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II. INTRODUCTION 

This report presents the results of the Absenteeism Study and Incentive 

I 
Program conducted for the Southern California Rapid Transit District (SCRTD) by 

MacDorman & Associates and Templar Associates, Ltd. The project, which was 

conducted between October 1985 and May 1986, involved a District-wide review and 

analysis of employee absence and the development of an incentive program to improve 

attendance. 

I 

OBJECTIVE, SCOPE AND APPROACH 

SCRTD defined five objectives for the project. 

I 

I 

I 

I 

I 

I 

I 

LI 
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I 

collect and analyze attendance data from all departments in SCRTD. This 

included obtaining and, as appropriate, updating data on employee absence 

from prior absence data collection efforts for SCRTD's Transportation 

and Maintenance departments and collecting data for remaining SCRTD 

employees. 

review prior SCRID studies and projects on employee absence to identify 

recommendations that may be incorporated into a District-wide attendance 

improvement program. This included the Bus Operator Absenteeism Study 

and the TOPIF Maintenance Employee Absenteeism Study as well as other 

studies conducted by SCRTD. 

review incentive programs used by other organizations within and outside 

the transit industry to improve attendance, identifying their advantages 

and disadvantages. 

survey the salaried employees of SCRTD (i.e., employees other than 

vehicle operators and mechanics) to identify the types of incentives 

that are most valued. Analyze these survey results together with the 

results of similar prior surveys at SCRTD to identify incentive programs 

for possible implementation. 

design a balanced incentive attendance program for SCRTD. This program 

should address needed elements for attendance data monitoring, employee 

communication, and training to complement and support the programs for 

attendance improvement. 

The approach to this project included four phases and the preparation of 

four reports. The four phases are a logical sequence of activities that support 

the recommendation of an incentive program for improving employee attendance at 

SCRTD. 

Phase I - Collect and Analyze Attendance Data 

Phase II - Review Previous Absenteeism Studies and Incentive Programs 

Phase III - Survey District Employees to Determine Valued Incentives 

Phase IV - Design a Balanced Incentive Attendance Program 

-1- 



REPORT CONTENT 

This is the final report for this project. It presents the results of Phase 
IV the Balanced Incentive Attendance Program, and suninarizes the reports prepared 
documenting Phases I, II and III which are included as appendices. Following 
this introduction: 

Section II: SCRTD Employee Absence. This section surrinarizes the results 
of Phase I which involved an assessment of the nature and extent of 
employee absence at SCRTD in terms of the type and distribution of 
absence. This phase was the initial step intended to establish a 
foundation for understanding SCRTD's absence problem and developing 
strategies for improvement. 

Section III: Incentive Findings. This section sunviarizes the results 
of Phase II which included: 

a general review of attendance improvement programs; 

- a review of prior assessments of SCRTD employee absence, attendance 
improvement incentives, policies, and benefits; 

- a suniiiary of incentive programs used nationally by transit systems 
to improve attendance; and 

- a review of incentive attendance programs used outside the transit 
industry. 

Section IV: Valued Incentives Survey. This section suninarizes the 
results of Phase III which involved an analysis of incentives valued by 
SCRTD employees that would be considered as the basis for an incentive 
program to improve attendance. The analysis was based on data and 
information obtained from SCRTD employees through a series of group 
meetings which utilized the Nominal Group Technique (NGT) and a survey 
of employees. 

Section V: Recommended Incentive Attendance Program. This section is 
the focus of this project and this report. It draws on the results of 
Phases I, II and III to present a reconTnended attendance incentive program 
for SCRTD. To be effective the program should be balanced with an 
effective attendance discipline policy and supported by data monitoring, 
employee communications, and training. 

ACKNOWLE DGEMENTS 
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Senior Personnel Analyst, assisted by Ms. Luanna M. Urie. The project benefited 
from the attention of Mr. Alvin N. Rice, Assistant Director of Personnel; the 
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and the valued incentive survey; and the assistance of employees who supported 
the collection cf attendance data for analysis by MacDornian & Associates. 
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Li] II. SCRTD EMPLOYEE ABSENCE 

I 
This section suninarizes the results of Phase I: Absenteeism Findings of 

the Absenteeism Study and Incentive Program. The phase was an assessment of the 
nature and extent of District-wide employee absence at SCRTD. More specifically, 
the objective of this phase was to identify the type and distribution of employee 

I 
absence, as an initial step in the design, development, and implementation of 

incentive program(s) to improve attendance, leading to greater efficiency and 

productivity of SCRTD. Appendix A presents the results of Phase I in more detail. 

IOVERVIEW ABSENCE DATA ANALYSIS 

SCRTD has conducted two prior studies that collected employee absence data. 
IThese studies are titled: 

Operator Absenteeism: An SCRTD Management Services Section Report (dated 
IJanuary 1979) 

Evaluation of Absenteeism for the Maintenance Department of the Southern 
California Rapid Transit District (dated February 1985, conducted by 

Friedland Psychological Associates, Inc.) 

The reports provide absence information about the 4,527 SCRTD vehicle operators 

I 
represented by the United Transportation Union (UTU) and the 1,752 maintenance 
employees represented by the Amalgamated Transit Union, Division 1277 (ATU). 

I 
This study includes a review of the findings and conclusions of these two 

studies, an updating of their absence data based on information provided by the 
respective departments, and the collection of absence data for the employees not 

I 
included in these studies. Full-time employees not previously studied include 

2,161 represented and non-represented employees. Employees who are not 

represented by a collective bargaining unit include 1,352 non-contract (NC) 

employees. The remaining 809 employees are represented as follows: 

I 

I 

I 

I 

I 

H 

I 

H 

701 employees represented by the Brotherhood of Railway, Airline and 

Steamship Clerks, Freight Handlers, Express and Station Employees, 

(BRAC); 

64 employees represented by the Transit Police Officers Association 
(TPOA); and 

44 employees represented by Teamsters' Union Local 911 (Teamsters). 

In this study the four employee groups are referred to as NBTT which combines the 
first letters of non-contract, BRAC, TPOA and Teamsters. 

Data Collection 

Comprehensive absence information for NBTT employees is contained in 

individual work records manually maintained at decentralized department and 

division locations throughout the SCRTD. A sample of 774 attendance records 
representing approximately 36 percent of SCRTD's NBTT employees was selected for 
this analysis of absence rates. More specifically, random sampling procedures 
were employed, using an alphabetized list of the above employees to identify a 

-3- 



statistically reliable sample for data collection. The random selection avoids 
bias and the large sample size minimizes inferential errors. Each record was 
carefully reviewed and, when required, codes were clarified. Attendance 
information was recorded for the annual period of November 1, 1984 through October 
31, 1985. 

Types of Absences Surveyed 

Information on employee absence for the surveyed employees was coded in 

eleven categories and then summarized into six, more general, absence groups. 
These absence groups, as they are related to the coded data, are as follows: 

Consolidated Coded 
Absence Groups Absence Categories 

Tardy Tardy 

Sick Sick 

Personal Leave of Absence, Family Sick, Maternity 

IOD Injury on Duty or Occupational Injury 

Contractual Bereavement, Military Leave, Union Business, 
Jury Duty 

Management- Suspensions 
Reque s ted 

Non-occupational injuries resulting, for example, from personal or vehicular 
accidents and absent without permission were not recorded separately but coded 
in the category designated as leave of absence. Time lost from work due to 

vacations, holidays, and non-scheduled work (e.g., training) was not recorded in 
the survey. 

In addition to absence data, employee demographic information was collected 
and coded for use in the analysis of absence patterns. This included personal 
information about surveyed employees such as gender, age, and marital status and 
information related to employment such as tenure, department, and representation. 

Measures of Absence 

Two measures are used 

Absence incidents. 
by type and cumula 

Absence duration. 
by type of absence 

to analyze absence in the survey findings: 

This measures the number of occurrences of absence, 

tively, irrespective of the length of each absence. 

This measures the total time an employee is absent, 

and cumulatively, in terms of work hours lost. 

Statistical analyses were conducted concerning potential differences in 

absence behavior among groups of employees defined by employment and demographic 
characteristics since it may be necessary to take such differences into account 

when identifying incentive strategies for improving attendance. 

-4- 



I 
DISTRICT-WIDE ABSENCE 

ISince several data sources are used, the findings on SCRTD employee absence 

are divided into three parts: 

I. updated absence information about vehicle operators represented by the 

UTU; 

1. updated absence information about maintenance department employees 

represented by the ATU; and 

I. absence information on NBTT employees collected in this study. 

UTU Employees 

I 
Exhibit 11.1 provides information about the absences of SCRID vehicle 

operators. Assessment of the reported information tends to show that the absence 

rate of vehicle operators, since the 1977-78 survey, is on a downward trend. 

I 
However, since the information contained in the exhibit is taken from several 

sources and absence is defined somewhat differently than for the NBTT employees 

surveyed in this project, caution should be exercised before making 
conclusions 

Iabout the data. 

ATU Employees 

I 
Exhibit 11.2 shows the average maintenance employee lost annual work days 

due to absence. A general assessment of the information tends to show that the 

absence rate of SCRTD Maintenance Department employees has remained generally 

I 
stable during the past six years. This information is also derived from several 

sources and similar caution is advised in drawing conclusions about the 
data. 

I 

NC, BRAG, TPOA and Teamster (NBTT) Employees 

NBTT employee attendance records were categorized by representation 
and the 

average annual absence rate was calculated for each group. Exhibits 11.3 and 

I 
11.4 provide information in tabular form about the average annual absence 

incidents 

and work hours lost per employee by absence type. Since the distribution of 

absence among employees is positively skewedl!, two values are shown for average 

I 
val ues. The niedi an val ue can be descri bed as that val ue where 50 percent of the 

employees have less absence and 50 percent have greater absence. 
The mean, or 

arithrnatic average, value is the sum of all absences divided by the number of 

employees. 

IThe average number of annual absence incidents is shown in Exhibit 11.3 as 

4.0 (median) and 5.3 (mean) for the NBTT employees surveyed in this study. The 

I 
average annual work hours lost due to absence is shown in Exhibit 11.4 as 56.0 

(median) and 120.2 (mean). On average BRAC employees have the highest absence 

rates of the four groups of NBTT employees that were examined. 

I 
Exhibits 11.5 and 11.6 provide information about the distribution 

of absence 

incidents and time lost by type of absence in graphic form. Reported sick leave 

1/ Positively skewed distributions result from a small percentage of employees 

having a disproportionately large percentage of the absences. 

I 



EXHIBIT 11.1 

AVERAt FULL-TIME COIJIVAL [NT OPERATOR 
LOST ANNUAL WORK DAYS 

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

WEEKDAY TOTAL ANNUAL 
SICK SICK TOTAL WEEKDAY WEEKDAY 

YEAR LEAVE LEAVE ABSENCE (1) ABSENCE (1) MISSOUTS 

1977-78 22.5 (2) 
1980 20.0 (3) 32.3 (3) 
1981 14.6 (3) 27.7 (3) 
1902 17.0 (3) 18.5 (4) 28.5 (3) 26.6 (4) 1.9 (4) 
1983 17.3 (4) 24.4 (4) 2.2 (4) 
1984 17.3 (4) 24.6 (4) 2.2 (4) 
1985 16.8 (4) 24.2 (4) 2.1 (4) 

(1) Total absence includes sick leave, requested days off, suspensions, leaves of absence, but not 
industrial injuries. 

(2) Source: Operator absenteeism, An SCRID Management Services Section Report, January 1979. 
Period: October 1, 1977 - September 30, 1978. 

(3) Source: LACIC Performance Audit Program Phase IL, Task I Audit Report, SCRID, Booz, Allen & 
Hamilton, March 1983. 

(4) Source: SCRID Report 3-5 and Weekly tianpower Survey/Performance Report, 1982 - 33-week sample, 
1903 - 31-week sample, 1984 43-week sample, 1985 - 12-week sample. 

- - - - - - - - - - - - - - - - - - - 



- - - - - - - - - - - - - - - - - - - 

EXHIBIT 11.2 

AVERAGE MAINTENANCE EMPLOYEE 
LOST ANNUAL WORK DAYS 

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

SICK TOTAL 

YEAH LEAVE ABSENCE 

1980 -- 20.0 (1) 

1981 -- 19.7 (1) 

1982 -- 21.1 (1) 

1983 15.8 (2) 21.3 (2) 

1984 -- -- 

1985 15.6 (3) 20.6 (3) 

(1) SOURCE: LACIC Performance Audit Program Phase II, Task 1 Audit Report, SCRID, Booz, Allen & 
hamilton, March 1983. 

(2) Source: Evaluation of Absenteeism for the Maintenance Department of the SCRTD, Friedland 
Psychological Associates, Inc., February 1985. 

(3) Source: SCRID Maintenance Department VHS Report for 6 months of 1985. Total absence includes 
occupational injury, non-occupational injury, leave of absence, sickness in family, AWOL, off 
with permission, sick, jury duty, bereavement, military leave, and union business for 1,158 
mechanics and 395 service attendants. 
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EXHIBIt 11.3 

AVERMI ANNUAl. ABSENCE INCIDENTS PER EMPLOYEE BY TYPE OF ABSENCE 

SOIJIFERN CALiFORNIA RAPID TRANSIT DISTRICT 

BRAC IPOA Teamater9 Iota! 

Absence Type 4edian Mean Median Mean Median Mean Median Mean Median Mean 

SICK 3.0 3.1 5.0 6.1 2.0 2.1 2.0 2.0 4.0 4.5 

PERSONAL 0.0 0.1 0.0 1.2 0.0 0.1 0.0 0.1 0.0 0.5 

Leave 0.0 0.1 0.0 1.1 0.0 0.1 0.0 0.1 0.0 0.5 

Family Sick 
Maternity 

0.0 
0.0 

0.0 
0.0 

0.0 
0.0 

0.1 
0.0 

0.0 
0.0 

0.0 
0.0 

0.0 
0.0 

0.0 
0.0 

0.0 
0.0 

0.0 
0.0 

INDUSTRIAL INJURY 0.0 0.0 0.0 0.2 0.0 0.1 0.0 0.1 0.0 0.1 

SUSPENSION 0.0 0.0 0.0 0.1 0.0 0.0 0.0 0.0 0.0 0.0 

CONTRACTUAL 0.0 0.1 0.0 0.4 0.0 0.2 0.0 0.3 0.0 0.2 

Bereavement 0.0 0.0 0.0 0.1 0.0 0.1 0.0 0.1 0.0 0.1 

Military leave 0.0 0.0 0.0 0.1 0.0 0.1 0.0 0.1 0.0 0.0 

Union Business 0.0 0.0 0.0 0.2 0.0 0.0 0.0 0.0 0.0 0.1 

Jury Duty 0.0 0.0 0.0 0.0 0.0 (1.0 0.0 0.1 0.0 0.0 

TOTAL ABSENCE 3.0 3.9 7.0 B.0 2.0 2.5 2.0 2.5 4.0 5.3 

TARDY 0.0 0.1 1.0 3.5 0.0 0.1 0.0 0.1 0.0 1.3 

- - - - - - - - - - - - - - - - - - 



- - - - - - - - - - - - - - - - - - - 
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EXHIBIT 11.4 

AVERAGE ANNUAL WORK HOURS LOST PER EMPLOYEE BY TYPE OF ABSENGE 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

BRAC TPOA Teamsters Total 

Absence Type Median Mean Median Mean Median Mean Median Mean Median Mean 

SICK 40.0 66.9 64.0 104.6 24.0 41.8 24.0 59.1 48.0 80.4 

PERSONAL 0.0 3.2 0.0 35.3 0.0 9.6 0.0 0.2 0.0 14.9 

Leave 0.0 1.7 0.0 32.3 0.0 0.5 0.0 0.2 0.0 12.9 

Family Sick 0.0 0.1 0.0 0.9 0.0 0.0 0.0 0.0 0.0 0.4 

Maternity 0.0 1.4 0.0 2.1 0.0 9.1 0.0 0.0 0.0 1.6 

INDUSTRIAL INJURY 0.0 0.5 0.0 35.6 0.0 120.4 0.0 11.8 0.0 18.4 

SUSPENSION 0.0 0.0 0.0 0.2 0.0 1.2 0.0 0.0 0.0 0.7 

CONTRACTUAL 0.0 2.6 0.0 10.5 0.0 11.4 0.0 12.0 0.0 5.8 

Bereavement 0.0 0.6 0.0 2.4 0.0 2.8 0.0 2.6 0.0 1.4 

Military Leave 0.0 0.6 0.0 1.0 0.0 8.2 0.0 6.1 0.0 0.9 

Union Business 0.0 0.0 0.0 4.5 0.0 0.4 0.0 0.0 0.0 1.7 

Jury Duty 0.0 1.4 0.0 2.6 0.0 0.0 0.0 3.3 0.0 1.8 

TOTAL ABSENGE 42.0 73.2 82.0 188.0 40.0 184.4 40.0 83.1 56.0 120.2 

TARDY 0.0 0.1 0.0 1.6 0.0 0.1 0.0 0.3 0.0 0.6 
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EXHIBIT 11.5 

AVERAGE ANNUAL ABSENCE INCIDENTS PER EMPLOYEE 
BY EMPLOYEE REPRESENTATION AND TYPE OF ABSENCE 

flP TI-11 PITflfl IJfltJrMR11 1QM flCTflRrQ 1QP 

Mean Mean Mean Mean Mean 
Median Median Median Median Median 

NC BRAC TPOA TEAMSTERS TOTAL 

jii] Sick 
1 Other 

- - - - - - - - - - - - - - - - - - - 
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EXHIBIT 11.6 

AVERAGE ANNUAL WORK HOURS LOST PER EMPLOYEE 
BY EMPLOYEE REPRESENTATION AND TYPE OF ABSENCE 
FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

Mean Mean Mean Mean Mean 
Median Median Median Median Median 

NC BRAC TPOA TEAMSTERS TOTAL 

[iJ Sick 
j 

Other 



is the predominant form of absence among the employees sampled in the survey, 

with 84.8 percent of the absence incidents and 56.9 percent of the work time lost 
attributed to reported sick leave. Within the other absence category on these 

two exhibits personal absence, consisting primarily of leaves of absence (coded 
B on employee work attendance records), has the second highest incident rate of 

9.2 percent and industrial injury absence has the second highest lost time rate 

at 15.3 percent. 

Summary of District-wide Employee Absence 

Although specific comparisons of absence rates between UTU, ATU, and NBTT 

employees are inappropriate, some general conclusions are possible. Absence among 

employees at SCRTD is relatively high compared to other industries and businesses. 
Compared to their peers in the transit industry, SCRTD absence rates are not 

abnormal, that is, they appear typical in an industry composed of employees with 
generally high absence rates. 

