third, the RTD utilizes a wvisiting nurse
program to help monitor and reduce chronic absence.

Despite these measures, some 15 percent of the RTD maintenance
employee workforce exhibit evidence of chronic absenteeism.
Chronic absences, as defined in Section II, refer to employees
with a minimum of 40 unscheduled days of absence per person per
vyear, and an average of 68 absences per mechanic per year, 73
days per service attendant and 60 days per BRAC employee --

exclusive of indefinite leave (i.e., instances of leave over 30
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days in duration). We have identified three steps that the RTID
should consider to reduce the size and cost of chronic

absenteeism:

0 Modify the progressive discipline schedule for exces-

sive absenteeism
o Require maintenance employees to provide a doctor's
verification when returning to duty from a five-day

sick leave absence

o} Clarify responsibilities and procedures for monitoring

maintenance employees on four- and five-day absences

'1.. Modify the Progressive Discipline Schedule for Exces-

sive Absenteeism.

The current RTD attendance policy, implemented in January 1986
and described in Section III of this report, calls for progres-
sive discipline for six or more instances of absence, and/or 3 or
more instances totalling 60 hours within a 6-month period. The
term absence in the policy refers to unscheduled absences, and
excludes vacation, holidays, military leave, bereavement leave,
off with permission and occupational. Two tardies are counted as

one instance of absence.

The current program is somewhat complex and may be confusing to
some employees. An initial point of confusion is that the polidy
statement conveys that absences are evaluated over a six-month
floating period, but the management guidelines indicate that the
absences are evaluated over a fifteen month period (i.e., manage-
ment actions are recommended after three month increments with
termination advised after 15 months of continued poor perform-
ance). It 1s not clear that employees understand that their

performance over a floating six-month period is also used to
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establish employee performance over a fifteen month period rela-
tive to discipline. This potential communication problem could
result in difficulties if cases are taken to arbitration.

A second concern with the current program is that while absences
are cumulated on a six-month floating basis tied to absence
occurrences, management guidelines appear to be tied to fixed
blocks of time. For example, an employee is in violation of the
attendance policy if he/she incurs six instances or three
instances totalling 60 hours or more within a floating six-month
period. Upon the first violation, a counseling letter or inter-
view is rendered. Now, management guidelines indicate that the
employee must bring attendance into compliance with the atten-
dance policy within three months or be suspended. The implica-
tions of this action for an employee who exceeds the allowance in
the final 3 months of a six-month period (e.g., has 3 instances
totalling more than 60 hours in months four through six of the
floating six-month period), cannot possibly bring performance in
compliance with the policy within three months. The result is
two levels of discipline for the same exact absence incidents --
sometimes referred to as double jeopardy. Such an instance is
likely to have unfavorable labor and legal improvements.

Another concern with the management guidelines is that they
appear out of sync with the absence accumulation program. The
six-month floating period appears to begin with an absence inci-
dent and will accumulate all absence incidents and hours from
that date forward for six months. At six months and one day
after an incidence of absence, the first day of the next six
month tally begins with the next absence incidence in sequence.

The management guidelines appear to relegate management actions
to three-month fixed cycles, beginning on the day of the first
violation of the policy. The guidelines do not address what man-
agement actions should be taken if an employee exceeds the policy
by a wide margin during the three-month compliance grace period
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(e.g., an employee could have 8 or 9 instances over that period).
The result is a weak link between policy and management admini-

stration of the policy.

Finally, the current policy -absence allowances do not appear to
reflect current absence experience, as demonstrated in Exhibit
V-2. The number of instances allowed in six months protects the
average employee from disciplinary action, and places the average
chronically absent employee just over the allowable amount of
instances. This is probably reasonable, although the number of
.days could be reduced to impact all maintenance employees with 40
or more days of absence.

The second tolerance level (i.e., three instances of 60 or more
hours) does not appear to reflect absence experience as well. 1In
this case, the average mechanic, service attendant and BRAC
employee would exceed the allowable absence term every 6-month
floating period, and the chronically absent would exceed it by
half every six-month period. This part of the policy may be
excessively restrictive given past employee performance.

Price Waterhouse recommends that RTD seriously consider changing
this program to enhance the potential benefit toward controlling
excessive absenteeism. Towards this end, we recommend that the
following elements be incorporated into a policy:

o Extend the absence accumulation period from a floating
six-month period, to a floating 12-month (i.e., 365
days) period. Absence incidents should initiate the
12-month accumulation, with an absence cleared from an
employee's current disciplinary record 366 days after
the first day of absence (regardless of duration). It
1s important to note that all other operators surveyed
(Section 1IV) utilize a 12-month cycle. A shorter
period discludes absences faster, but may act faster
with discipline as well. The latter is not true with



EXHIBIT V-2 .