Among the six groups of employees defined in this study by union 

representation, three generally have absence rates about twice as high as the 

other three. ATU, BRAG, and UTU employees have mean annual lost work days for 

1985 in excess of 20 days per employee. Although TPOA employees have a mean 

annual lost work time rate for 1985 of 23.1 days, survey sample information from 

this study reveals that a few police officers (approximately 5 percent of sample) 
incurred industrial injuries which prevented them from working the entire period 
of the survey analysis. This study did not investigate whether or not the TPOA 

rate of long-term industrial injuries is typical over time. However, the median 

rate of 5.0 annual days per employee is a similar absence level to Teamster and 

NC employees. 

Appendix A to this report presents more detailed results of the analysis 

of NBTT employee absence. Included are findings on: 

the extent of employee absence which presents absence data in graphic 

form on the extent of absence by employee gender, age, tenure, marital 

status, and education; and 

the distribution of employee absence by employee representation and 

absence type. 

SUMMARY OF CONCLUSIONS ON SURVEYED EMPLOYEES 

The findings of the NBTT employee survey and the conduct of statistical 

analysis of absence rates between various groups or categories of NBTT employees 

shows there is significant opportunity to improve employee attendance under a 

balanced program of discipline and incentives. While the focus of this study was 

directed toward the design and development of an incentive program, the findings 

of the employee survey reveal that as many as 20 percent of NBTT employees in the 

November 1984-October 1985 period may be considered excessively absent under the 

definition given in SCRTD's attendance policy dated October 22, 1985. Unless 

employees change their attendance performance SCRTD management will be faced, 

beginning January 1, 1986, with the onerous and time consuming task of 

administering discipline to policy violators. 

-12- 
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I 

I 
The opportunity to reduce employee absence through incentive programs is 

evident in the absence distributions particularly among NC and BRAC employees. 

Widespread distribution of sick leave incidents and time lost is revealed by 

I 
examination of the absence data and should offer the greatest potential for 

attendance improvement. 

Furthermore, the analysis of data shows that careful attention should be 

paid to the following groups or types of employees in designing an incentive 

program for attendance improvement (see Appendix A): 

BRAC and NC employees; 

Female employees; and 

Young, single employees. 

Since there are significant differences in the absence rates of employees between 

divisions, 
consideration should be given to developing programs that meet specific 

needs of high absence divisions. 

I 

I 

I 

I 

I 
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I 

III. INCENTIVE FINDINGS 

I 
This section sunarizes the results of Phase II of the Absenteeism Study 

and Incentive Program which focused on the use of incentives to improve attendance. 
This section begins by discussing the three categories of attendance behavior and 

I 

five categories of attendance improvement programs. Next, SCRTD's efforts to 

improve attendance are reviewed. The balance of the section summarizes programs 
to assess absence and improve attendance in the U.S. transit industry and 
attendance programs used outside the transit industry. Appendix B of this report 
Iincludes a more detailed review of these topics. 

Employee absence has long been identified nationally as a costly and 

I 
particularly aggravating problem. Estimates developed in 1978 rather 
conservatively established that absence cost the U.S. economy over $26.4 
billion.2! In a 1985 survey conducted by the Bureau of National Affairs, Inc., 

60 percent of all participating companies considered absenteeism one of their 

I 
most serious problems. It is not surprising that numerous studies have been 
conducted on the subject and that numerous programs have been developed to improve 
employee attendance. 

ATTENDANCE BEHAVIOR 

I 

There are three major categories of employee attendance behavior. 

First, chronic absence is characteristic of those employees who, because 
of their health, life situation, or attitudes, are absent very 

I 
frequently. This is relatively small group of employees, typically 
ranging from five to 20 percent of the work force. 

I. A second group of employees has good attendance behavior even though 
they are occasionally absent. The total amount of absence is large for 
the group because, even though individuals within it do not have high 

I 

absence rates, this group contains the majority of employees. 

Finally, there is a third group of employees who consistently have near- 
perfect attendance. Like the first group, this is generally a small 
percentage of the total work force. 

ATTENDANCE IMPROVEMENT PROGRAMS 

I 
Attendance improvement programs can be grouped into the five categories 

discussed below. 

IDiscipline Policies and Programs 

Disciplinary policies and programs to address employee absence are the 

I 
foundation of attendance improvement initiatives in both the public and private 
sectors. Few, if any, organizations introduce other programs to improve attendance 
without first having established and documented such policies. Many organizations 
have traditionally used only discipline or the management-by-exception principle 

I 
2! Steers, R.M. and Rhodes, S.R. "Major Influences on Employee Attendance: 

A Process Model Journal of Applied Psychology, 1978, 63(4):391-407. 

I 
-15- 



to address attendance. This style of management is considered unsatisfying for 
many employees, since the policies focus on absent-prone employees with little 
or no reinforcement and feedback until a problem arises. 

Employers can discipline absent employees for two reasons. One is violation 
of organization rules (misconduct) and the other is poor performance (excessive 
absence). Misconduct occurs when employees are absent for reasons not considered 
legitimate by the organization (violation of policy). An excessive absenteeism 
policy focuses on the amount of absence, regardless of reasons or establishment 
of fault. Since regular attendance is a requirement of employment, this policy 
may result in discharge../ 

Attendance discipline policies are typically composed of written statements 
that define excused and unexcused absence; specific allowable limits of absence; 
and prescribe discipline, including suspension and dismissal, for employees that 
exceed these limits. A written attendance policy is intended to formalize 
management practices and encourage employees to conform to the guidelines of the 
organization. The issues of disciplinary action, progressive discipline, 
impartial investigation, and consistent application are central to an effective 
attendance discipline policy; rewarding improvement is a more recent addition to 
these policies that must be communicated to and understood by both management and 
empl oyees. 

Attendance Incentive Programs 

Attendance incentive programs reinforce and recognize good attendance and 

encourage improved performance. Such programs generally affect the majority of 
employees, whose attendance is within the attendance limits stated by the 
organization. Attendance incentive programs help overcome the more negative 
features of attendance management since they recognize and reward employees for 

excellent or improving performance. 

Incentive programs have a number of benefits: they encourage employees to 
improve otherwise acceptable absence records, they stress positive aspects of 

employee performance, and they establish a more balanced approach to attendance 
management. The criteria for receiving the incentive, the amount or number of 
incentives, and program administration vary from organization to organization. 
While a very wide variety of these programs has been developed and implemented, 
four general categories of attendance incentive programs are: 

Formal Recognition Programs. Employee recognition for perfect, near- 

perfect, or improving attendance may be through an awards banquet, 
posting the employee's name on a bulletin board, a letter from management, 
acknowledgement in the organization's newsletter, certificates, small 

awards, etc. 

Time-Off Incentive Programs. Many organizations reward good attendance 
by allowing employees to take time off in addition to scheduled vacations, 
holidays, and personal days. Time-off incentives are sometimes called 
trade-in programs since employees may trade accumulated unused sick leave 

for added scheduled time off. 

3/ A more detailed treatment of this type of policy is provided by 

Frank E. Kuzmits, "Is Your Organization Ready for 'Jo-Fault Absenteeism?" 
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Financial Incentive Programs. There are many ways that organizations 

use monetary rewards to encourage good attendance including cash bonuses, 
savings bonds, or items of monetary value. Alternatively, an 

organization can buy back unused sick leave from employees at a rate 

that is from 100 percent of base pay to some fraction of an employee's 

pay rate. Other innovative types of financial incentive programs have 

been introduced to reduce employee absence. 

Attendance Lottery Programs. Attendance lotteries are programs that 

reward employees with a chance of winning a major prize. Usually these 

programs are cost-effective because many employees are striving for 

comparatively few rewards. The size, frequency, and type of lottery 

award must be carefully considered to facilitate the effectiveness of 

this type of attendance incentive program. 

These four types of attendance incentive programs are largely the focus of this 

project for SCRTD. 

Improved Working Conditions 

Recent research on employee attendance suggests that employee absence can 

be reduced by improving working conditions. A variety of these innovative programs 

have been implemented to improve organizational productivity and performance. 

Four methods of improving working conditions include: 

Health-Related Programs: Various working conditions have been associated 

with absence caused by health problems, psychological stress, and morale 
problems. Such features as security, lighting, ventilation, and air 

quality affect employees' sense of well-being and ability to regularly 
attend. 

Work Redesign. Research on work design has identified five elements 

that, if built into jobs, can increase most workers' job satisfaction. 

These job elements are skill variety, task identity, task significance, 

autonomy, and feedback. This concept has been termed job enrichment or 
eni argement. 

I. Employee Participation/Involvement Increased employee participation 
allows employees to be more directly involved in their work unit or 
department and to use their knowledge and problem-solving skills to 

I 
improve performance. Quality circles and Scanlon Plans are two examples 
of employee involvement programs. 

I 

I 

I 

I 

I 

Flexible Work Schedules. Flex-time involves the flexible scheduling of 

work hours around a core time when all employees must be at work. One 

of the major reasons organizations implement flexible work schedules is 

to provide their employees the opportunity to attend to personal business 
without incurring an absence. 

Employee Support or Assistance Programs 

Employee support or assistance programs (sometimes called EAP's) include 

efforts by the organization to address the causes of absence, which may include 
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personal, marital, or familial problems; substance abuse; or any problems that 
impede an employee's effectiveness at work or ability to attend. These programs 
have generally been developed out of a combination of concern for employee well- 
being and desire to reduce economic losses stemming from poor performance. 

Numerous corporations and labor unions have encouraged the development of 
employee assistence and rehabilitation programs such that in 1980, more than 1,200 
such programs were in existence in the United States. In 1985, the American 
Public Transit Association conducted a national survey that identified 59 transit 
systems that reported having a formal employee support or assistance program. 
The role of the employer is considered significant since next to family and 
intimates, their employer may be in closest contact with troubled employees. 

Personnel Programs which Support Attendance Improvement 

Personnel programs which support attendance improvement include numerous 
programs which support efforts to improve employee attendance including: 

Accurate record-keeping and data nitoring may be the most critical 
program in this category, since it substantiates the reward or discipline 
of employees based on attendance records and allows regular feedback on 
attendance performance to employees, supervisors, and management. 

New employee selection can help transit systems screen employees with 
attendance problems. 

Employee orientation should inform new employees that good attendance 
is expected and describe the actions that will be taken for poor 
attendance. 

Periodic training of new and existing employees is critical to attendance 
program effecti veness. 

Compensation practices should reinforce organizational objectives since 
pay practices have a major impact on employee behavior. 

Sick leave call-in and return-to-work requirements provide important 
information, and discourage employees from being absent. 

Information feedback provides employees with accurate information about 
their attendance record. Research has shown that employees who know 
their absence rates have lower levels of absence than employees who 
estimate their absence rates. 

Many of the activities included in the above personnel programs are not immediately 
associated with attendance improvement. Because of the different categories of 
attendance behavior, most organizations need several types of attendance 
improvement programs. 

-18- 



I 

ASSESSMENTS OF EMPLOYEE ABSENCE, ATTENDANCE IMPROVEMENT INITIATIVES, AND POLICIES 
AND BENEFITS OF SCRTD 

This section is divided into three parts. The first part identifies SCRTD's 

efforts, to date, to assess the problem of employee absence. The second part 

identifies a number of policies and programs implemented by SCRTD to address poor 

attendance. 
These include discipline, incentive, and support programs. The final 

part briefly sumnarizes SCRTD's use of employee fringe benefits which may affect 
employee attendance. 

Studies to Assess and Improve Employee Attendance at SCRTD 

studies have been conducted by SCRTD or independent contractors to 

assess and improve employee attendance at SCRID. The discussion which follows 

briefly summarizes key aspects of four such studies: 

I. Operator Absenteeism, an SCRTD Management Services Section Report, 

January 1979. This study was conducted by SCRTD to analyze the nature 
and extent of absenteeism among SCRTD's bus operators and develop 

I 
recommendations to improve employee attendance. The study's 

recommendations were divided into three major areas: management 

prerogatives (improvements that would reduce absence with little cost); 

I 

items for negotiation that could not be addressed under the existing 

contract; and items requiring further study. This final area includes 
significant changes from current policies and practices, including 

contract changes. Almost twenty specific recommendations were made. 

I 

I 

1 

1 

I 

I 

I 

1 

I 

Performance Audit of SCRTD, Phase II, Task 1 Audit Report. The triennial 
performance audit of SCRTD for 1980 through 1982 addressed both vehicle 
operator and maintenance employee absence. 

Vehicle Operators - The overall conclusion with respect to vehicle 

operator absence was that, although attendance among SCRID vehicle 

operators had generally improved, lost time continued to be a costly 
problem. While the performance audit report indicated that SCRTD's 

Transportation Department was aware of these attendance problems and 
was actively engaged in addressing them, it cautioned SCRTD against 
concentrating on sick leave, at the expense of opportunities for 

improving manpower availability in general. 

Maintenance Employees - The performance audit addressed the overall 
growth in maintenance staffing, indicating that staffing growth had 
exceeded revenue equipment growth in recent years. Maintenance 
employee absenteeism remained high over the audit period and was 

considered a costly problem since the rate was on average more than 
21 days per employee in FY82. Industrial injuries were also high 

among SCRTD maintenance employees, far exceeding established goals. 

A Study of Overtime in The Southern California Rapid Transit District 

Maintenance Department The study's four objectives focused largely on 
overtime but considered employee absence. Two of the study's 

recommendations that related to absence stated: 
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- SCRTD should conduct an analysis of accidents and injuries in relation 
to maintenance job characteristics; and 

SCRTD should investigate the overtime authorization practices and 
polices to address such issues as employees working on their day off 
at premium rates when they have not worked a full week because of 
vacation, holiday, sickness, or unexcused absence. 

Evaluation of Absenteeism for the Maintenance Department of the Southern 
California Rapid Transit District. The study, based on absence data 
collected on a random sample of SCRTD maintenance employees, discussed 
the pervasiveness and costliness of employee absence and comended SCRTD 
for examining the issues underlying absence in more detail. The key 
conclusions of the study addressed: 

- Use. A high rate of absenteeism was found, with the average number 
of sick-leave hours exceeding the maximum annual sick-leave allowance. 

Correlation with demographic variables and job satisfaction. 
Absenteeism was found to be significantly correlated with the 
following variables: age, tenure, travel time to work, marital 
status, cigarette smoking, alcohol consumption, number of children 
living at home and job satisfaction. 

- Overall level of job satisfaction. Overall job satisfaction seemed 
low relative to norms suggesting that increased job satisfaction could 
result in some reduction of absence. 

- Rewards. Employees in the sample seemed to favor rewards which would 
pay them more money or give them additional time off in exchange for 
lower absence. 

- Penalties. The responses suggested that penalties, such as suspension 
or discharge, would reduce absenteeism the most and that counseling 
by the imediate supervisor can be an effective tool for reducing 
absentee i Sm. 

SCRTD Attendance Policies and Programs 

The design and development of an incentive attendance improvement program 
require an understanding of any policies and programs that now exist at SCRTD 
that may influence the effectiveness of the new attendance incentive program. 
This section of the report discusses the employee discipline, incentive, and 
support programs that exist at SCRTD. 

Policies for Disciplining Employees for Absence 

There are two types of discipline policies addressing employee attendance 
at SCRTD. The first type is administered under the collective bargaining agreement 
between the SCRTD and the employees (operators) represented by the UTU. The 
second type is outlined by SCRTD's Personnel Department and covers all employees 
except those represented by the UTU. Both policies include progressive discipline 
for excessive absence and both address misconduct. 
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UTU Agreement. Article 27, Discipline Rule, of the SCRTD-UTU labor agreement 

describes the basis for employee discipline. Specifically related to attendance, 

the article defines absences that are excluded or excused from disciplinary 

procedures, the type of discipline or punitive action to be taken through a 

progressive discipline process, and actions employees can take to expunge previous 

absences from their attendance records. The existing policy prescribes 

progressive discipline including suspension and discharge for excessive absence. 

Entries concerning an employee's absence recorded one year or more ago are not 

considered in any disciplinary action. Tardiness of operators is not counted as 

absence. Rather, tardiness, like absent with out permission (AWOP), is considered 

independently with a separate schedule of progressive discipline. 

SCRTD Attendance Policy. Bulletin 11. 85-16 issued by the Personnel 

Department on October 22, 1985, provides an attendance policy covering all SCRTD 

employees except those represented by the UTU. The policy states that employees 

with excessive absences shall be subject to progressive discipline including 

suspension and discharge. Excessive absence is defined by the policy as six or 

more incidents of absence in a rolling six-month period or three or more absence 

incidents with a total lost work time of 60 or more hours in a floating six-month 

period. Two incidents of tardiness, defined as less than one hour at the beginning 

of a work shift, are counted as one absence incident. 

Incentive Policies and Programs for Employee Attendance 

The incentive policies and programs of SCRTD that may affect employee 

attendance can be divided into five areas. These are as follows: 

Employee of the Month and/or of the Year. Different divisions and 

departments have awards earned and presented to employees with 

outstanding performance records. They include Operator of the 

Month/Year, Maintenance Employee of the Month, and Telephone Information 

Operator of the Month. In addition, a number of other departments, such 

as Transit Police and Personnel, have implemented Employee of the Quarter 

programs to reward exceptional performance. 

Operator Recognition (In Pursuit of Excellence). The Transportation 

Department provides for four separate awards to bus operators. These 

include Annual Outstanding Operator Award, Annual Meritorious Operator 

Award, Monthly Manager's Award, and Monthly Operator Recognition 
Sweepstakes. 

Equipment Maintenance Recognition Program (Achieving Superiority Through 

Quality and Productivity). The Equipment and Maintenance Department 

provides for various awards to maintenance personnel employed, by 

divisions and sections. Programs have been tailored to Operating 

Divisions, Central Maintenance Facility, Maintenance General , Division 

4, Equipment Engineering. 

Safety Award. All permanent, full-time maintenance employees, 

transportation employees, supervisors and instructors, transit police, 

and telecommunications employees are eligible for this award. The award 

is given for safe work performance, that is for accumulated (not 

consecutive) accident-free years with no preventable accidents or 
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injuries, measured in one-year increments. The award emphasizes 

milestone years in five-year increments. 

Other Policies and Agreements. Other SCP.TD policies and labor agreement 

provisions provide incentives for reducing employee absence. For 

example, BRAC employees may annually "cash in" all but 80 hours of their 

accrued sick leave at the rate of 75 percent of face value. 

Employee Assistance Program 

SCRTD offers a self-help employee assistance program for its employees who 
may desire advice and guidance to resolve personal problems affecting work 

performance. Limited counseling sessions are free but financial assistance is 

available under certain benefit plans. 