" COMPARISON OF AVERAGE ABSENCE
RATE AND DURATION TO POLICY

Average All Employees Average Chronically Absent Employees
Service BRAC Service BRAC
Mechanics Attendants Employees Mechanics Attendants Employees

1. Average Duration

of Absences in

Days 2.6 3.6 2.9 4.1 4.0 3.7
2. Average Duration

of Three Instances

in Hours 62.4 85.2 69.2 99.0 96.0 g9.1
3. Average Number of

Instances in Six-

Month Period 2.9 3.1 3.0 6.3 7.0 6.6
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RTD's proposed draft policy (planned for implementation
in November 1986), which considers termination at 11
instances in 6 months. Based on the analysis included
in this study, Price Waterhouse recommended considering
termination at 11 instances in one year.

Change the management guidelines to directly match the
employee cumulation cycle. Currently, the employee
cumulation cycle is six-months in duration, and the
management guidelines cover employee performance over a
fifteen month cycle. We recommend that RTD management
guidelines be changed to incorporate every level of
disciplinary action (i.e., counseling through termina-
tion), within the employee absence accumulation cycle
(i.e;, 12-months). 1t is further recommended that all
disciplinary actions be prompted by an incidence of
absence rather .than a fixed three-month cycle (i.e., if
an employee exceeds the absence allowance on any day of
the year, act immediately). Note that all other opera-
tors surveyed use a 12-month full disciplinary period,
and coordinate disciplinary actions exactly with
absence occurrences. RTD's planned draft policy does
incorporate this action, albeit it is focused on a
six-month period. |

We recommend that progressive discipline be based on
the number of instances and duration of absences oc-
curring in a 365-day floating period, with the follow-

ing progression:

- 6 instances and/or 80 hours of absence, mail a

status note as a warning

- 7 instances and/or 100 hours, counsel the employee
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- 8 instances and/or 116 hours, suspend for 1 to 3
days

- 9 instances and/or 130 hours, suspend for 5 to 10
days

- 11 1instances and/or 160 hours, proceed with
hearing for potential termination of employment.

0 Retain the current definition of absences, although the
District may consider omitting jury duty from the
policy as well. Continue to count two tardies as one
incident and eight hours of absence.

This program would target chronic absenteeism, defined as
employees with 40 or more days of unscheduled absence per year,
for discipline, while protecting good and marginal performers
from disciplinary action. If effectively implemented, the
District could expect a minimum of a 50 percent reduction in
absence days lost from the chronically absent group (i.e., about
15 percent of total employees). This would result in & minimum
savings of $1.1 million in the first year of implementation, with
even higher savings anticipated if the program is strictly
applied (e.g., $1.5 million). RTD should cost out its proposed
program using the methodology shown in Section VI and running
absence reports on rates for individuals impacted by the policy.
It is important to note that the policy being considered by RTD
would not consider termination for employees with fewer than 60
unscheduled absences days in one year. This compares to the
Price Waterhouse proposal of 20 days, WMATA's policy of 8 days,
CTA's policy of 20 days, SDIC's policy of 23 days, MTC's policy
of 33 days and Tri-Met's policy of 37 days (as discussed in
Section IV).

Because this is not a contractual provision at present, manage-
ment could implement this program by winter of 1987 (e.g., time
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is needed to adopt and communicate the policy, discuss it with
employees and establishing tracking and implementation responsi-
bilities). However, management should consider negotiating the
policy with the union outside of the labor agreement (or may even
include it within the formal contract) to gain acceptance. An
important lesson learned from other transit operators 1is that
‘union involvement in policy development generally gives the
policy a stronger sense of authority and support. All agencies
with union involvement reported fewer arbitration cases than
those without wunion participation. RTD has followed this
practice in preparing the draft policy for November 1986.

2. Require Maintenance Employees to Provide a Medical Ver-

ification of Illness when Returning to Duty from a

Four- or More Day Sick Leave

The current RTD-ATU and RTD-BRAC contracts have two provision§
related to employee reporting of sickness. First, RTD can
request a doctor's certificate for all paid sick leave claims,
although the District may have to pay the expense of obtaining a
certificate. Second, the contracts indicate that an employee
must submit a doctor's release after three days of sick leave
(BRAC) and after four days (ATU). The doctor's release must
state that the employee is well enough to return to work.

RTD should consider requiring a doctor's certificate noting that
the employee was ill and incapacitated relative to work for
absences of four- or more days in duration. This should provide
a deterrent to some four- and five-day absences, which account
for almost 60 percent of total maintenance employee absence days.
Because it is the largest single category of leave, there is a
significant opportunity for abuse. The suggested change should
reduce overall sick leave, and support the disciplinary program
described earlier. The extent of potential absence reduction is
not known. Implementation would have to occur after the next
contract negotiations, currently scheduled for late FY88.
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3. Clarify Responsibilities and Procedures for Monitoring

Maintenance Employees on Four- and Five-Day Absences

As discussed in Section III, the District has one monitoring pro-
gram for maintenance employees on unscheduled absence. This is
the visiting nurse program. While it is helpful, the program has
limited resources and no formal guidelines to direct action. The
RTD should consider establishing employee monitoring guidelines
formally (e.g., telephone at 4 days of absence, visit at 5 days)
and then provide resources to carry them out. In addition to
nurse visits, the District can use supervisors and fellow workers
(with good attendance) or personnel staff. Many different types
of organizations have <c¢ited substantial reductions in the
duration of absences after implementing a rigorous home contact
progran.

Both the cost and savings depend entirely on the District's
formal guidelines. As mentioned above, the program is expected
to put downward pressure on the length of absences, which is a
significant cost concern at the RTD. The program will also rein-

force the importance of the employee's return to work, and serve

to avert fraud. No contract change is required, albeit the Dis-
trict must budget funds for the program. Implementation should
be considered for FY88 (i.e., July 1987). The plan for formal-
izing monitoring of four or more day absences, and its budget
should be submitted to LACTC for performance auditor review no
later than March 1987.
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This section of the report addresses issues related to reporting
maintenance employee absence rates and monitoring costs of RTD
maintenance absences. These are extremely important issues, as
one element of any successful management program is feedback to
support effectiveness evaluations. Toward this end, Price
Waterhouse recommends a method for reporting absence rates and
monitoring the cost of maintenance employee absences. RTD should
use the cost monitoring methodology to evaluate the impacts of
absence programs, schedule targets for reduction, and monitor the
savings actually realized.

A. MAINTENANCE EMPLOYEE ABSENCE RATES

One of the issues that RTD requested Price Waterhouse investigate
in this engagement, is a reasonable means of reporting mainte-
nance employee absence rates. Several statistics are available
now, including total unscheduled absence hours and days, and per-
cent unscheduled absences. There is a potential for misunder-
standing with some of these figures, and there is cause to

attempt to report absences in simpler terms.

Price Waterhouse recommends that RTD report maintenance employee
absence rates in terms of average days absent per employee. This
can be done annually, quarterly, monthly or for any other period.
This statistic is generally easier to understand than absence
rates reported as a percentage. Further, this statistic will
reveal even small changes in absences more readily than a per-
centage, as the scale is larger (i.e., 2.6 days per employee per
year yields a one percent change). The absence rate should be
reported separately for each employee class (i.e., mechanic,
service attendant, BRAC).
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As has been the case in this report, we suggest that two absence
rates be reported -- total unscheduled and controllable. Un-
scheduled absences include all unscheduled days off. Control-
lable maintenance employee absences are to include the following
categories from the Vehicle Management System (VMS):

Sick

Occupational injury

Off with permission

Absent without leave (AWOL)
Bereavement

Jury duty

Non-occupational injuries

0 0 0 0O & 0O ©

Sickness in family

Categories not Iincluded are military leave (paid and unpaid),
long-term leave, leave of absence, and suspension. Further,
absences should only be counted if the employee was scheduled to
work and did not. Absences occurring when working on a regular
day-0off should not be included (they are excluded from all
absence statistics contained in this report).

The number of maintenance employees, for absence rate calculation
purposes, should be reported in full-time equivalent terms. The
equivalency should be based on the number of days the employee is
employed by RTD (e.g., the number of calendar days worked for the
District divided by 365 days for annual purposes), and should not
change based on the number of days worked (i.e., working on a
regular day off absences were excluded, therefore these work days
are to be omitted as well).

The average number of days absent per maintenance employee, sepa-
rately for each employee class, should be reported on a monthly
basis internally to monitor changes in the absence rate. The two
types of absence rates (i.e., unscheduled and controllable)
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should be reported to LACTC on a quarterly and annual basis, be-
ginning with the quarter ending December 31, 1986 (and reporting
for this period not later than one month and one day after the
last day of the reporting period). Annual summaries should be
provided to the LACTC on a fiscal year basis, and be submitted
not later than six weeks after the last day of the reporting
period.