SCRTD Employee Benefits that Affect Employee Attendance 

SCRTD employees receive numerous fringe benefits that are generally 

described in labor agreements or policy documents. These benefits, which are 

described in Appendix B, include sick leave, leaves of absence, holiday, and 

vacation benefits. Specific benefits vary by employee representation. The 

differences in benefits among employee groups affects such matters as: 

when sick leave payment is initiated 

how many hours of sick leave can be accumulated 

whether unused sick leave is paid upon retirement 

whether leaves without pay are available and for what duration 

how many paid holidays are provided 

how much vacation is provided 

whether payment can be received for unused vacation. 

SCRTD employees receive benefits from long-term injury and illness 

including: 

State Disability Insurance. All SCRTD employees, when sick or injured 

off the job, are eligible for benefits under the State of California 

Disability Insurance Program. 

Workers' Compensation. All SCRTD employees, regardless of tenure, are 

iiTible for benefits under the California Workers' Compensation Law 

when injuries are caused by their job. 

Long-Term Disability. Full-time non-contract employees, regardless of 

tenure, are eligible to receive long-term disability benefits after six 

continuous months from the date total disability commenced. 
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These benefits generally provide payment to off-set loss of wages and obtain 
medical treatment during the course of a long term illness, injury, or disability. 

INCENTIVE PROGRAMS USED BY TRANSIT SYSTEMS TO IMPROVE EMPLOYEE ATTENDANCE 

This section focuses on U.S. transit systems' use of incentive programs to 
improve employee attendance. The first part of the section identifies several 
key national studies. Each of the five studies was initiated out of a general 
concern for improved productivity and performance in the U.S. transit industry. 
These studies not only addressed various attendance incentives but considered 
other efforts to improve employee attendance and performance overall. The second 
part of this section reviews the attendance incentive programs in use in 1985 
that were described to the American Public Transit Association (APTA) in APTA's 
annual survey of efficiency incentive plans. 

National Studies on Attendance Improvement and the Use of Incentives 

Between 1980 and 1985, at least five significant national studies were 
conducted that addressed the need to improve productivity and performance in the 
U.S. transit industry. Each of these studies, to a greater or lesser extent, 
addressed the problems resulting from employee absence and each considered the 
use of incentives to improve performance. 

Study of Operator Absenteeism and Workers' Compensation Trends in the 
Urban Mass Transportation Industry, conducted by the Port Authority of 
Allegheny County (Pittsburgh), for the Urban Mass Transportation 
Administration of the U.S. Department of Transportation, March 1980. 

Operator Absence in the Transit Industry, prepared by the Pennsylvania 
Transportation Institute for the Urban Mass Transportation 
Administration of the U.S. Department of Transportation, October 1983. 

Assessment of Quality-of-Work-Life Programs for the Transit Industry, 

prepared 

by Susan G. Clark, Kathleen ID. Warren, and George Greisinger 
for the Transportation Research Board of the National Research Council, 
December 1983. 

The Influence of Financial Incentive Programs on Emlovee Performance 
and Organizational Productivity Within the Mass Transit Industry, 
prepared by Virginia Polytechnic Institute and State Wilversity for the 
Urban Mass Transportation Administration of the U.S. Department of 
Transportation, November 1984. 

Cooperative Initiatives in Transit Labor-Management Relationships, 
prepared by Jay A. Smith, Jr., Kenneth M. Jennings, and Earle C. Traynharn 
for the Urban Mass Transportation Administration of the U.S. Department 
of Transportation, June 1985. 

Appendix B to this report includes abstracts of these five reports focusing on 

employee absence and the use of incentives to improve attendance and performance. 
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APTA Comparative Labor Practices on Attendance Incentive Programs 

This section reviews attendance incentive programs currently used by U.S. 

transit systems. Over two hundred transit systems have incentive programs reported 
in the American Public Transit Association's (APTA) Comparative Labor Practices 
Report 'J0. 6--Efficiency Incentive Plans, June 14, 1985. In some cases a transit 
system's program used a single incentive, in other cases it combined several 

different approaches; an average of two attendance incentives had been implemented 
at each transit system. 

Almost four hundred separate attendance incentive programs are listed, 

al though upon close exami nati on many of the incentives listed in the APTA report 
are actually disincentives. For example, 38 transit systems reported "no sick 

leave," and many others indicated accrual or deprivation of sick leave as 

attendance incentives. The attendance incentive programs reported to APTA have 
been grouped into four categories: 

Eligibility for Day-Off Overtime 

Financial Incentives 

Time-Off Incentives 

Administrative Actions 

Unfortunately, programs providing recognition as the only incentive were excluded 
from the APTA report. Also excluded were programs that require the employee to 

terminate employment to receive the reward, reductions in vacation, and accrual 
of unused time off. 

The number of transit systems reporting the use of attendance incentive 
programs is presented in Exhibit 111.1, by type of incentive. The most common 
approach was to use attendance performance as the major criterion for receiving 
a day-off overtime assignment and commensurate pay. More than half the transit 
systems reported using this approach. The second most frequently used incentive 
was financial; attendance performance affected an employee's eligibility to cash 
in accrued sick leave or to receive a cash reward or other financial benefit. 
Approximately one-third of the transit systems offered financial incentives for 

good attendance. 

Time-off incentives were used by 20 percent of transit systems reporting. 
Attendance criteria were used to determine an employee's eligibility to convert 
unused sick leave to vacation or other paid time off or to receive extra time off 
above normally accrued sick leave and vacation. Attendance could also affect the 
rate at which sick leave and vacation time were accrued. About 34 percent of 
transit systems used various administrative actions, about half of which are 

genuine incentives and the other half disincentives. The most frequently used 
administrative actions affected an employee's payment during the sick leave 

waiting period and in some cases required employees to obtain a doctor's statement 
concerning their illness. Also, niissout and tardy incidents were removed from 

an employee's record for good attendance. Availability of paid sick leave could 
also be affected by attendance performance. 
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IEXHIBIT 111.1 

SYSTEM ATTENDANCE INCENTIVE PROGRAMS ITRANSIT 

NO. OF SYSTEMS 

ITransit Systems Attendance Incentives with 

ITransit systems reporting use of attendance incentive programs 202 

Transit systems reporting only no sick leave 10 

ITotal transit systems reporting no sick leave 38 

Types of Attendance Incentives 

1. Day off overtime assignments 111 

2. Financial incentives 66 

I Cash in accrued sick leave 43 

Cash awards 23 

I. Other financial incentives 6 

3. Time-off incentives 38 

I. Conversion of accrued sick leave to paid time off 18 

Extra paid time off 14 

Accrual of sick leave and vacation time 18 

I. Unpaid time off 2 

4. Administrative actions 68 

I. Elimination of sick leave waiting period 20 

Imposition of sick leave waiting period 20 

Requirement for doctor's statement 12 I. Waiver of doctor's statement 3 

Removal of missouts or tardy incidents from record 12 

Sick leave accrual 6 

Accrual of sick leave and vacation to same account 4 I. Weekly guarantee for extra operators 4 

I 
SOURCE: Comparative Practices Report No. 6Efficiency Incentive Plans. American 

Public Transit Association, June 14, 1985. 
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Appendix B of this report describes how the four types of attendance 
incentive programs operated, what the range of the incentives was, what were the 
eligibility requirements, and how frequently incentives were given. The employee 
groups covered by an incentive plan are identified, where the information was 
available. Exhibit 111.2 summarizes key findings on the use of incentives by 

U.S. transit systems. 

INCENTIVE ATTENDANCE PROGRAMS OUTSIDE THE TRANSIT INDUSTRY 

The purpose of this section is to summarize efforts made outside the transit 
industry to improve attendance through the use of incentives. The information 
included in this section is based on: 

a review of literature on absenteeism 

survey conducted in 1982 of 1,000 organizations, in which personnel 
managers were asked to evaluate their attendance control programs! 

seminar discussions with over 200 personnel managers 

several case studies involving incentive attendance programs 

The information in this section summarizes the use and reported effectiveness of 
a range of attendance improvement programs. Special attention is given to 

incentive programs. 

Literature Review 

The literature review identified over 60 studies documenting the results 

of efforts outside the transit industry to implement a wide range of attendance 
improvement programs. Almost half the attendance improvement programs included 
in the literature review are incentive programs that include rewards or recognition 

for attendance. These programs were generally implemented at private-sector 
companies as demonstration programs and were examined as research projects. 

The literature suggests that employees can generally benefit from the 

implementation of attendance incentive programs, regardless of the particular 
approach. The four primary possible benefits are: 

additional earnings for the same hours worked per year 

additional time off for the same earnings per year 

improved personnel record 

fewer requirements for paid sick leave 

Any reward offered, however, must be of sufficient magnitude to alter an employee's 

decision to miss a day of work. It must convince him or her that the future 
benefits of good attendance are worth the current sacrifice of one or more days off. 

4/ The American Society for Personnel Administration, Personnel 
Administration, June 1982. 
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EXHIBIT 111.2 

USE OF ATTENDANCE INCENTIVES BY U.S. TRANSIT SYSTEMS 

IEligibility For Day Off Overtime 

This incentive program applies most frequently to vehicle operator and maintenance employee 

groups. The most frequently mentioned eligibility criterion was over 40 hours worked in the 

IFinancial 

week. 

Incentives 

Financial incentives increase total take home pay of an employee with a good attendance record 

with no increase in working hours. The incentives differed significantly in amount awarded, 

I stringency of attendance criteria, and frequency of award, and the types of absences that 

were excusable (and therefore did not affect eligibility for a financial reward). 

Cash-In Accrued Sick Leave. The most frequently used financial incentive allowed I. employees to cash in all or a part of accrued sick leave (ASL) on a yearly basis. 

Limitations are used in cash-in programs to affect the amount of time that must 

be accumulated prior to cash in; the amount of time that can be converted to pay; 

and the rate of pay for each hour of accumulated sick leave. I. Cash Awards. Most cash incentives were single annual cash or bond award for a 

perfect or near perfect attendance record. The amounts ranged from $50 to $200 

per year. Several transit systems rewarded their employees with eight hours pay 

quarterly or semiannually for good attendance. 

I Pay Differenctial. One system reported using an hourly pay differential based on 

attendance performance. An employee receives an extra 10% per hour for a month 

without any unexcused absences; an extra 15% per hour for 3 months without such 

absence; and 20% per hour for a year without any unexcused absences. Ian 

Other Financial Incentives. This category includes an assortment of financial 

incentive programs that do not fit into the three previous classifications. They 

include: 

I Employer for tools - payment work clothing and 

- Employer contributions to health, life, and/or disability insurance premiums I- Employees may convert accrued sick leave and vacation to wages to increase 

their wage base for retirement benefits 

- Employees need not work the day before and the day after a holiday 

I- Employees receive spread penalty pay only if 40 hours are worked in the week 

Time-Off Incentives 

.I 

Time-off incentives do not increase a worker's income, but generally provide 

additional paid time off. There were four basic approaches: First, a qualifying employee 

may convert unused accrued sick leave to vacation or other paid time off. Second, qualifying 

employees may take extra time off without affecting their accrued sick leave or vacation. 

Third, employee's attendance records affect their accrual of sick leave and vacation time. 

I Fourth, a qualifying employee is allowed unpaid time off without penalty. As with the 

financial incentives, the time-off incentives differed significantly in the amount of time 

awarded or allowed for trade-in, the stringency of the attendance criteria, and the frequency 

Iof the award. 

I 

I 
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EXHIBIT 111.2 

USE OF ATTENDANCE INCENTIVES BY U.S. TRANSIT SYSTEMS (CONT.) 

Administrative Actions 

The remaining attendance incentives do not fit neatly into the preceding three 

categories. For ease of presentation they have been grouped into four subcategories: 

Sick-Leave Waiting Periods. Transit systems often require a one to three day sick 

leave waiting period, i.e., for the first one to three days of illness, employees 

are not paid. If an employee is absent for a longer time period, payment for sick 

leave is begun and often then includes payment from the first day of the illness. 

Some transit systems waive the waiting period as a reward for good attendance 

(incentive programs); the other half imposed an unpaid waiting period as a 

response to an employee's absenteeism problem (disincentive programs). 

Doctors' Medical Statements. As demonstrated by waiting period actions, a 

requirement that employees provide a medical statement verifying employee illness 

can be used in either incentive or disincentive programs. Most transit systems 

used this requirement as a disincentive to absence. 

Removal of Missouts and Tardy Incidents From Record. The incentive for a clear 

record is that other benefits, in terms of cash or time-off, may then become 

available. Most programs of this type permitted the removal of 1 tardy or missout 

incident if no additional incidents occurred in a period of between 30 days to 4 

months. 

Accrual and Availability of Sick Leave. Transit systems used different techniques 

to affect sick-leave accrual. For example, some systems allow no sick leave 

accrual if there were any unexcused absences while other limit accrual if an 

employee had been absent for, in one case, less than five days, and in the other 

case, more than three days. Some transit systems allowed vacation and sick leave 

to accrue in the same account. Thus, the health of the employees determined how 

their paid time off could be exercised. 



I 

IThe types of incentive programs reported on in the literature review are 

quite diverse. Each program combined the amount of financial reward provided, 

timing, and requirements for eligibility differently. The overall intent of each 

I 
research effort was to assess attendance improvement in an experimental or quasi- 

experimental setting. Some of the research compared the performance of control 

and experimental groups. Other research efforts considered the effects of 

I 
discontinuation over time and in some cases reinstatement of the attendance 

improvement program. 

I 
Although the material presented in the literature review is not intended 

to compare the effectiveness of different types of attendance improvement 

programs, a review of the results suggests that, with few exceptions, reductions 

in absence were reported for all of the programs and in each case improvement was 

Iexperienced. 

Survey of Organizations and Personnel Managers 

1 The results of a 1982 survey concerning attendance improvement methods in 

which 1,000 organizations were surveyed and 200 personnel managers were 

interviewed were reviewed and are summarized for this project. In the personnel 

I 
manager survey, managers were asked to identify the methods used by their 

organizations to reduce absence; to evaluate the effectiveness of these 

techniques; and to provide their organization's current absence rate and other 

Ibasic background information. The basic concerns of the survey were: 

How prevalent were various attendance programs? 

I. How effective were these methods, according to the personnel managers? 

Was there a relationship between the set of attendance programs used by 

Ian organization and its absence rate? 

The survey included a list of 34 attendance improvement programs, identified in 

I 
Exhibit 111.3. The first column in the exhibit, which lists the average 

effectiveness score for each of the 34 attendance improvement programs, ranks the 

scores in descending order based on perceived effectiveness. Some of the key 

I 

findings include: 

The methods rated most effective in reducing absence were discipline and 

attendance monitoring, both traditional approaches for addressing 

Iemployee absence. 

Some of the most frequently used attendance programs were not evaluated 

I 

as being very effective. Despite the perception that these programs are 

not effective, organizations continue to apply them. Possibly these 

programs are not well maintained but are nevertheless still part of 

company policy. 

I. Programs that reward attendance in a variety of ways have been highly 

praised in attendance management literature. However, the survey results 

I 
indicate that such programs are used infrequently and for the most part, 

they were rated as less effective than discipline programs by personnel 

managers. 

I 

I 



I 

As part of the survey analysis, a comparison was made of the absence rates 
of users and non-users of the various attendance programs. The absence rates for 
users and non-users of each program were computed and then compared with each 
other. The results of this comparison are shown in the last two columns of Exhibit 
111.3. After eliminating from consideration all programs where apparent 
differences between the absence rate of users and non-users were not reliable, a 
number of attendance programs were associated with lower absenteeism. For example: 

I 
Organizations with a consistently applied attendance policy (Item 1) had 
significantly lower absenteeism rates than organizations without such a 

pol i cy. 

Firms that screened recruits' past attendance records before making a 
selection decision (Item 16) had a lower absenteeism rate than firms 
that did not use this method. 

Organizations which provided public recognition techniques for good 
attendance (e.g., in-house bulletin boards and newsletters) had an 
absence rate a full percentage point below those that did not provide 
such recognition. 

I Finally, flex-time (Item 12), although rated highly in perceived 
effectiveness was not associated with lower absence rates. 

Selected Case Studies 

In addition to this manager's survey, Appendix B presents the results of 
several recent efforts by private-sector organizations to improve employee 
attendance through incentive programs. They include a formal recognition program, 
lottery programs, and financial incentives. 
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EXHIBIT 111.3 

34 ATTENDANCE PROGRAMS RANKED BY RATED EFFECTIVENESS 

Conol Method 

Average 
Rated 

Effectiveness 
% in 
Use 

Absence 
Rate: 

Non-Users 

Absence 
Rate: 
Users 

1. A consistently applied attendance 
policy 3.47 79% 4.8% 4.2%' 

2. Termination based on excessive 
absenteeism 3.47 96% 4.4% 4.3% 

3. Progressive disdpline for excessive 
absenteeism 3.43 91% 4.8% 43%A 

4. Identification and discipline of 
employees abusing attendance 
policies 3.39 88% 4.8% 4.3% 

S. At east monthly analysis of daily 
attendance information 3.38 57% 4.7% 

6. Daily attendance records maintained 
by personnel department 3.36 48% 4.6% 4.1% 

7. Employee call-in to give 
notice of absence 3.35 99% 73% 43%A 

8. A clearly-written attendance policy 3.33 76% 4.2% 44% 
9. Daily attendance records maintained 

by supervisors 3.31 68% 3.8% 
10. Allow employees to build a paid 

absence bank" to be cashed in at a 
percentage t a later date, or added 
to next year's vacation time 3.28 10% 4.3% 4.2% 

11. Employee interviewed after an 
absence 3.26 35% 4.4% 4.2% 

12. flexible work schedules 3.25 21% 4.3% 45% 
13. Inclusion of absenteeism rate on 

employee job performance appraisal 3.19 66% 4.5% 4.2% 
14. Perfect! good attendance banquet 

and award ceremony 3.19 9% 4.4% 38%A 

15. Formal work safety training program 3.17 42% 4.2% 4 4% 

16. Screen recruits' past attendance 
records before making a selection 
decision 3.16 67% 4.7% 4.2%' 

Reprinted with permission from the June issue of Personnel Administrctor©, 1982. 
The American Society for Personnel Administration, 30 Park Dr., Berea 01-1 44017 
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EXHIBIT 111.3 

34 ATTENDANCE PROGRAMS RANKED BY RATED EFFECTIVENESS (CONT. 

Average 
Rated 

Control Method Effectiveness 
% in 
Use 

Absence 
Rate: 

Non-Users 

Absence 
Rate: 
Users 

17. Supervtsory baining in 

attendance conol 3.15 39% 4.4% 4.2% 
18. Inclusion of work unit 

absenteeism on supervisors 
performance appraisal 3.15 18% 4.4% 4.2% 

19. Wiping clean a problem employee's 
record by subsequent good 
attendance 3.14 47% 4.3% 4.3% 

20. Improvements of safety on the job 3.13 57% 4.2% 4.4% 
21. Public recognition of employee good 

attendance (i.e. in-house bulletin 
boards or news letters. etc.) 3.10 2.5% 4.6% 3.6% 

22. Job ennchment/enlargement/or 
rotation implemented to 
reduce absenteeism 3.09 12% 4.3% 42% 

23. A component on attendance in a 

formal employee orientation program 
for new hues 3.07 71% 45% 4.3% 

24. Reque written doctor's excuse for 
iIIness/acdden 3.05 77% 4.0% 4.4% 

25. Spot visitation (or phone call) to 
cbed-up at employee residence by 
doctor/nurse/detective/other 
employee 3.00 21% 4.3% 4.3% 

26. Operation of day care for employee's 
department 3.00 <1% 4.3% 3.6%" 

27. Substance abuse program 
(drugs, alcohol, etc.) 2.99 28% 4.4% 4.2% 

28. The absenteeism cono1 policy has 
been negotiated in the union 
contiact 2.98 32% 4.3% 49%B 

29. Employee bonus (monetary) for 
perfect attendance 2.96 15% 4.4% 4.1% 

30. Education programs in health 
diet/home safety 2.81 13% 4.4% 3,9%A 

31. Attendance lottery or poker system 
(random reward) 2.77 <1% 4.3% 4.8%" 

32. Peer pressure encouraged by 
requiring peers to fill in for absent 
employee 2.62 43% 4.3% 4.4% 

33. Chart biorythms for accident prone 
day 2.50 <1% 4.3% 5.3%"' 

34. Letter to spouse indicating lost earn- 
ings of employee due to absenteeism 2.50 <1% 4.4% 1.8%" 

A: Due to greatly imbalanced cells sizes, this ddference should not be interpreted, 

Stansncally significant p <.05 
Stattsncally sgndicant p <.10 

This applies only to uniorn.zed firms. 32- 



I IV. VALUED INCENTIVES 

I 
This section describes a survey, administered by the consultant team in 

February 1986, to determine what attendance improvement incentives are valued by 

employees at SCRID. The survey included all SCRTD employees who are not represented 

I 

by the Amalgamated Transit Union or the United Transportation Union (referred to 

as NBTT in Section II of this report). This section summarizes the data gathering 

methods, survey findings, and analysis results on incentives valued by SCRTD 
survey respondents. Appendix C discusses this information in more detail. 

INOMINAL GROUP TECHNIQUE 

I 

1 

I 

I 

I 

I 

I 

[1 

I 

I 

I 

I 

An important first step in this phase of the project was to customize a 

survey instrument for SCRTD. There are a variety of methods of eliciting 
information; the most expensive method is the one-to-one interview. A suitable 
alternative, which has major advantages over individual interviews, is the Nominal 

Group Technique (NGT). 

t4GT is a structured interview session that can be attended by any number 

of people. Individuals respond to specific questions by filling out ballots, 

questionnaires, etc. The information is collected, displayed on a flip chart or 

an overhead transparency, and discussed. NGT group members usually express their 

opinions and freely evaluate the opinions of their peers. 

In January of 1986, five NGT groups were held at SCRTD. Groups were composed 
of approximately 10 to 14 employees selected by division heads from throughout 
SCRTD. Attendance records were not a criterion for participation; the participants 
represented a diverse cross-section of SCRTD employees. The purposes of the NGT 

meetings were to better understand employee absence at SCRTD and to support the 
design of the survey on incentives valued. To reach these objectives, the NGT 

sessions were divided into three parts. The first part included the introduction 

of the facilitator and the participants during which the meeting objectives were 
discussed. The remainder of the session was equally divided between discussions 

of the causes of absence at SCRTD and discussions of alternative methods for 

addressing absence at SCRTD. 

SURVEY DESIGN AND FINDINGS ON ABSENCE 

Based on the information collected through the NGT sessions, a four-page 
questionnaire relating to employee absence was developed. The questionnaire 
included sections on attitudes about absence and attendance policies and 

incentives for improved performance. During February 1986, the survey on valued 
incentives was mailed to the homes of the approximately 2,000 NBTTI/ employees. 
The cover letter attached to the survey explained that ten respondents would each 
receive a prize of $50 through a lottery. 

About 620 usable surveys were returned, for a response rate of about 30 

percent. The employee profile of respondents included: 

1/ NBTT is used in this project to refer to SCRTD's non-contract, BRAC, TPOA 
and Teamsters employees, as discussed in Section II of this report. 
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about 31 percent of the respondents were female and 69 percent were male; 
1 

about 18 percent were single, 66 percent were married, 1 percent were 

widowed; and 16 percent were divorced or separated; 

I 
the average number of dependents was 2 with only 22 percent of the 

respondents indicating that they had no dependents; 

a clear majority, about 73 percent, were non-represented employees; 

the average respondent had been with SCRTD about 9.8 years; 
I 

the average age was 43 years, ranging from 21 to 69; 

more tian half of the respondents (about 56 percent) regularly worked I 
overtime in 1985; and 

more than half (55 percent) had no direct subordinates. 

Overall, in comparison to the total surveyed work force, the survey respondents 

were relatively older, non-represented employees, with a fair amount of work 

experience, and with dependents. 

SCRTD Employee Absence 

Overall, the average number of hours absent for 1985 was estimated by 

respondents to be 37.6 hours (or 4.7 days). At one extreme a respondent reported 

800 hours of absence. the 22 of the respondents indicated 

that they had perfect attendance in 1985. Compared to the attendance records 

collected and reported in Phase I of this project, there was an underestimation 

by employees of their absence rate, an underrepresentation of chronically absence 

employees in this survey, or both. Therefore, the results of the survey may be 

biased because the employees with extremely high levels of absence may be 

underrepresented. 

Key findings about employee absence at SCRID from surveyed employees 

i nd ude: 

Although 25 percent of the respondents believed that there was no clear 

attendance goal, 70 percent agreed, to some extent, that managements 
standards for attendance were high. 

The respondents agreed, to some extent, that employee absence was a 

problem. 

There was no consensus concerning sick pay rules. About an equal number 

of respondents believed that the rules were too liberal as believed that 

the rules were not too liberal. 

A majority of respondents did not believe that being absent occasionally 

was one of the benefits of their job. 

The responses indicated that attendance rules need to be re-examined and 

enforcement of rules across departments checked. 

-34- 



1 

I. A majority of respondents were satisfied with their job and found their 

supervisor a good person for whom to work. 

I. Reactions to the physical conditions were less positive, with a 

significant minority responding negatively about the physical working 

envi ronment. 

I. 54 percent of the respondents strongly indicated that good attendance 

was not rewarded at SCRTD. 

I 
. A very large majority of respondents (85 percent) indicated that 

recognition for good attendance was important to employees. 

I. Excluding the perfect attenders, only 38 percent agreed somewhat with 

the notion that they could improve their attendance and 43 percent 

believed they could not improve. 

1 Summary of Findings 

The survey data appear to describe an environment at SCRTIJ in which: 

I. there is little agreement about the standards for attendance 

I. there is both a lack of reward for good attendance and a strong desire 

for recognition of good attendance 

there is uncertainty as whether employees can improve their attendance 

Ibehavior. 

Some contradictions exist in these perceptions. For example, although 

I 
employee absence is perceived as a problem, most respondents (not counting the 

perfect attenders) do not believe they can improve. Thus, there is a need to 

examine the data in the following section and recognize that employee attitudes 

are only one element that should be considered in designing an attendance 

1 improvement program. 

INCENTIVES VALUED BY SCRTD EMPLOYEES 

I 

I 

I 

This section presents the results of the investigation of which incentives 

are valued by SCRTD employees as a means of improving attendance. The survey 

considered employee preferences for incentives and addressed considerations in 

the design of an incentive program for attendance: administrative actions, 

recognition, training, and communication. The final section of the survey asked 

respondents to make choices or trade-offs in response to a series of questions. 

Employee Preferences for Incentives 

I 
Employees were asked to imagine that absence had been reduced enough to pay 

all employees $1,000 or the equivalent. Employees were then asked to distribute 

the $1,000 in any way they wished among the programs listed below. They could 

I 

distribute all $1,000 to one program or part to each program as long as the total 

number of dollars distributed added up to $1,000. Based on these instructions 

employees, on average, distributed the $1,000 as shown below: 

I 

I 



$500 should be given as a direct cash bonus at the end of the year. 

$167 should be converted into additional vacation days. 

$137 should be used to buy back unused sick days. 

$95 should go directly into an account to be accessible at retirement. 

$51 should be added directly to hourly wage rate or salary. 

$21 should be used to improve employee benefits. 

$39 should be used for another purpose (filled in by employees). 

The cash bonus is very clearly the first choice given the above list of 

alternatives. Subsequent analyses initially considered the responses of men 

versus women and perfect attenders versus high absence employees. Later the 

analysis distinguished responses by the three employee groups (non-contract, BRAG, 

and TOPA and Teamsters combined). 

Although cash remained the most preferred option, there were two 

important differences noted between the men and women respondents. The 

men allocated significantly less money to the cash bonus and allocated 

a much higher amount to a retirement account. 

The perfect attenders and high absence employees both rated cash first. 

Once again, there are two important differences between these groups. 

High to more while perfect attenders 

preferred buying back unused sick days. 

Cash was the first choice of each of the three employee groups, with 

BRAC employees valuing a cash bonus somewhat more than the TPOA and 

Teamsters, and the non-contract employees. 

Administrative Actions 

There are a number of administrative actions to reduce absence that were 

identified in the 4GT groups. Survey respondents were asked to consider some of 

these actions. Their responses are ranked below from most to least perceived 

likely to improve attendance. 

Good attendance should be a requirement for raises in pay. 

Excessive absence should result in progressive discipline (and possible 

termination). 

For an extended sick absence, an employee should obtain a doctor's 

statement before returning to work. 

For any absence, employees should be required to call in to their 

supervisor to report their absence. 
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Good attendance should be a requirement for working overtime. 

Supervi sors should give one-to-one counsel i ng to employees wi th poor 

attendance. 

When excessive absences occur a formal warning should be written and 

filed in the employee's personnel folder. 

Male respondents favored progressive discipline/termination for excess 

absence and a requirement that doctor's statements be submitted following extended 

illness more than women. 

Perfect attenders felt more strongly than high absence employees that good 

attendance should be a requirement for raises; excessive absence should result 

in progressive discipline/termination; employees should not be required to call- 

in when absent; and supervisors should not give one-to-one counseling. The high 

absence employees seem to feel just the opposite, seeking administrative actions 

which are less punitive. 

Non-contract and BRAC employees favored good attendance as a requirement 

for raises in pay, and progressive discipline; BRAC employees indicated more than 

the other two groups that good attendance should be a requirement for working 

overtime; and the TPOA and Teamsters groups favored the requirement that employees 

obtain a doctor's statement before returning to work after an extended illness. 

These data suggest that there are some differences among employees, and 

that, regardless of which administrative actions are selected, some individuals 

will perceive the programs as unfair. 

Recognition Program 

The next set of questions refers to the alternatives for recognizing good 

attendance. Participants were asked how, if they qualified for an award for good 

attendance, they would most like to be recognized. The responses are presented 

below ranked from most to least preferred by all survey respondents. 

a small cash award 

name entered in a lottery with a chance to win a prize 

a framed certificate of merit 

a personalized item to wear (i.e. inscribed jewelry, clothing) or use 

at work (i.e. desk accessories) 

a formal luncheon with other excellent attenders 

a formal luncheon with your boss paid for by SCRTD 

The small cash award was the predominant first preference. A comparison of men 

with women, perfect attenders vs high absence employees, and employee group 

presentation revealed that these groups agreed on the importance of the small 

cash award. BRAC employees indicated somewhat greater preference for a certificate 

or merit than did the TPOA and Teamster or non-contract employees. 
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Communication Program 

An important element of a successful attendance improvement program is 

communication. Since awards for good attendance can be communicated in many 
different ways, survey respondents were asked to rate various communication 

methods. Most to least preferred were as follows: 

personal congratulations and a letter from the general manager 

personal congratulations and a letter from your supervisor 

a formal awards ceremony 

employee name and/or picture in the SCRTD newspaper 

a notice posted where other employees could see it 

a letter of congratulations sent to employee home 

a notice in employee local newspaper 

The first two items were clearly the highest rated, which is consistent 
with the statements gathered from the '1ST sessions. The lowest items were rated 

so low that it is questionable whether they should be considered further by SCRTD, 
given their complexity and cost. 

The comparisons of the responses for men and women, perfect attenders and 
high absence employees, and among employee groups suggests 

Recognition by the employee's supervisor and general manager received 

the highest ranking by both men and women. However, it appears that 

women are more interested in recognition from their supervisor for good 

attendance when compared to the men while men prefer receiving personal 
congratulations from the general manager. 

Perfect attenders prefer receiving personal congratulations from the 

general manager while the high absence employees prefer recognition, 

through public notices listing perfect attenders. 

Non-contract employees most prefer congratulations from the general 

manager, BRAC employees most prefer recognition from their supervisor, 

and TPOA and Teamsters prefer a formal awards ceremony. 

TRADE-OFFS AMONG ATTENDANCE PROGRAM FEATURES 

This section addresses attendance incentive program design characteristics. 

There are important restrictions that must be taken into account since 

organizations have limited resources and trade-offs must be made. Consequently, 

employees were asked what types of trade-offs they would find most desirable for 

specific attendance incentive programs described by the following questions: 

If a lottery is used as an incentive for attendance, do employees prefer 

smaller prizes with a higher chance of winning or fewer prizes of higher 

val ue? 



1 

I . In terms of rewarding attendance, do employees prefer larger awards 

associated with longer time intervals of perfect or near-perfect 

attendance or smaller awards given more frequently? 

I. In terms of commitment to attendance improvement, do employees prefer 

larger awards for perfect attendance or smaller awards for less-than- 

Iperfect attendance? 

In terms of possibly cashing-in unused sick leave for payment, do 

employees prefer to receive a higher rate or percentage of pay for a 

I 
perfect record or a lower percentage for a less-than-perfect attendance 

record? 

ILottery Trade-offs 

A series of questions was posed to assess whether employees prefer smaller 

I 
prizes with a higher chance of winning or fewer chances of winning but much larger 

prizes. Respondents were asked to assume that they had qualified for a lottery 

by having an excellent attendance record and could face two situations: 

I. A. A 20 to 1 chance to win a prize of $100. 

B. A 200 to 1 chance to win a prize of $1,500. 

I 

I 

I 

I 

I 

I 

I 

H 

I 

Li 

I 

Option A was slightly preferred over Option B: 54 percent of the respondents 

ranking Option A as their first choice, suggesting that just over half the 

respondents preferred a smaller prize with a higher chance of winning. 

Subsequently, respondents were asked to rank the three options below in 

which more money was at stake. 

A. A guaranteed $100 for qualifying for the lottery. 

B. A 20 to 1 chance to win a prize of $1,500. 

C. A 200 to 1 chance to win a prize of $10,000. 

In response to these three questions, 59 percent of the respondents selected 

Option A. 

Respondents were then asked to select between the final two choices in this 

series: 

A. A guaranteed $500 bonus for qualifying for the lottery. 

B. A 20 to 1 chance to win a prize of $10,000. 

In this case employees were much clearer; about 70 percent of the respondents 

selected Option A. 

The general conclusion is that the lottery or other incentive should maximize 

the probability of winning even though the actual size of the prize is small. 

-39- 



Incentive Size/Interval Trade-offs 

An important concern of attendance incentive programs is the timing or 

frequency of the incentive. If incentives are given for shorter intervals of 

good attendance, then the size of the incentive must be smaller, given budgetary 

constraints. Consequently, respondents were asked if they preferred larger 

incentives associated with longer time intervals or the reverse. Respondents 

were initially provided with Option A and B below. 

A. For each 3 months of perfect attendance a $10 bonus. 

B. For each year of perfect attendance a $50 bonus. 

There was no clear preference--about 51 percent of the respondents chose Option 

B and some of those surveyed failed to respond to this question. 

The following three options were then presented: 

A. For each month of perfect attendance a $10 bonus. 

B. For each 3 months of perfect attendance a $50 bonus. 

C. For each year of perfect attendance a $300 bonus. 

The first option was clearly the least preferred with Options B and C ranked about 

the same. 

in this series: 

A. For each month of perfect attendance a $50 bonus. 

B. For each 3 months of perfect attendance a $300 bonus. I 
About 83 percent, a clear majority, selected Option B with the longer time period 

and higher payoff. In this case, a year of perfect attendance would result in 

more money ($1200 vs. $600), but it would also mean that each absence would be 

costly. However, employees seemed willing to maintain perfect attendance for the 

longer period of time for a higher bonus. 

Commitment Trade-offs 

Respondents were asked a series of questions regarding commitment to 

attendance. More specifically these questions addressed whether employees 

preferred larger awards for perfect attendance, or smaller awards for less-than- 

perfect attendance. The first two choices were: 

I 
A. A perfect attendance record for $300 of cash, time, or the equivalent. 

B. An excellent attendance record (1 absence) for $100 of cash, time, I 
or the equivalent. 

As in all the previous sets of trade-offs, the first two options did not distinguish 

employees' preferences; employees were split 51 percent to 49 percent (Option A 

was somewhat more preferred). 
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INext, the following three options with higher values were presented. In 

this case the results were clearer. 

I. A. A perfect attendance record for $500 of cash, time or the equivalent. 

B. An excellent attendance record (1 absence) for $300 of cash, time, 

1 
or the equivalent. 

C. A good attendance record (2 absences) for $100 of cash, time or the 

Iequivalent. 

Option C was clearly ruled out. Option B appears to be most popular. 

IFinally the last two options in this series were presented. 

A. An excellent attendance record (1 absence) for $500 of cash, time, 

Ior the equivalent. 

B. A good attendance record (2 absences) for $300 of cash, time, or the 

I 

equivalent. 

About 68 percent of the respondents chose Option A. These responses again suggest 

an interest in higher rewards with a requirement of near-perfect (i.e. not perfect) 

Iattendance. 

Cash-back Trade-offs 

IThe last set of questions addressed options pertaining to the cashing-in 

of accumulated sick leave for pay. Respondents were to choose between higher 

percentage returned for a perfect record or a lower percentage for a less-than- 

I 
perfect record. Respondents were to assume they were permitted to cash in all 

but 80 hours of their accumulated sick leave. The first two options were: 

A. Never be absent and receive 100 percent of the value of remaining I. sick days. 

B. Be absent only once and receive 80 percent of the value of remaining 

1 
sick days. 