B. MAINTENANCE EMPLOYEE ABSENCE COST MONITORING

Monitoring the costs of maintenance employee absences is an
important element of any cost reduction effort. Knowing that a
program is or is not meeting cost reduction targets is an essen-
tial element of effective management. Price Waterhouse recom-
mends a methodology for cost monitoring of RTD employee absences
to help in this matter. The methodology is discussed in three
subsections: cost calculation, data parameters and reporting.
These may be applied to all absences of an employee group, or any
subset of absences. The RTD should automate this process and
include costs in the monthly absence trends reports.

1. Employvee Absence Cost Calculation

There are eight straight-forward steps to deterﬁining the cost of
RTD absences, as shown in Exhibit VI-1. While the procedure may
appear involved, it is relatively simple. We anticipate that RTD
will automate the process to produce routine reports on absence
cost, thus minimizing the effort required to produce an estimate.
The procedure can be applied over any period of time, and can be
used to cost out all absences or any portion thereof by specify-

ing the appropriate parameter values.

The process begins by determining the total number of absent days
(using the definition of absences presented earlier in this sec-
tion) in full-day terms. Steps 1 through 3 focus on determining
the fixed costs of the additional employees required to fill



STEP 1:

WKDY:

Where:

STEP 2:

FC

Where:

STEP 3:

VIC =
Where:

Exhibit VI-1
Page 1 of 2

COST MONITORING TECHNIQUE

Calculate Days Worked By Absence Coverage Staff

N=
IE? (SCHD - (ABR, + VAC, + HOL, + TR, + SUSP_)) *
OTPRO
e

SCHD

Scheduled Workdays in Period (i.e., 260 in
. year)
OTPRO

= Proportion of Days Worked on overtime
ABR = Maintenance Employee Absence Rate
VAC = Average Vacation Days in Period
HOL = Average Personal/Floating Holidays in Period
TR = Average Days of Instruction in Period
SUSP = Average Days Suspended in Period
e = Maintenance Employee Class

Calculate Fixed Cost of Coverage Staff

N=3
Z- (ABS,/WKDY,) * AFC,

FC = Fixed Cost of Absence Coverage Staff

ABS = Total Maintenance Employee Days Absent in Period
WKDY = Average Worked Days by Maintenance Employee

AFC = Average Fixed Cost per Maintenance Employee

e = Maintenance Employee Class

Calculate Vacation and Training Cost of Coverage Staff

N=3
Z- (ABS,/WKDY,) * VHT, * 8 * AWG, * VBR,

Vacation and Training Cost of Coverage Staff

VIC =

ABS = Total Employee Days Absent in Period

WKDY = Average Worked Days by Relief Employees in
Period

VHT = Average Vacation, Floating Holiday and Training
Days in Period

8 = Hours per Day

AWG = Average Employee Wage (dollars per hour)

VBR = Employee Variable Benefit Rate

e = Maintenance Employee Class




Exhibit. VI-1

Page Z of :
COST MONITORING TECHNIQUE
STEP 4&4: Calculate the Cost of Overtime used to Cover Absences
— . *
0TC =~ ABS; * OTPRO, * 4 * AWG, * VBR,
Where:
0TC = Overtime Cost for Absence Coverage
ABS = Total Days Absent in Period
OTPRO = Proportion of Absences Covered by Overtime
4 = Hours of Premium Pay per Assignment
AWG = Average Wage (dollars per hour)
VBR = Variable Benefit Rate
e = Maintenance Employee Class
STEP 5: Calculate Variable Cost of Maintenance Employee
Absences
VCA = & (ABSe * (1-PROI_ )}) * 8 * AWG, * VBR, * PROP,
Where:
VCA = Variable Cost of Absences
FTAB = Total Absences in Period
PROI = Proportion of Absences Always Ineligible for Pay
(i.e., AWOL)
AWG = Average Wage (dollars per hour)
VBR = Variable Benefit Rate
PROP = Proportion of Eligible Absences Paid
e = Maintenance Employee Class
STEP 6: Calculate Total Maintenance Employee Absence Cost

Total = FC + VIC + OIC + VCA + PTC

Where:
Total = Total Maintenance Employee Absence Cost
FC = Fixed Cost of Coverage Staff
VTC = Vacation and Training Cost Coverage Staff
0OTC = Cost of Overtime used to Cover Absences

VCA Variable Cost of Absences
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assignments vacant due to absences. This includes determining
the number of days employees are available to cover absences, the
number of workers needed, the fixed benefits provided those work-
ers and the additional wages (e.g., vacation, holiday, training)
paid the employees covering absences.