There was no striking preference for either choice, only a slight preference for 

1 
Option A. 

Next the following three options were presented: 

I 
. A. Never be absent and receive 120 percent of the value of remaining 

sick days. I. B. Be absent once and receive 100 percent of the value of remaining 

sick days 

1. C. Be absent twice and receive 80 percent of the value of remaining 

sick days 
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In this case, Option C was selected as a first choice by 80 percent of the 

respondents. Perhaps this is seen as the most realistic trade-off. 

Finally, two more options were presented. This time employees responded 

most favorably to Option A. 

A. Be absent once and receive 120 percent of the value of remaining 

sick days. 

B. Be absent twice and receive 100 percent of the value of remaining 

sick days. I 
Respondents preferred the more difficult task (to be absent once) and the higher 

reward. 
I 

SUMMARY AND CONCLUStONS 

This examination of preferences within the context of attendance improvement 

provides insight into the design of an attendance incentive program. First, the 

valued incentives survey indicates that employees overwhelmingly prefer cash 

bonuses to other types of incentives, i.e. improved employee benefits, additional 

time off. More specifically, it appears that less frequent awards of higher value 

are most preferred as an incentive for good attendance. Other valued incentives 

and employee preferences were identified in the survey including: 

Respondents believe that employees should have good attendance to qualify 

for pay increases. 

Excessive absence should result in progressive discipline and possible 

termination. 

Administrative practices that employees generally perceive as having 

less impact on absence include written warnings, supervisor counseling, 

requirements for doctor's excuses, and attendance as a criteria for 

overtime work. 

Employees with good attendance are likely to suggest stronger punishments 

for employee absence than those with poor attendance records. 

A small cash award was clearly found to be most desirable form of 

recognition. 

Survey respondents clearly preferred personal congratulations and a 

letter from their supervisor or general manager. The finding that a 

notice in the local newspaper was not popular at all, suggests that for 

an attendance reward to be meaningful, it must be communicated within 

the context of work. 

Finally, employees generally preferred to have a one-to-one communication 

as opposed to publicly announcing that they have good attendance. 

Assuming budget constraints, employees were given choices concerning the 

frequency and amount of awards to be given, i.e., the more frequently rewards 

were given the smaller the rewards would be or vice versa. The survey respondents 
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tended to select the option in which they received more rather than less pay for 

near perfect rather than perfect attendance. More specifically: 

I. First, -in terms of the lottery programs, respondents preferred having a 

chance at a larger number of small rewards as opposed to a few large 

rewards. This may suggest that the respondents generally do not prefer 

the higher risks of lotteries, preferring instead greater certainty of 

Isome reward. 

Second, respondents preferred programs where good attendance (could be 

I 
absent one or two days) was required as opposed to programs that had 

higher payoffs but demanded perfect attendance. 

I. Finally, respondents preferred programs that had higher payoffs even 

thou9h they had to maintain higher levels of attendance for longer periods 

of time. 

1 
These employee preferences should be considered when designing a 

comprehensive attendance improvement program. This should certainly increase the 

likelihood that employees will respond with improved attendance. 

Li 

I 

I 

I 

I 

I 

I 

1 

1 

I 

I 

1 
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IV. RECOMMENDATIONS FOR THE IMPROVEMENT OF SCRID EMPLOYEE ATTENDANCE 

The objectives of this project were to collect and analyze District-wide 

attendance data, review absenteeism and incentive programs conducted at SCRTD and 
in other organizations, survey District employees to determine incentives valued, 
and design a balanced discipline/incentive attendance program for all SCRTD 

I 
employees. This section of the report begins with a review of the major conclusions 

and recommendations from this study and discusses each recommendation in more 

detail. 

ISUMMARY OF CONCLUSIONS 

This study resulted in several major conclusions concerning the extent of 

employee 
absence; the influence of current SCRTD policies, procedures, and 

practices on employee attendance; the experience of other organizations, within 

and outside the transit industry, with attendance improvement programs; and the 

I 
attitude of SCRTD employees toward attendance improvement incentives. The 

conclusions are summarized in Exhibit V.1. 

An important conclusion of this project is that the attendance improvement 

programs 
for vehicle operators and mechanics should not be affected by the 

recommendations of this project. A number of factors led to this conclusion, 

mci uding: 

Vehicle operators and mechanics currently have a number of attendance 

improvement programs, most of which were initiated recently. 

Vehicle operators and mechanics are distinct from the other SCRTD 
employees in many respects: 

they are the largest employee groups 

- they are represented by a different union 

- their attendance performance is monitored and managed differently, 

in particular with respect to tardiness and missouts 

Eliminating the existing attendance improvement programs cannot be 

justified. 

Instituting the new programs recommended for NBTTI/ employees for vehicle 
operators and mechanics cannot be justified. 

recommendations made here therefore focus on NBTT employees, although 

some of the recommendations presented below may benefit SCRTD's vehicle operators 
and mechanics. Therefore, SCRTD should consider their potential usefulness for 

all District employees. 

I 

1/ As in other sections of this report, NBTT is an abbreviation for the non- 

contract, BRAC, Teamster and TPOA employees. 
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EXHIBIT V.1 

SUMMARY OF CONCLUSIONS 

Nature and Extent of SCRID Employee Absence 

Employee absence is a pervasive problem For SCRTD. 

Among the six groups of employees defined in this study by union representation, three 
generally have absence rates about twice as high as the other three. ATU, BRAC and UTU 

employees have the higher absence rate with an annual mean lost work days in 1985 in excess 

oF 20 days per employee. 

As many as 20 percent of the NBTT employees may be considered excessively absent during the 
November 1984 - October 1985 period under SCRTD's attendance policy date October 25, 1985. 

Unless changes in attendance occur these employees may be subject to discipline. 

The absence distributions particularly among NC and BRAC employees for sick leave indicate 
that there is a significant opportunity to reduce absence through a balanced attendance 
program. 

The design of an attendance program for SCRTD should consider the interests and needs of 
BRAC and NC employees; female employees; and young, single employees as well as the 
differences in absence rates among divisions. 

SCRTD has conducted several prior studies to assess and improve employee attendance. These 

studies, which focused on vehicle operators and mechanics, generally concluded that absence 
is high. They have considered the causes of and possible remedies for SCRTD's absence 
problem and suggested rewards as well as discipline to improve attendance. 

SCRTD Policies and Programs that Affect Attendance 

SCRTD'S existing attendance policies include discipline, incentive and support programs. 

- discipline. SCRTD employees represented by UTU (vehicle operators) have a discipline 

policy administered under their collective bargaining agreement;. All other employees 
are included in a discipline policy outlined by the SCRTD Personnel Department. Both 

policies prescribe levels of excessive absence and include progressive discipline. 

- incentives. SCRID has a number of incentive programs including recognition, awards and 

cash-in of accumulated sick leave. These programs largely benefit vehicle operators and 
maintenance employees with NBTT employees included in selected programs. 

- employee assistance program. SCRTD offers a self-help employee assistance program for 
employees with personal problems affecting work performance. 

SCRTD employees receive numerous benefits, many of which pertain to compensation during 

absence. These policies, including sick leave, leaves of absence, holiday, vacation and 

long term injury or illness, may affect attendance performance. 

Attendance Programs of Other Organizations 

A wide variety of programs are used within and outside the transit industry to improve 

employee attendance. They include discipline policies and programs, incentive programs, 

improved working conditions, employee support and assistance programs, and personnel 

programs to support attendance improvement. 

The incentive programs. which are a major focus of this study, include reconition, time- 

off, financial incentives, lottery programs and administrative actions. While many of these 

are considered effective no program has been identified as most effective. 
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IEXHIBIT V.1 

SUMMARY OF CONCLUSIONS (CONT. 

I 
Attendance Incentives Valued by SCRTD Employees 

I. SCRTD employees indicate that there is a lack of reward for good attendance and a strong desire 

for recognition for good attendance. 

SCRTD employees indicated a strong preference for cash bonuses to all other types of incentives 

I 
for good attendance included in the survey of NBTT employees, i.e., time off, improved benefits, 

etc. More specifically, the respondents preferred less frequent bonuses of higher value as an 

incentive for good attendance. 

I. Other valued incentives and employee preferences identified in the survey included 

have to for increases - employee should good attendance qualify pay 

- excessive absence should result in progressive discipline and possible termination 

I- small cash awards was selected as the most desirable form of recognition 

- written warnings, supervisor counseling, requirements for doctors excuses, and attendance as 

a criteria for overtime were generally perceived as having little impact on absence. 

I Survey respondents clearly preferred personal congratulations and a letter from their supervisor 

or general manager to recognize good attendance rather than a public announcement or notice in 

the local newspaper. This suggests that attendance rewards should be communicated personally 

within the context of work to be effective. 

I Finally, in considering the frequency and amount of awards and recognizing that budget 

constraints, the following preferences were stated by SCRTD employees 

First, in terms of' the lottery programs, respondents preferred having a chance at a larger I- number of small rewards as opposed to a few large rewards. This may suggest that the 

respondents generally do not prefer the higher risks of lotteries, preferring instead greater 

certainty of some reward. I- Second, respondents preferred programs where good attendance (could be absent one or two days) 
that had higher but demanded was required as opposed to programs payoffs perfect attendance. 

- Finally, respondents preferred programs that had higher payoffs even though they had to 

maintain higher levels of attendance for longer periods of time. 

I 

I 

I 

I 

I 

I 

-47- 



SUMMARY OF RECOMMENDATIONS 

Four recommendations, listed below, were developed which, if implemented, 
should reduce employee absence; improve overall management of employee attendance; 
and result in cost savings for SCRTD. 

SCRTD should establish management structure responsible for: 

- recommending policies and programs to improve attendance; and 

- monitoring attendance performance and employee attitudes toward 
attendance programs. 

SCRTD should develop a balanced, comprehensive attendance program that 
includes discipline and incentives to discourage poor performance, reward 
excellent performance, and encourage improvement. 

SCRTD should improve its attendance management support programs, 
including monitoring attendance performance, communication with 

employees about the attendance policies and programs, and training, in 

particular training for effective attendance program administration. 

SCRTD should prepare a plan to implement these recommendations, to insure 
their orderly and timely initiation and administration. 

ATTENDANCE MANAGEMENT STRUCTURE 

The presence of a structure specifically for attendance management is often 
the critical feature that distinguishes a successful attendance improvement 
program. Important activities in developing such a structure include designating 
responsibility for the development and administration of attendance improvement 
programs; establishing the necessary and appropriate policies for improving 
attendance; and developing near- and long-term goals and objectives for improving 
attendance performance. These three activities will provide a structure for 

SCRTD's effort to improve employee attendance. 

Designate Responsibility for the Development and Administration of Attendance 
Improvement Programs 

SCRTD should define responsibility for attendance management in three 
1 ocati ons: 

Personnel Department - the central responsibility for employee attendance 

division and department managers - day-to-day direct responsibility for 

the attendance performance of their employees 

attendance improvement committees - advisory responsibility for 

reviewing and monitoring attendance programs' effectiveness and 

recommending improvements over time, as appropriate. Should include 
representatives of labor and management from each division. 



I 

IPersonnel Department 

I 
SCRTD's Personnel Department should continue to have the central 

responsibility for NBTT employee attendance. More specifically, this department 

should have the following responsibilities: 

I. coordinate the development and refinement of attendance policies; 

assist with the development and implementation of specific attendance 

I 
programs throughout the organization or within departments, as 

appropriate; 

assist in insuring that attendance programs are properly and consistently 

administered; 

attend discipline hearings and award ceremonies; 

I. conduct training on attendance policies for: 

U- new employees; 

- existing employees, when policies and programs change; 

I- supervisors and managers who administer policies and programs, in 

particular those that include discipline; 

I. regularly distribute information on the attendance performance of the 

organization and major employee groups; and 

conduct evaluations of the effectiveness of existing attendance programs 

I 
and develop and coordinate recommendations for improving and refining 

the programs. 

I 
Given these responsibilities, the Personnel Department is the center for 

SCRTD attendance management efforts. 

IDivision and Department Managers 

Division and Department managers are responsible for day-to-day supervision 

and management of their employees. Attendance management is one of their many 

I 
responsibilities. They are employees' first point of contact with organizational 

policies and programs and must represent management decision-making to employees. 

I 
It is particularly important that managers and supervisors emphasize the 

importance of attendance policies, within their groups and organization-wide, and 

that they apply prescribed policies and procedures for attendance consistently. 

I 

Consistency, which is crucial for successful attendance managament, is as 

important in disciplining employees as it is in recognizing and rewarding them. 

Effective training in new attendance policies and programs and periodic retraining 

will be important for consistent administration of SCRTD's attendance program. 

ITraining and other support programs are discussed later in this section. 
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Attendance Improvement Committee I 

SCRTD should form an Attendance Improvement Committee (AIC) to support its 

attendance management program for NBTT employees. The advisory committee would 

recommend modifications and improvements to attendance policies and programs over 

time, review and monitor attendance program effectiveness, and periodically assess 

employee attitudes toward attendance programs. 

The composition of the AIC may change with time and may include permanent 

and temporary or rotating members. All departments and divisions, as appropriate, 

should be represented, as should the perspective and interests of both labor and 

management. Committees, such as the recommended MC, are forums in which labor 

and management can exchange concerns and develop solutions to common problems. 

Committee meetings are intended to be non-adversarial, with members pursuing the 

same goals. The mission of the committee would be to make proposals to management 

that incorporate the suggestions of union officials and for management on improving 

attendance. 

I 
Common characteristics of effective labor/management committees are: 

They are composed 
representatives, to 

and responsibility. 

of equal numbers of management and labor 

ensure balance and a sense of shared participation 

They avoid involvement in contractual matters (including grievance 

proceedings that consider contract enforcement or interpretation) and 

labor negotiations. 

They address subject areas like production opportunities, cost savings, 

quality of work life, employee morale, and absenteeism. 

They are formed with the support and commitment of top managers and labor 

officials. 

Other characteristics vary. Exhibit V.2 surirriarizes some of the 

characteristics of these committees and suggests that they may be unique in those 

aspects that relate to specific needs of an organization. 

Establish Policies for Improving Attendance 

Policies regarding employee attendance and absence are those broad 

statements prepared by management that define attendance programs, stress the 

importance of good attendance, and specify the effect that good and poor 

performance has on employees within the organization. This study indicates that 

SCRTD should implement the policies described below: 

SCRTD should retain and strenathen its policy, included in Bulletin 85016 

issued by the Personnel Department on October 22, 1q85, of disciplining 

öri-UTU employees for absenteeism. Specifically, the policy should be 

strengthened by specifying the progressive discipline steps, including 

the criteria for disciplinary actions, since at present only excessive 

discipline is prescribed by the policy. 
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EXHIBIT V.2 

LABOR-MANAGEMENT COMMITTEE CHARACTERISTICS 

CHARACTERISTICS ALTERNATIVES 

Committee Size and Composition . Equal number of labor and management representatives with comparable levels of seniority 

Uneven number of representatives with one more management representative to avoid tie votes 

Vertical composition - i.e., committee members are from several levels of the organization 

Horizontal composition i.e., committee members are from one level in the organization 

Small committee: 4 to 6 members 

Large committee: more than 20 members 

Committee Section Members . Appointment by the transit system's general manager 

Appointment by the transit system's general manager and local union official 

Self selection, (i.e., volunteer) with top transit system management and/or labor approval 

. Lottery of volunteers 

Election by peers 

Duration of Committee Membership . All members stay on committee until committee is dissolved 

Some members are permanent while others are rotating members 

No committee members are permanent; some of the members rotate each meeting, each month or 

each quarter 

Committee Leadership . One permanent leader from management appointed by the transit system's general manager 

Two permanent leaders, one from labor and one from management, who are appointed by transit 
system top management alone or together with local labor officials 

One or two leaders elected at large by the members of the AIC 

Rotating leadership with new leader(s) each meeting 



EXHIBIT V.2 

LABOR-MANAGEMENT COMMITTEE CHARACTERISTICS (CONT.) 

Scope of Committee Responsibilities . Based on formal memorandum of understanding of top management and labor officials following 
review of labor contract provisions 

Mutually agreed upon without a formal memorandum of understanding 

Scope limited to attendance improvement 

Broad scope including transit system performance, cost saving, employee morale, productivity, 
etc. 

Role of Third Party Participants Neutral third party included in initial meetings or all meetings to serve as facilitator to 
problem solving and decision making 

Neutral third party hired as staff to conduct analyses on nature of problem and alternative 
solutions 

No third party included 

(1 

Decision Making Approach . Consensus based on committee discussion 

Vote of the majority 

Vote of two-thirds of committee members 

Communication Regular written memos to top management and other transit system employees not on the labor- 
management committee 

Periodic meetings with top management to discuss committee progress 

Management is responsible for informing other employees about the committee at its initiation 
and for communicating the results of the committee's efforts 

Committee members may discuss progress informally with non-committee members and may solicit 
their input 

- - - - - - - - - - - - - - - - - - - 
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SCRTD should introduce a policy to forgive excessively absent employees 

who have good past attendance performance. To carry out this policy, 

SCRTD must insure that the necessary historic data are maintained whether 

or not this is required for other policies. 

SCRTD should introduce a policy to recognize and reward NBTT employees 

for outstanding and improving attendance. As stated in Section IV of 

this report, SCRID employees have indicated that rewards and recognition 

for good attendance are not currently provided and are important to 

employees. Opportunities to reduce absence by encouraging good or 

improved performance exist. 

SCRTD should introduce a policy requiring regular review and monitoring 

of attendance performance of all employees and groups of employees. This 

policy would assist SCRTD in managing attendance by providing a more 

complete understanding of existing attendance performance and change in 

performance over time. 

SCRTD management and the 
additional policies to define 

Iprograms of the District. 

AIC, discussed above, should consider instituting 

and direct the attendance management practices and 

Develop Near- and Long-term Goals and Objectives for Improved Attendance 

I 
SCRTD should establish an overall goal: to minimize employee absence, its 

I 
associated costs, and its disruption of service. This goal should be pursued by 

setting objectives or performance targets at regular intervals (i.e annually, 

biannually) for each department based on current and past attendance performance. 

Departments with high absence rates will have greater opportunity for improvement 

I 
than those with good attendance records. Consequently, more improvement should 

be expected. 

I 
Performance objectives for attendance should be reasonable and not overly 

ambitious, particularly initially. If targets are set that cannot be achieved, 

they will not be taken seriously and may become a source of discord. Performance 

targets and expectations for improvement should change over time as mangers become 

I 
more effective in reducing absence and as the opportunities for improvement 

decrease. 

I 

I 

I 

I 

I 

I 

SCRID should evaluate managers on the attendance of their employees. Holding 

managers directly accountable for the achievement of attendance performance 

objectives reinforces the importance of good attendance within the organization. 

BALANCED AND COMPREHENSIVE ATTENDANCE PROGRAM 

Developing, implementing, and administering an effective program to improve 

employee attendance is a challenging and demanding process that requires 

considerable effort. However, the benefits are substantial. Too often 

organizations employ isolated methods to reduce employee absence, which results 

in an ineffective, piecemeal approach to attendance management. 
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This study indicates that SCRTD should develop, implement, and consistently 
administer a balanced and comprehensive attendance program. To carry out this 
recommendation, SCRTD should include in its attendance program the following 
elements, at a minimum: 

discipline - a uniform and consistent employee discipline program for 

excessive absence; and 

incentives - an incentive program that rewards and recognizes employees 
for outstanding and improving attendance. 

Exhibit V.3 provides a model of the program recommended. The preparation of 

a strategic plan for attendance improvement was discussed above under the 

recommendation to establish an attendance management structure. The management 
support elements of the model program are addressed subsequently. 

Attendance Discipline Program 

Building on its October 22, 1985, discipline policy for non-UTU employee 

absence, SCRTD should develop, implement, and administer, consistently, an 

employee discipline program for both short- and long-term absence. The discipline 

program should prescribe progressive discipline and finally termination for 

excessive absence and tardiness and for excessive time lost. Absences for 

sickness, injury-on-duty, and personal reasons should be included in measuring 
absence rates. All other reasons for absence, including contractual, non- 

scheduled work and management-requested absence, should not be counted. 

The discipline code should 
managers should not be permitted 
program. Strict and consistent 
to the credibility of the prograni 
enforceability. 

Forgiveness Provision 

be administered and enforced consistently. SCRTD 

to waive discipline prescribed in the discipline 

enforcement of the discipline code is essential 

I in the eyes of SCRID employees and its ultimate 

The attendance discipline program should include established procedures to 

forgive excessively absent employees who have good past attendance performance. 

The forgiveness provision is intended to demonstrate fairness and consideration, 

particularly for employees in good standing who may suffer a long-term illness or 

be involved in an accident. The procedures for granting forgiveness should require 
formal review, possibly through a hearing. As stated above, under attendance 

policies, SCRTDs historic attendance records must be maintained to insure that 

past attendance information is available. 

Termination for Excessive Absence 

The fact that the attendance program includes a provision for forgiveness 

of employees does not mean that employees with excessive absence, including those 

who have long-term absences for sickness or injury, may not be terminated. A 

review of national arbitration cases on employee dismissal for absence reveals 

that it is not impermissible, as part of an overall absenteeism policy, to dismiss 

employees who are regularly unavailable for work and therefore riot functioning 

as full-time employees. 
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EXHIBIT V.3 

ATTENDANCE IMPROVEMENT PROGRAM ELEMENTS 
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In all cases, the reason for discipline or discharge must be fairly and 

consistently demonstrated to be unavailability for work rather than employees 
receipt of compensation payments or claim for compensation..i All employees with 
similar periods of unavailability for work must be subject to equivalent 
discipline. 

Arbitration cases clearly support management's right to terminate employees 
for excessive absence so long as termination policies are well structured, applied 
consistently, and properly executed. Specifically, Arbitrator Edwin C. Teple 
stated: 

"At some point the employer must be able to terminate the 

services of an employee who is unable to work more than part 

time, for whatever reason. Efficiency and the ability to 

compete can hardly be maintained if employees cannot be depended 
upon to report to work with reasonable regularity."./ 

In addition, Arbitrator Whitely P. McCoy explained: 

"However, while genuine illness justifies occasional absences, 

where an employee is so habitually ill or suffering from injury 

as to make his services of no value to the company, the company 
is under no obligation to retain him. No plant can operate 

profitably unless it can count upon fairly regular attendance 
by employees. Any situation which results in or tends toward 
unprofitable operations is against the best interest not only 

of the company but of the employees themselves. Employees who 
attend regularly have prospects of profitable employment 
jeopardized by such conditions.'' 

Discipline Program Development 

The transit industry does not have a widely used model attendance discipline 

program or code that could be adopted by SCRTD. Therefore, the specific levels 
of absence associated with steps of progressive discipline should be established 
by SCRTD and be based largely on what is fair and reasonable. SCRTD's attendance 
discipline code may be established so that it is initially more tolerant of higher 

absence levels and, over time, is adjusted to decrease the amount or frequency 
of absence allowed before discipline is administered. The AIC, discussed above, 

may serve an important support role in preparing the attendance discipl me program. 

Attendance Incentive ProQram 

An important focus of the research for this project was the development of 

an attendance incentive program for SCRTD's NBTT employees. The use of attendance 

incentives throughout the U.S. transit industry was reviewed based on 1985 national 

2/ Section 39A of the Maryland Workmen's Compensation Statute, Article 101, 

makes it a misdemeanor punishable by fine or imprisonment to discharge an 

individual from employment solely because he or she files a claim for 

compensation under Article 101. 

3/ 48 LA 615, 618. 

4/ 9 LA 143. 
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survey conducted by APTA. This survey included over 200 transit systems and 

almost 400 separate attendance incentive programs. The characteristics of the 

different incentives were identified and presented in the Phase II Incentives 
Findings Report, which is summarized in Section III of this report, and included 

as an appendix. 

The use of incentives to improve employee attendance out side the transit 
industry was also researched, and is presented in Section III. This research 
considered the perceived effectiveness of the attendance programs, based on the 

judgment of personnel department managers from almost 1,000 organizations. These 
organizations represented every region of the country and every sector of the 

economy. 

SCRTD's BTT employees were interviewed and surveyed through a Nominal Group 
Technique (NGT) process and mailback survey on incentives valued. Each of the 
five NGT sessions included ten to fourteen employees selected by division heads. 
The surveys were sent to all NBTT employees. Both of these efforts, summarized 
in Section IV of this report and presented in an appendix, addressed factors 
influencing absence at SCRTD, policy considerations, and use of incentives to 

improve attendance. 

Incentive Programs Considered 

The recommendations presented in this section are the culmination of this 
research. Four types of incentives were considered: 

recognition - including public and personal recognition 

time-off - including both trade-in of accumulated sick leave and 
additional bonus time-off 

financial awards - including cash-in of accumulated sick leave, bonuses, 
and lotteries 

prizes - items of monetary value (which might be partially donated by 
the community): entertainment, travel, restaurants, goods and services. 

Evaluation of Options 

Exhibit V.4 is a matrix summarizing the preliminary evaluation of these 
types of incentive programs. This evaluation was a first step toward identifying 
incentive programs that are likely to be effective in improving attendance and 
affordable for SCRTD. The criteria for evaluation, each structured such that 
high means good, included: 

beneficial financial impact for SCRID. Three aspects of the possible 
financial impact were considered: 

- cash outlay--low rather than high outlays of cash were considered 
preferable 

- predictability--in terms of SCRTD's ability to anticipate and plan 
for the amounts to be expended 



BENEFICIAL 

FINANCIAL IMPACT TO SCRTD 

EXHIBIT V.4 

EVALUATION OF INCENTIVE PROGRAM OPTIONS 

EMPLOYEE BENEFIT 

TYPE OF EASE OF 

INCENTIVE CASH PREDICT- LONG TERM ADMIN PERFECT GOOD IMPROVING 

PROGRAM OUTLAY ABILITY LiABILITY REQUIREMENTS ATTENDER ATTENDER ATTENDER 

RECOGNIT ION 

+ LOW FREQUENCY HIGH MED HIGH HIGH HIGH MED MED 

+ HIGH FREQUENCY HIGH MED HIGH MED HIGH MED MED 

TIME OFF 

* ANNUAL TRADE-IN ASL MED LOW LOW LOW HIGH MED LOW 

* BONUS 
+ LOW FREQUENCY MED MED HIGH HIGH HIGH MED LOW 

+ HIGH FREQUENCY LOW MED HIGH MED HIGH MED MED 

(3-) 
03 

FINANCIAL 

* ANNUAL CASH-IN ASL LOW LOW LOW LOW HIGH MED LOW 

* BONUS 
+ LOW FREQUENCY MED MED HIGH HIGH HIGH MED LOW 

+ HIGH FREQUENCY LOW MED HIGH MED HIGH MED MED 

* LOTTERY 
LOW FREQUENCY HIGH HIGH HIGH HIGH MED MED LOW 

+ HIGH FREQUENCY MED HIGH HIGH MED MED MED MED 

PRIZES 

+ LOW FREQUENCY HIGH MED HIGH MED HIGH MED LOW 

+ HIGH FREQUENCY MED MED HIGH LOW HIGH MED MED 

EMPLOYEE BENEFIT VALUED INCENTIVE 

SHORT LONG PERFECT POOR 

TENURE TENURE ATTENDER ATTENDER 

HIGH HIGH HIGH MED 

HIGH HIGH HIGH MED 

LOW HIGH MED LOW 

MED LOW MED MED 

MED LOW MED MED 

LOW HIGH HIGH LOW 

HIGH MED HIGH HIGH 

MED LOW MED MUD 

MED MED LOW LOW 

MED MED MED MED 

MED MED MED MED 

MED MED LOW LOW 

- - - - - - - - - - - - - - - - - - - 
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- long-term liability--ability to readily discontinue a commitment 

being preferable to a long-term obligation. 

ease of administration. Programs requiring more frequent and/or more 

complex administration were rated lower than those with a lighter 

administrative burden. 

employee benefit. The first grouping of this criteria considered how 

employees would benefit based on their attendance performance. In 

general, employees with perfect attendance are likely to benefit from 

any program that assures recognition or reward for excellent attendance. 

employee benefit. The second grouping of this criteria considered how 

employees would benefit based on their current tenure or seniority. The 

basic assumption in this case is that employees with low seniority will 

not benefit from programs dependent on accumulated sick leave but will 

benefit from bonuses of either time or money. Employees with long tenure 

are more likely to benefit from trade-in and cash-in programs. Lotteries 

are based on chance and are likely to affect both groups similarly. 

incentive valued. This sumarizes the responses of respondents to the 

incentive valued survey, focusing on perfect and poor attenders. 

Evaluation Results 

Our overall conclusion is that the best attendance incentive programs for 

SCRTD combine recognition and low-frequency financial bonuses. This is based on 

employee preferences for recognition and cash and: 

financial impact. Recognition programs are comparatively low cost, with 

predictable expenditures and no long-term liability. Similarly, bonus 

programs that are infrequent, (i.e. annual rather than quarterly or 

monthly) are not prohibitively expensive. Although the amount paid out 

each year is not precisely predictable, the costs can be estimated, based 

not on current employee performance but on historic experience. The 

program can be discontinued since there is no long-term commitment as 

with programs based on accumulated sick leave cash-in or trade-in. 

ease of administration. Both recognition and bonus programs require 

accurate attendance records, as do the other incentive programs. In 

general, the administrative requirements for annual recognition and bonus 

programs should not be excessive. 

employee benefit. Perfect attenders will always benefit from both 

recognition and bonus program. Good and improving attenders can also 

benefit, although at somewhat lower rates. Both long and short-tenure 

employees can benefit from these programs. 

This evaluation concluded that the time off and financial cash-in and trade- 

in programs are probably least desirable since: 

They involve long-term high-level financial commitments from SCRTD that 

cannot be predicted accurately since the expenditure is based on employee 

performance and depends on employees decision to use the benefit. 

-59- 



1 

Record-keeping is complex, requiring ready access to historic data on 
accumulated sick leave and potentially on historical wage rates. 

The employees who benefit are by-and--large long-tenured employees with 
perfect attendance. While this group is important, and their excellent 
attendance records should be rewarded and sustained, it is the other 

employees who should be encouraged to change their attendance behaviors 
if the program is to be effective in improving District-wide attendance. 

SCRTD employees did not, by and large, express an interest in these I programs except possibly some of the longer tenured employees with 

perfect attendance. 

The programs that include time-off bonuses, lotteries, and prizes rank in I 
between the other programs discussed above. 

time-off bonuses - These programs are sometimes criticized for rewarding I 
people by taking them away from work, potentially adding cost for 

substitute labor. These programs were not highly rated by SCRTD 

employees, although they are likely to benefit employees with low tenure 
and little vacation time available. They are generally no more difficult 
to administer than a financial bonus program and have similar financial 
impacts, although possibly less marginal cost. 

I 
lotteries - In general, the valued incentive survey suggested that SCRID 

employees did not prefer the risk associated with lotteries. These 
programs have highly predictable and relatively low cash outlays with 

no long-term commitment. They are easy to administer if not held too 

frequently. Generally, all employees that have qualified have a similar 

chance to win (all employees have fairly low odds). 
I 

prizes - These programs may serve as a substitute for cash bonuses and 
are similar in many respects. Soliciting prizes from the community makes 
these programs more complex administratively. As in most of the other 

programs, perfect attenders are likely to benefit most but the prize may 

be valued less than cash by employees. 

Recommended Incentive Program 

Exhibit V.5 sumarizes the recommended incentive program for SCRTD's NBTT 

employees. The program includes recognition and cash bonuses for employees with 

perfect, good, and improving attendance records. This includes a broad spectrum 

of the work force, excepting department and division heads, and should potentially 

benefit most employees who are not candidates for discipline for poor attendance. I 
The program is structured such that: 

employees with perfect attendance are consistently recognized and I 
reinforced to sustain their excellent performance 

good but not perfect attenders benefit since SCRTD employees stated a 

preference for cash bonus programs allowing some absence 

I 
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EXHIBIT V.5 

RECOMMENDED ANNUAL ATTENDANCE INCENTIVE PROGRAM4I 

Perfect Attenders (Employees qualify for the award with perfect attendance) 

Recognition. - Certificate of Outstanding Attendance Achievement 

"Club" Pin modified for each year of perfect attendance 

Bonus. - $150 cash award. 

Good Attenders (Employees qualify for the award with 2 or fewer absence incidentsi 
and less than 25 hours lost scheduled work time) 

Recognition. Certificate of Meritorious Attendance Achievement 

Bonus. $100 cash award 

I 

Improving Attenders.! (Two categories of qualification) 

Excellent Achievement (Employees qualify for award with 50% or more 
improvement in both absence incidents and time lost over previous year. 

I 
Improvement must be greater than 4 incidents and 48 hours 01 time lost due 
to absence.) 

I 

I 

I 

I 

I 

I 

I 

Li 

I 

Recognition - Certificate of Excellent Attendance improvement 

Bonus $100 cash award 

Distinguished Achievement (Employees qualify for award with 25% but less 
than 50% improvement in both absence incidents.' and time lost over previous 
year. Improvement must be greater than 2 incidents and 24 hours of tine 
lost due to absence.) 

Recognition - Certificate of Distinguished Attendance Improvement 

- Bonus $50 cash award 

1/ Department and Division heads are not eligible 
2/ Two incidents of tardiness equals one incident of absence 
3/ Candidates would also be eligible for Outstanding and Meritorious Attendance 

Achiement Awards 
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EXHIBIT V.5 

RECOMMENDED ANNUAL ATTENDANCE INCENTIVE PROGRAM (CONT.) 

Sustained Attendance Achievement (Employees qualify for award as a prior year recipient 
of Excellent or Distinguished Attendance Improvemenmt award and who were not previous 
recipients or who does not qualify this year for Outstanding or Meritorious Attendance 
Achievement awards and whose current year attendance has not fallen below the previous 
year's absence incidents and hours.) 

Recognition Certificate of Sustained Attendance Achievement 

Bonus $25 cash award 

Dptment/Division Attendance Awards' 

ghest_Percent_Attendance 

- Recgnition An inscribed plaque for Outstanding Attendance Achievement 
suitable for ten or more years to be rotated between departments/divisions 
as necessary. 

Most Improved Attendance 

- Recgnition - An inscribed trophy or cup for Attendance Improvement 
Excellance suitable for ten or more years to be rotated between 
departments/divisions as necessary. 

4/ Small departments or division comprising less than 10 employees are not eligible 
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I 
improving performance is reinforced--employees potentially although 

I 
infrequently can receive two bonuses for improved performance that 

achieves the good or perfect attendance levels 

sustained improved attendance performance provides employees with 

Ibonuses, encouraging long-term attendance improvement at SCRTD 

divisions and their managers are recognized for excellent and improving 

Iattendance 

The clearest benefit of the proposed attendance incentive program is that 

I 
it will reduce absence at SCRTD through a relatively cost-effective incentive 

program that is not overly cumbersome to administer. Employees are encouraged 

to attain and sustain excellent, good, and improved attendance. 

IATTENDANCE MANAGEMENT AND SUPPORT PROGRAMS 

SCRTD should improve its attendance management support programs, including 

I 
programs which address monitoring of attendance performance and communication 

with employees about the attendance policies and programs and training. These 

concepts are identified and related to the overall attendance management effort 

Ion Exhibit V.3 

The opportunities for programs to support attendance improvement are 

numerous. They include programs that support the organization to improve its 

I 
effectiveness in managing employee attendance and those which deal directly with 

employees to discourage poor or encourage good attendance. Exhibit V.6 provides 

a list of programs considered support programs for improving attendance. Based 

Ion the results of this study, three attendance support programs identified above 

are recommended to SCRTD as part of its balanced and comprehensive attendance 

program. Over time other programs may be added to enhance SCRTD's efforts to 

improve employee attendance. The three recommended attendance support programs 

Irequire: 

attendance management information system 

I. communication with employees on attendance policies and programs 

I. training for attendance program administration. 

Attendance Information System 

I 
An organization's ability to manage employee attendance depends on its 

attendance information system. Attendance data must be accurate, understandable, 

and available on a timely basis. The information system should compile individual 

I 
attendance data to provide information on individual and group performance to 

employees, supervisors, and management. Automation of attendance data is 

increasingly necessary to meet legal requirements for information accuracy and 

I 

timeliness. 

SCRTD has designed and is currently implementing a computerized Attendance 

Monitoring system that is part of the Human Resources MIS of the TRANSMIS project. 

I 
The purpose of the system is to provide management with a tool to monitor attendance 

policy, the system is designed to automate the manual attendance recording process 

(along with the 31R) at the operating division and department work level. 