Because some absences are covered By overtime (i.e., working reg-
ular day off) rather than with additional staff, the premium cost
associated with this type of work is also an absence cost. It is
estimated in Step 4.

Step 5 calculates the variable benefits cost paid out for mainte-
nance employee absences (e.g., sick leave, bereavement). Total

absence cost is the sum of all these categories.

2. Costing Parameters

-

The values for individual variables used in cost monitoring,
shown in Exhibit VI-2, must be updated periodically. The exhibit
details every variable needed, the value used in this report, the
cycle of change for the value, the next calendar date the value
1s expected to change and the RTD department responsible for pro-
viding the value and updates. It is recommended that the RTD
assign someone the explicit responsibility of updating the para-
meters prior to formulation of routine absence cost estimates for
reporting purposes.

3. Cost Monitoring and Reporting

It is recommended that RTD monitor maintenance employee absence
costs on a monthly basis, and establish a monthly report con-
taining both absence rates and cost. This report should be used
to monitor the relative impact of attendance improvement pro-
grams, and guide management in fine-tuning these programs. The

reports. should be structured to show both current absence rates




Parameter

Absence Days/Rate
— Mechancis
- Service Attendants
- BRAC

Days Worked by
- Mechanics
— Service Attendants
- BRAC

Average Vacation
— Mechanics
— Service Attendants
- BRAC

Personal Heolidays
- Mechanics
- Service Attendants
- BRAC

Training

Proportion Overtime
worked

Average Wage Rate
- Mechanie
- Service Attendants
- BRAC

Variable Benefit Rate
FICA

Pension
- Mechanics
- Service Attendant
- BRAC

Fixed Benefits

Life Insurance
- Mechanics
- Service Attendant
- BRAC

Medical Insurance
~ Mechanics
~ Service Attendant

~ BRAC

COST CALCULATION PARAMETERS (08/01/86)

Value

Period of
Change
(Next Change)

Exhibit VI-2
Page | of 2

Source
Department

as shown
in Section III

242
237
240

15 days
10 days
15 days

4 days
4 days
4 days

1 day

0.10

$15.40
$12.18
$13.53

7.15%

5.03%
5.03%
4o417%

$7.20/mo.
$7.20/mo.
$5.60/mo.

$292/m0.
$292 /mo.
$292 /mo.

Monthly

Annually
(July 1, 1987)

Annually
(July, 1987)

Contract Term
(July 1, 1988)

Annually
(July 1, 1987)

Quarterly
(January 1, 1987)

Quarterly
(refer to contract)

Annually
{January 1, 1987)

Annually
(July 1, 1987)

Annually
(December, 1987)

Annually
(April 1, 1987)

Maintenance

Maintenance

Maintenance

Maintenance

Maintenance

Maintenance

Accounting/Payroll

Employee Benefits

Employee Benefits

Employee Benefits

Employee Benefits



Parameter

COST CALCULATION PARAMETERS (08/01/86)

Uniform
- Mechanic
- Service Attendant

Shoes
- Machanic
- Service Attendant

Tools

- Mechanic

Worker's Compensation
= Full-Time

Proportion of Absences
Filled with Overtime

Proportion of Eligible
Absences Paid

Period of

-

Exhibit VI-2
Page 2 of 2

Change Source
Value (Next Change) Department
$110/yr. Annually Maintenance
$110/yr. (July 1, 1987)
$85/yr. Annually Maintenance
$85/yr. (July 1, 1987)
$110/yr. Annually Maintenance
(July 1, 1987)
$3,296 Annually Risk Ménagement

0.25

0.75

(July 1, 1987)

Quarterly
(January 1, 1987)

Annually
(January 1, 1987)

Maintenance

Employee Benefits
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and costs, and the net change in rates and cost from the absence
data contained in this report (i.e., May 1985 through April
1986) . '

A quarterly report on maintenance employee absence rates and
costs should be provided LACTC. 1In addition to highlighting the
net change in absence costs and rates, the quarterly report
should briefly summarize the attendance improvement actions taken
over the fiscal year. The report should be delivered to LACTC
not later than one month and one day after the last day of the
reporting period. The first report should cover the period
ending December 31, 1986.

LACTC should also be provided an annual report within six weeks
after the .last day of the fiscal year, summarizing the year's

absence reduction activities and results.