Individual employee records will be automatically maintained and available for 

i 
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EXHIBIT V.6 

PROGRAMS SUPPORTING ATTFJDANCF. IMPROVEMENT EFFORTS 
I 

Attendance Management Information 
Systems 

Manual 
Automated 

Applicant Screening 
Attendance 
Employment Tenure 
Probation 

Recruiting 

Sick Leave Surveillance 
Doctor Certification 
Telephone Calls 
Home Visits 

Sick Leave Restrictions 
Vacation Time 
Hospital Stays Only 
Minimum Time Requirement 
Lower Accrual for New Employees 

Compensation Programs 
Overtime 
Partial Pay for Sick Leave 
No Paid Sick Leave 
WorkersT Compensation Limitations 
Fringe Benefit Termination 
Friday Payday 
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Employee Support Programs 
Counseling/Performance 

Appraisals 
Alcohol and Drug 

Rehabilitation Programs 
Police Protection 
Transportation Services 
Day Care Centers 

Improved Supervision 
Increased Ratios 
Supervisory Training 
Occupational Safety Programs 

Improved Labor Utilization 
Reduced Overtime Use 
Reduced Extraboard 

Employee Communications 

Worker Teams 

Quality of Life Program 

In-House Newspapers 

Social Events/Competitions 

Suggestion Programs 



inquiry and update. The system is intended to produce management reports by 

employee and summarize absenteeism by division and department. 

IOur review of SCRTD's Attendance Monitoring report descriptions lead us to 

conclude that certain modifications and enhancements may be necessary to produce 

I 
useful and accurate 
presented to provide 

management information. The following discussions 
direction for possible changes to the current 

are 

attendance 
monitoring system. 

I. The effectiveness of attendance policies and programs can best be 

measured by changes in absence rates. The current reporting system 
provides no displays for management to monitor absence trends over time 

I 
or to compare current period absence with past period absence. Exhibits 
V.7 and V.8 are examples of reports that allow for such monitoring. 

Reports should be presented in formats that are easily read and understood 

I 
by management. We believe the matrix of instances per employee by hours 
per employee, e.g., item 301 - Summary of Instances and Hours, may be 

too complex for supervisors and managers to effectively use in managing 

I 
attendance. An example of a more simplified report of absence 
distribution is shown in Exhibit V.9. 

If the theoretical measure of absence rate (in terms of hours) is 

determined 
by the amount of work time missed divided by the amount of 

work time scheduled, then the use of average number of absence hours per 

employee shown in current SCRTD Attendance Monitoring report formats may 

I 
not be an accurate representation of the actual absence rate. The use 

of employees in the rate denominator assumes that all employees are 

scheduled for the same amount of work hours (i.e., employees should all 

I 
have the same amount of time off, for vacations for example) and careful 
attention must be paid to hiring, transferring, and terminating employees 
so as to present an accurate number of "equivalentt' employees by group, 
division, or department. To present an accurate estimate of absence, 

I 
the number of scheduled work hours,by employee, should be captured by 

the attendance monitoring system and used in the calculation. 

I 
To support an incentive program designed to encourage improved attendance, 

an attendance monitoring system should present information about good attenders 
as well as problem attenders. Exhibit V.10 is an example of a report which is 

I 
designed to list both the best and worst attenders. This report maybe prepared 
as frequently as desired, but certainly as often as necessary to match program 
periods of performance. 

I 
Finally, the attendance monitoring system should support analysis and 

evaluation of the absence problem. Exhibit V.11 presents a sample report format 
designed to identify worse-day patterns of absence and changes that may be ocurring 

I 
in the patterns. The development of this report requires that software be available 
to determine statistically significant differences in various groupings of absence 
data. 

ICommunication with Employees 

Communication with employees about attendance policies and programs will 

be critical to the success of the program. The communication should describe 

I 
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EXHIBIT V.7 

GROUP SUPERVISOR 
POL ICY ABSENCE REPORT 

REPORT PERIOD: 893085 
GROUP 0: 0485 PAGE: 

GROUP NAME: MAIN STREET GARAGE DATE PREPARED: 108285 

MOVING ABSENCE PERIOD ABSENCE YTD 
- ---------------- --- TARDINESS INCIDENTS I ABSENCE THIS PERIOD HOURS HOURS ------------------- MANAGEMENT 

EMPLOYEE -------- ------ ---- --------- THIS MOVING ACTION 

EMPLOYEE NAME NUMBER INCIDENTS HOURS INCIDENTS 0 1 INCIDENTS 0 1 PERIOD PERIOD YTO PENDING? 

ABRAMS, GEORGE N 06135 0 LB 2 16.0 Li 1 8.0 1.7 0 0 0 N 

CARSON, JOHN H 01129 1 16.3 6 74.3 4.1 4 49.8 12.9 2 1 0 N 

DOWNS, THOMAS B 10055 2 8.0 3 24.3 1.3 2 16.2 3.5 8 0 0 N 

JONES, WILLIAM C 03241 0 LB 1 8.1 LB 0 LB LB 1 3 1 N 

LOPEZ, JOSEPH S 07183 8 0.8 2 16.4 Li 0 LB LB 0 2 0 N 

MCCARTHY1 SALLY K 11391 0 LB 4 42.6 2.3 1 8.1 1.7 0 2 2 N 

SMITH, JAMES Y 02387 1 24.6 6 88.3 4.8 3 56.9 12.4 0 8 2 V 

YOUNG, SCOTT R 05892 2 0.8 2 20.5 1.1 1 8.2 1.8 0 0 0 N 

I 

TOTAL 2 48.9 26 290.5 2.0 12 147.2 4.0 1 4 1 

MOVING ABSENCE PERIOD 

CONTRACTUAL SICK 100 PERSONAL M6HT REQUESTED NON-SCHEDULED TOTAL 

EMPLOYEE--------------------------------------------------------------------------- ___ ---------- 

EMPLOYEE NAME NUMBER INC HRS 1 INC HRS 1 INC HRS 1 INC HRS I INC HRS 1 INC HRS 1 INC HRS 1 

ABRAMS,GEDR6EM 06135 2 16.00.1 2 16.8 LI 
CARSON1 JOHN H 01129 5 66.1 3.6 1 8.2 8.8 6 74.3 4.1 

DOWNS, THOMAS B 18055 3 24.3 1,3 3 24.3 1.3 

JONES, WILLIAM C 03241 1 8.1 8.0 1 8.1 8.8 

LOPEZ, JOSEPH S 07183 2 16.4 Li 2 16.4 0.1 

MCCARTHY, SALLY K 11391 2 36.8 2.0 2 5.8 LB 4 42.6 2.3 
SMITH, JAMES V 82387 5 64.3 3.5 1 24.0 1.3 6 88.3 4.8 
YOUNG, SCOTT A 05892 2 20.5 1.1 2 20.5 1.1 

1 

TOTAL 21 244.4 1.7 1 24.0 1.3 4 22.1 0.0 26 298.5 2.0 

= 

I 
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IEXHIBIT V.8 

ABSENCE TREND REPORT 

ISPECIAL REPORT 

ION 6ROIJPS, DIVISIONS,DATE PREPARED: 571785 
DEARTMENIS, AND SYSTEM- 

FILE SfflJRCE: A8S9935 
WIDE BY ABSENCE TYPE 

I 

I 

1 25- 

I 

2B- 

P 

IR 

C 

E15- 
I N 

I 

1 A 

B 1- 
IS 

E 

N 

C 

I 

I 

a- 

TRANSPORT ION 

MAINTENANCE 

JUL AUS SEP DCI MOY DEC JAN FEB MAR APR MAY JUN JUL 

I 
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EXHIBIT V.9 

I 
ABSENCE DI SIR I BUT I ON REPORT 

I SPECIAL REPORT 
REPORT PERIOD: 033185 

- 

PAGE: 1 

ON GROUPS, DIVISIONS, 
DATE PREPARED: 048985 

DEPARTMENTS, AND SYSTEM 
FILE SOURCE: ABS38S 

WIDE BY ABSENCE TYPE = 
CUMULATIVE 

EMPLOYEES EMPLOYEES EMPLOYEES 

TARDY THIS LAST ABSENCE THIS LAST THIS LAST 

INCIDENTS PERIOD PERIOD INCIDENTS PERIOD PERIOD PERIOD PERIOD 

0 85.6 86.2 0 17.8 16.3 17.8 16.3 

1 7.7 7.4 1 14.3 15.4 '2.1 31.7 
2 3.4 4.5 2 13.3 12.2 45.4 43.9 

3 2.1 1.9 3 10.3 8.6 55.7 52.5 

4 LB LB 4 9.3 8.3 65.0 60.8 

5 0.4 LB 5 9.0 9.5 74.0 70.3 
6 LB LB 6 3.8 7.2 82.8 77.5 

7 LB 0.0 7 4.8 4.2 87.6 81.7 

8 LB LB 8 2.4 3.0 90.0 84.7 

9 LB 0.0 9 2.1 2.6 92.1 87.3 
10+ 10+ 7.9 12.7 180.0 100.0 

TOTAL 100.0 180.0 100.0 100.0 

Z EMI 

ABSENCE 

TIME THIS 

(HOURS) PERIOD 

0 17.8 

0-16 8.4 

16-32 14.3 

32-48 12.7 

48-64 11.4 

64-89 5.0 

80-96 7.7 

96-112 4.0 

112-128 2.9 

128-144 2.9 

144-160 0.8 

160+ 12.1 

LOYEEB 

LAST 

PERIOD 

16.3 

9.2 

13.3 

13.0 

12.2 

8.7 

6.3 

3.1 

4.6 

2.0 

1.1 

10.2 

CUMULATIVE 

EMPLOYEES 

THIS LAST 

PERIOD PERIOD 

17.3 16.3 1 
26.2 25.5 

40.5 38.3 

53.2 51.8 

64.6 64.0 

69.6 72.7 

77.3 79.0 

31.3 82.1 

84.2 86.7 

87.1 88.7 

87.9 89.8 

100.0 108.0 

180.0 100.3 1 

I 
AVERASE INCIDENTS AND WORK TIME LOST PER EMPLOYEE 

MEAN 0.2 9.2 3.9 4.2 73.2 76.3 

MEDIAN 0 0 3 3 42 

I 

I 

I 

H 
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EXHIBIT V.10 

BEST/WORST ATTENDERS REPORT 

SPECIAL REPORT REPORT PERIOD: 263085 

PAGE: 1 

ION GROUPS! DIVISIONS,DATE PREPARED: 870585 
DEPARTMENTS, AND SYSTEM- FILE SOURCE: AA38593 

I 

1 

I 

1 

I 

I 

I 

I 

1 

I 

I 

WIDE PREPARED ALPHABETICALLY 

PERFECT ATTENDERS 

EMPLOYEE 

NUMBER EMPLOYEE NAME 

04938 AARON, DANIEL J 

10349 BAKER, JOHN S 

04837 CARTER, CLARA W 

11365 DIAZ, RICAREDO E 

08593 FOSTER, MARY A 

04396 HALL, CHARLES B 

27252 KING, DOUGLAS M 

02948 LEE, STEPHEN E 

29947 MCCOYI CARL L 

07398 NELSON, RAYMOND T 

03287 PHILLIPS, MARIA K 

06294 SCOTT, MELVIN E 

06423 STEWART, SUSAN W 

06303 THOMAS, ROBIN S 

[1345 WONG, CHEN C 

EXCELLENT ATTENDERS 

(E.G., BASED ON 1-2 ABSENCE INCIDENTS 

& LESS THAN 25 HOURS LOST TIME) 

EMPLOYEE 

NUMBER EMPLOYEE NAME 

07493 ADAMS, GEORORY I 

02948 BAYLOR1 JAMES M 

05893 CLARK, DIANE S 

04749 EDWARDS, FRANK E 

08967 GARCIA, JOSE 

02436 HILL, DONALD W 

12830 JOHNSON, GERALD F 

04958 LOPEZ, RICHARD L 

06285 MILLER, CATHERINE D 

09812 OWENS, 

03945 REED, ELEANOR B 

05832 SMITH, ANN N 

05759 SWEENEY, TERESA J 

10306 TURNER, LARRY D 

04965 WARD, PETER V 

02392 WASHINGTON, JOHN R 

21223 WILLIAMS, DONNA J 

10045 YOUNG, SAMUEL H 

I 
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POOR ATTENDERS 

(E.G., GREATER THAN 10 

ABSENCE) 

EMPLOYEE PERCENT 

NUMBER EMPLOYEE NAME ABSENCE 

03945 ALLEN, NORMA 3 23.3 

06976 BOYD, ANTHONY D 21.6 

09568 DANIELS, TERRY L 20.0 

04859 EVANS, ROBERT A 16.4 

11486 GIBSON, SHIRLEY R 15.7 

12957 HOWARD, ROSE J 12.9 

10429 KELLY, BEVERLY P 12.1 

08573 MARTIN, STEVEN R 12.0 

09582 MOORE, WILLARD C 11.8 

29952 PATTERSON, JANE D 11.3 

06583 ROBERTSON, GENE A 11.1 

04573 SMITH, MARIA A 10.4 

02649 TAYLOR, PATRICIA 6 10.2 

05985 WALKER, JAMES E 10.0 

05343 WARNER, JULIE L 10.0 



I 

EXHIBIT V.11 
1 

WORST DAY ABSENCE REPORT 

I 
SPECIAL REPORT 

REPORT PERIOD: 

PAGE: 
ON INDIVIDUAL EMPLOYEES, 

DATE PREPARED: 
GROUPS, DIVISONS, DEPARTMENTS, 

FILE SOURCE: 
AND SYSTENWIDE BY ABSENCE TYPE 

PERCENT ABSENCE TINE PERCENT ABSENCE TIME 

THIS LAST THIS LAST SIGN!- 
PERIOD PERIOD YTD YTD SIGNI- SIGNI- FICANT 

THIS FICANT LAST FICANT DIFF 

YTO 01FF? YTD 01FF? BTW YRS 
MONDAY 9.9 9.4 9.8 18.1 - 

TUESDAY 8.4 B.1 8.3 9.0 BEFORE & AFTER 

DAYS OFF 18.4 18.5 NO 
WEDNESDAY 8.2 8.1 8.0 8.2 

OTHER DAYS 9.9 NO 10.0 NO NO 
THURSDAY 8.6 8.9 0.7 B.5 

FRIDAY 10.4 9.6 11.2 10.5 

BEFORE & AFTER 
SATURDAY 12.5 10.2 13.1 11.8 HOLIDAYS 10.4 10.3 NO 

SUNDAY 14.1 12.8 13.5 15.2 OTHER DAYS 10.1 NO 18.2 NO NO 

MEAN 10.0 9.3 18.1 10.2 

SI SNI - 

FICANT YES YES YES YES 

01FF? 

I 

I 
= 
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Ipolicies and programs, their administration, their importance to the organization, 

and how they may affect employees by imposing sanctions/punitive actions and by 

I 
offering rewards. 

In at least three situations SCRTD employees must be provided with 

information on attendance programs: 

1 . New Employees. As part of employee orientation, the attendance policies 

and programs should be introduced, reviewed, and discussed. Employees 

I 
should clearly understand the different types of absence and how each 

is treated in personnel records. They should be told how their attendance 

record impacts their probationary period, compensation, bonuses, 

overtime availability, the receipt of benefits, promotion opportunities, 

Iand disciplinary actions, including suspension and termination. 

New Policies and Programs. When new attendance policies and programs 

I 
are being introduced or changes are being made to existing attendance 

policies and programs, all employees must be informed. This 

comunication should ideally take place in group meetings and be 

summarized in writing ideally in brochure format. The group meeting 

I 
provides an opportunity to discuss and review the policies and programs, 

and their implications. The written summary provides documentation and 

a reference for employees. 

I. Reinforcement. Periodically, employees should be reminded of the 

attendance policies and programs in order to emphasize the importance 

I 
of these policies to SCRTD and to all employees. This communication may 

be carried out in a variety of ways: meetings with employees by 

department, division, or work group; distribution of attendance 

information as status reports; a poster campaign. The means of 

I 
communication and the information communicated may be less important 

than the reinforcement of the message that good attendance performance 

is valued by management. 

ITraining SCRTD Supervisors and Managers 

Training should be provided to SCRTO supervisors and managers to ensure 

I 
effective administration of the attendance policies and programs. As stated 

earlier in this section, SCRID supervisors and managers are responsible for the 

day-to-day employee management with attendance management being one of their many 

1 
responsibilities. 

Consistent application of policies which discipline, recognize, and reward 

I 
employees for attendance performance is very important. Without consistent 

administration, management credibility will be weakened and the overall 

enforceability of the programs will be doubted, particularly in cases involving 

litigation and arbitration. Training is essential to assuring that all supervisors 

I 
and managers understand the attendance policies and programs, associated 

administrative procedures, and the importance of their being executed exactly as 

speci fied. 

All supervisors and managers responsible for attendance matters should be 

trained whenever a new attendance policy or program is introduced or when existing 

policies and programs are changed. Employees who are promoted to supervisory and 

I 



I 

managerial positions should be trained in attendance management before taking on 

the new responsibilities. 

IMPLEMENTATION PLAN 

SCRTD should prepare a plan for the implementation of these recommendations 

to ensure their timely and orderly initiation and administration. The 

implementation plan should address the formation of an attendance management 

structure, development of a balanced and comprehensive attendance improvement 
program, and development of suggested support programs. 

The implementation plan should include a timeline of activities with key 

milestones; designate responsibility for the various activities; fully develop 

all programs; and consider the financial requirements so that funding can be 

budgeted. The attendance program infrastructure: attendance data, communication, 
I and training, should be planned for and in place before initiating the attendance 

program. 

Finally, SCRTD should evaluate and measure program results as the basis for 

assessing attendance program effectiveness and identifying the need to refine the 

attendance program. Good management requires both a clear goal and confirmation 

that the goal is, in fact, achieved. Evaluation and measurement ensures program 

effectiveness and provides information necessary to fine-tune the attendance 
program. Periodically, individual employee attendance records should be reviewed, 

and the elements of the attendance program examined with respect to overall I 
employee attendance. This process should ensure that the best possible results 

are achieved. 

I 

I 

I 

I 

I 

I 

I 

I 
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II. INTRODUCTION 

This report presents the results of Phase I: Absenteeism Findings of the 

Absenteeism Study and Incentive Program for the Southern California Rapid Transit 

District (RTD). The report is an assessment of the nature and extent of absenteeism 

among SCRTD employees. More specifically, the objective of this report is to 

I 
identify the type and distribution of employee absence, as an initial step in the 

design, development, and implementation of incentive programs to improve 

attendance, leading to greater efficiency and productivity of RTD. 

APPROACH AND SCOPE OF WORK 

The approach to this study is based on a four-phase work program as follows: 

I. Phase I - Collect and Analyze Attendance Data 

I. Phase II - Review Previous Absenteeism Studies and Incentive Programs 

Phase III - Survey District Employees to Determine Valued Incentives 

I. Phase IV - Design a Balanced Discipline/Incentive Attendance Program 

This report, Absenteeism Findings, completes the requirements of Phase I of the 

1 
study, Collect and Analyze Attendance Data. 

This phase is primarily fact-finding. It is intended to provide an enhanced 

I 
understanding of District-wide employee absence at RTD, which will support the 

additional fact-finding efforts of Phases II and III of this study. Phase I 

included three tasks: initiate project, collect and analyze absence data, and 

prepare absenteeism findings. The work was initiated on November 4, 1985, by a 

meeting between the RTD and consultant project managers. 

During the two-week period that followed the meeting, the consultant 

I 
received RTD documents and materials pertinent to the study including data 

necessary to complete a comprehensive review of employee attendance policies, 

procedures, and programs and initiated the collection of employee absence data. 

I 

The data collection process was divided into two areas: updating of absence data 

for vehicle operators and maintenance employees from two prior studies, and the 

collection of absence data for the balance of the RTD employees. The collection 

of employee attendance data was preceded by development of sampling procedures 

Ito insure an accurate and efficient estimate of the nature and extent of RID 

employee absenteeism. Data analysis was performed using computer-based 

statistical procedures. The findings and conclusions in this report are the 

I 
result of this analysis. 

ORGANIZATION OF REPORT 

IThis report is organized into the following four sections: 

Section I: INTRODUCTION. This section reviews the study objectives, 

Iapproach, scope of work, and report organization. 

Section II: OVERVIEW OF SURVEY AND EMPLOYEE ABSENCE. This section 

reviews the data collection procedures used to develop estimates of 

I 



I 

employee absence and provides an overall estimate of the magnitude and 

distribution of RID absenteeism. 

Section III: NATURE AND EXTENT OF EMPLOYEE ABSENTEEISM. This section I 
provides more detailed findings concerning the nature and extent of 

employee absence among various employee groups as defined by demographic 

and organizational factors. 

Section IV: CONCLUSIONS. This section of the report discusses the 

survey findings and provides some conclusions about employee absenteeism 

at RTD. 

I 

I 

I 

I 

I 

I 
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I 

I 

I 

I 

I 

A.2 

I 
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II. OVERVIEW OF SURVEY AND EMPLOYEE ABSENCE 

I 
This section of the report reviews the data collection procedures used to 

develop estimates of RTD employee absence and presents overall estimates of the 

magnitude and distribution of absenteeism at RID. 

IOVERVIEW OF SURVEY 

An important objective of this project was to prepare District-wide 

I 
estimates of employee absenteeism. RTD has conducted two prior studies that 

collected absenteeism data for the vehicle operators and the maintenance 

department. These studies are titled: 

I. Operator Absenteeism: An SCRTD Management Services Section Report (dated 

January 1979) 

I 
. Evaluation of Absenteeism for the Maintenance Department of the Southern 

California Rapid Transit District (dated February 1985, conducted by 

Friedland Psychological Associates, Inc.) 

I 

I 

I 

I 

I 

1 

I 

I 

I 

I 

I 

I 

The reports provide absenteeism information about the 4,527 RID vehicle operators 

represented by the United Transportation Union (UTU) and the 1,752 maintenance 

employees represented by the Amalgamated Transit Union, Division 1277 (ATU). 

This study includes a review of the findings and conclusions of the two 

previous studies and an updating of their absence data based on information 

provided by the respective departments collection of absence data for 

the employees not included in the previous studies. Those full-time employees 

not previously studied (2,161) include both represented and non-represented 

employees. Those who are not represented by a collective bargaining unit include 

1,352 employees referred to as non-contract (NC) employees. The remaining 809 

employees are represented as follows: 

701 employees represented by the Brotherhood of Railway, Airline and 

Steamship Clerks, Freight Handlers, Express and Station Employees, 

(BRAC); 

64 employees represented by the Transit Police Officers Association 

(TPOA); and 

44 employees represented by Teamsters' Union Local 911 (Teamsters). 

Comprehensive absence information for the above employees is contained in 

individual work records manually maintained at decentralized department and 

division locations throughout the RTD. 

As part of this study, data collection procedures were developed. These 

procedures were divided into two parts. The first part focused on the update of 

absence information for RID vehicle operators and equipment maintenance employees. 

The second part of the procedures concentrated on the collection of absence data 

for NC, BRAC, TPOA and Teamster employees. 

A.3 



Vehicle Operators and Equipment Maintenance Employees Absence Data 

The Transportation Department maintains a computerized weekly manpower 
survey/performance report which lists the average number of weekday absences, by 
type, for each division. Until November 1984 this report, titled Report No. 3-5 

Statement of Operating Personnel, was maintained manually. Information from these 
reports was received by the consultant for the period January 1, 1982 through 
November 30, 1985 with several gaps where data were not available. The results 
of the analysis of this information are presented later in this section. 

The Equipment Maintenance Department utilizes their (VMS) management 

information system to maintain employee hourly time lost attendance information 
from absence information about mechanics and service attendants. These data were 
received by the consultant for the period April 1, 1985 through October 31, 1985 
by month, division, and absence type. This information is summarized and presented 
later in this section. 

NC, BRAC, TPOA and Teamster (NBTT) Employee Absence Data 

A sample of 774 attendance records representing approximately 36 percent 

of RID's NBTT employees was selected for this absenteeism survey. More 

specifically, random sampling procedures were employed, using an alphabetized 
list of the above employees to identify a statistically reliable sample for data 
collection. About one third of NC and BRAC employees and 100 percent of TPOA and 

Teamster employees were included in the sample by recording each third NC and 

BRAC emplçyee record and all TPOA and Teamster employee records from RTD's payroll 
listings.!" The random selection avoids bias and the large sample size minimizes 
statistical errors. Each record was carefully reviewed and, when required, codes 
were clarified..?.! Absence information was then recorded together with certain 

demographic information for all sampled employees. Attendance information was 
recorded for the most recent annual period of November 1, 1984 through October 

31, 1985. 

Types of Absences Surveyed 

Information on employee absence for the surveyed employees was coded in one 

of the following eleven categories: 

tardy../ 

sick leave 

1/ 6.8 percent of the selected records were not used because attendance records 

could not be located, employee tenure periods did not fall within the survey 

period, or records were not kept for temporary or 'as-needed" employees. 

2/ Attendance information' was contained in at least five different types of 

forms throughout RTD and different codes were used for recording the same 

type of absence. 

3/ Only in rare instances was tardiness information found recorded for non- 
contract (NC) employees. 
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leave of absence 

family sick 

maternity 

injury-on-duty or occupational injury 

suspensions 

bereavement 

military leave 

union business 

jury duty 

Non-occupational injuries resulting, for example, from personel or vehicular 

accidents and absent without permission were not recorded separately but coded 

in the category designated as leave of absence. Time lost from work due to 

vacations, holidays, and non-scheduled work (e.g., training) was not recorded in 

the survey. 

In the analysis and sumary tables that follow in this report, the eleven 

categories of absence used by RTD have sometimes been consolidated into six, more 

general, absence groups. These absence groups, as they are related to the coded 

data, are as follows: 

Consolidated Coded 

Absence Groups Absence Categories 

Tardy Tardy 

Sick Sick 

Personal Leave of Absence, Family Sick, Maternity 

100 Injury-on-Duty or Occupational Injury 

Contractual Bereavement. Military Leave. Union Business. 

Management- 
IRequested 

Measures of Absence 

I 

I 

I 

I 

Jury Duty 

Suspensions 

Two measures are used to analyze absence in the survey findings: 

Absence incidents. This measures the number of occurrences of absence, 

by type and cumulatively, irrespective of the length of each absence. 

5 



Absence duration. This measures the total time an employee is absent, 
by type and cumulatively, in terms of work hours lost. 

Demographic Information 

Demographic information from employee work records was collected and coded 
for use in the study analysis. More specifically, where available, the following 
information was recorded: 

employee representation 

employee department 

position or job classification 

gender 

date of birth 

date of RID employment 

marital status 

education level 

The employee identification or badge number was also recorded but was used only 
as necessary to validate data. 

Exhibit 11.1 provides a demographic profile of the employees whose 
attendance records are contained in the sample. Statistical analyses were 
conducted concerning potential differences in absence behavior among groups of 
employees defined by their demographic characteristics because it may be necessary 
to take such differences into account when identifying incentive strategies for 
improving attendance. 

OVERALL EMPLOYEE ABSENTEEISM 

This section of the report provides an assessment of overall employee 
absenteeism at RID. The information discussed is taken from several sources, 
since this study only provided for a detailed survey of NBTT employees. Comparison 
of absence information between these sources requires that terminology and 

sampling procedures be understood. Consequently, the discussion is divided into 
three parts: 

The first part provides absence information about vehicle operators 
represented by the UTU. 

The second part contains absence information about maintenance department 
employees represented by the ATU. 

The last part surrinarizes the data collection conducted in this study on 
NC, BRAC, TPOA, and Teamster (NBTT) employee absence. More detailed 
results of this survey are contained in Sections III and IV of this 
report. 

A. 6 
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EXhIBIT 11.1 

DEMOGRAPHICS OF SAMPLE EMPLOYEES 

SOUTHERN CAIIFOI1NIA RAPID TRANSIL DISIRICI 

Gender 
% Male 
% Female 

Average Age (as of_1(1/31,/OS) 
Male 
Female 
total 

}la 1 e 

Female 
total 

Marital Status 
%Sinqle (I) 
% Married 

Education 
% Non-hliqh School Graduate 

% High School Graduate 

% Some College 
% College Degree 

NC BRAC IPOA TEAMStERS TOTAL 

78.1 40.4 82.3 89.7 64.4 

21.9 59.6 17.7 10.3 35.6 

44.4 35.1 39.9 42.5 41.7 

39.3 36.4 33.9 43.2 37.4 

43.2 36.1 38.9 42.6 40.1 

11.3 5.6 8.9 7.1 9.7 

7.6 7.2 3.3 6.3 7.3 

10.4 6.5 7.9 7.0 8.8 

26.0 48.8 29.0 44.7 35.2 

74.0 51.22 71.0 55.3 64.8 

1.7 5.8 1.6 2.6 3.2 

55.6 79.7 74.2 76.3 66.1 

12.1 9.2 16.1 13.2 10.7 

311.6 5.3 8.1 7.9 20.0 

(1) Includes divorced and widowed employees. 



UTU Employees 

Exhibit 11.2 provides information about the absences of RTD vehicle 

operators. Since the information contained in the exhibit is taken from several 

sources and absence is defined somewhat differently than for the employees surveyed 

in this project, caution should be exercised before making comparisons. Assessment 

of the differences in the reported information tends to show, however that the 

absence rate of operators, since the 1977-78 survey, is on a downward trend. 

ATU Employees 

Exhibit 11.3 shows the average maintenance employee lost annual work days 

due to absenteeism. The information is also derived from several sources and 

similar caution is advised in drawing conclusions about trends. However, a general 

assessment of the information tends to show that the absence rate of maintenance 
department employees has remained generally stable during the past six years. 

NC, BRAC, TPOA and Teamster (NBTT) Employees 

NBTT employees were categorized by union or non-union representation. The 

average annual absence rate was calculated for each group. Exhibits 11.4 and 

11.5 provide information in tabular form about the average annual absence incidents 

and work hours lost per employee by absence type. Since the distribution of 

absenceamong employees is positively skewed', two values are shown for average 

values. The median average value can be described as that value where 50 percent 

of the employees have less absence and 50 percent have greater absence. The mean 

average value is the sum of all absences divided by the number of employees. 

The overall average number of annual absence incidents is shown in 

Exhibit 11.4 as 4.0 (median) and 5.3 (mean) for the NBTT employees surveyed in 

this study. The overall average annual work hours lost due to absence is shown 

in Exhibit 11.5 as 56.0 (median) and 120.2 (mean). On average, BRAC employees 

have the highest absence rates of the four groups of NBTT employees that were 

exam i ned. 

Exhibits 11.6 and 11.7 provide information about the distribution of absence 

incidents and time lost by type of absence. Reported sick leave is the predominant 

form of absence among the employees sampled in the survey, with 84.8 percent of 

the absence incidents and 66.9 percent of the work time lost attributed to reported 

sick leave. Personal absence, consisting primarily of leaves of absence (coded B 

on employee work attendance records), has the second highest incident rate of 9.2 

percent. However, industrial injury absence has the second highest lost time 

rate at 15.3 percent. 

Sumary of Overall Employee Absenteeism 

Although specific comparisons of absence rates between UTU, ATU, and NBTT 

employees are inappropriate, some general conclusion are possible. Absence among 

4/ Positively skewed distributions result from a small percentage of employees 

having a disproportionately large percentage of the absences. 
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EXHIBIT 11.2 

AVERA1 FIJLL-TIHE EQUIVALENT OPERATOR 

1051 ANNUAL WORK DAYS 

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

WEEKDAY TOTAL ANNUAL 

SICK SICK TOTAl. WEEKDAY WEEKDAY 

YEAR LEAVE LEAVE ABSENCE (1) ABSENCE fl !11S501J1S 

1971-78 22.5 (2) 
1980 20.0 (3) 32.3 (3) 
1981 14.6 (3) 27.1 (3) 
1982 17.0 (3) 18.5 (4) 28.5 (3) 26.6 (4) 1.9 (4) 

1983 17.3 (4) 24.4 (4) 2.2 (4) 
1984 11.3 (4) 24.6 (4) 2.2 (4) 
1905 16.8 (4) 24.2 (4) 2.1 (4) 

(1) Total absence includes sick leave, requested days off, suspensions, leaves of absence, but not 
liulustrial injuries. 

(2) Source: 0 )CrQtOr__absenleeisin An_SCRID Management Services Section Report, January 1979. 

Period: Uc oer 1, 197 eptEer 30, 1978. 
(3) Source: IAClcPerforiiiance Audit Program Phase II, Task I Audit ReprL, SCHID, Booz, Allen & 

Ilami Iton, March 1983. 
(4) Source: Scpjport 3-5 and Weekly Mai erSurveyr1ormancefleq, 1982 - 33-week sample, 

1983 - 31-week sample, 1984 - 43-week sample, 1985 - 12-week sample. 



EXIIIBIL 11.3 

AVERAcE MAIN IENANCE EMPLOYEE 

1.051 ANNUAL. WORK I)AYS 

SOUIIIERN CALIFORNIA RAPID IRANSIT DISTRICT 

SICK TOTAL 

YEAH LEAVE ALISEINCE 

1900 -- 20.0 (1) 

1981 -- 19.1 (1) 

1982 -- 21.1 (1) 

1983 15.8 (2) 21.3 (2) 

1904 -- -- 

1985 15.6 (3) 20.6 (3) 

(1) SOURCE: LACIC Performance Audit Program Phase II, Task 1 Audit Reporl, SCRED, Booz, Allen & 

Hamilton, arch 1983. 

(2) Source: Evaluation of Absenteeism for the Maintenance Department of the SCRID, Friedland 

Psyclioloqical Assocines, Inc., February 1985. 

(3) Source: SCOlD Maintenance Denent VHS Report for 6 months of 1985. Total absence includes 

occupationafinjury, non-occupationf injury, feave of absence, 
sickness in family, AWUL, oil 

with permission, sick, jury duty, bereavement, military leave, and union business for 1,158 

mechanics and 395 service attendants. 

- - - - - - - - - - - 
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EXhIBIT 11.4 

AVERAhII ANNUAL ABSENCE INCIDENTS PER EMPLOYEE BY TYPE OF ABSENCE 

SOLJFIIERN CALIFORNIA RAPID IIIANSII DISIRICE 

BRAC TPOA leasslers lotil 

Absence Type 
Median 

Median Mean Median Mean Median Mean Mediaii hleari Mean 

SICK 3.0 3.7 5.0 6.1 2.0 2.1 2.0 2.0 4.0 4.5 

PERSONAL 
0.0 0.1 0.0 1.2 0.0 0.1 0.0 0.1 0.0 0.5 

Leave 0.0 0.1 0.0 1.1 0.0 0.1 0.0 0.1 0.0 0.5 

Family Sick 0.0 0.0 0.0 0.1 0.0 0.0 0.0 0.0 0.0 0.0 

Matefnity 0.0 0.0 0.0 0.0 0.0 0.11 0.0 0.0 0.0 0.0 

INDUStRIAL INJURY 0.0 0.0 0.0 0.2 0.0 0.1 0.0 0.1 0.0 0.1 

SUSPENSION 0.0 0.0 0.0 0.1 0.0 0.0 0.0 0.0 0.0 0.0 

CONIRACEUAL 0.0 0.1 0.0 0.4 0.0 0.2 0.0 0.3 0.0 0.2 

Bereavement 0.0 0.0 0.0 0.1 0.0 0.1 0.0 0.1 0.0 0.1 

Military Leave 0.0 0.0 0.0 0.1 0.0 0.1 0.0 0.1 0.0 0.0 

Union Business 0.0 0.0 0.0 0.2 0.0 0.0 0.0 0.0 0.0 0.1 

Jury Duty 0.0 0.0 0.0 0.0 0.0 0.0 0.0 0.1 0.0 0.0 

TOTAL ABSENCE 3.0 3.9 7.0 8.0 2.0 2.5 2.0 2.5 4.0 5.3 

TARDY 0.0 0.1 1.0 3.5 0.0 0.1 0.0 0.1 0.0 1.3 
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EXHIBIT 11.5 

4VERJC ANrJJPIL WORK HOURS LOST PER EtFLOYEE BY TYPE OF ABSENCE 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

BRAC W0A Teamsters Total 
Absence Type ledian Mean Median Mean Median Mean Median Mean Median Mean 

SICK 40.0 66.9 64.0 104.6 24.0 41.8 24.0 59.1 48.0 80.4 

PERScNAL 0.0 3.2 0.0 35.3 0.0 9.6 0.0 0.2 0.0 14.9 
Leave 0.0 1.7 0.0 32.3 0.0 0.5 0.0 0.2 0.0 12.9 
Family Sick 0.0 0.1 0.0 0.9 0.0 0.0 0.0 0.0 0.0 0.4 
Maternity 0.0 1.4 0.0 2.1 0.0 9.1 0.0 0.0 0.0 1.6 

IIUUSTRIAL IN3LY 0.0 0.5 0.0 35.6 0.0 120.4 0.0 11.8 0.0 18.4 

SUSPENSIuJl 0.0 0.0 0.0 0.2 0.0 1.2 0.0 0.0 0.0 0.7 

CONTRACTU4L 0.0 2.6 0.0 10.5 0.0 11.4 0.0 12.0 0.0 5.8 
Bereavement 0.0 0.6 0.0 2.4 0.0 2.8 0.0 2.6 0.0 1.4 Military Leave 0.0 0.6 0.0 1.0 0.0 8.2 0.0 6.1 0.0 0.9 Unim Business 0.0 0.0 0.0 4.5 0.0 0.4 0.0 0.0 0.0 1.7 Jury Duty 0.0 1.4 0.0 2.6 0.0 0.0 0.0 3.3 0.0 1.8 

TOTPL ABSENCE 42.0 73.2 82.0 188.0 40.0 184.4 40.0 83.1 56.0 120.2 

TAFOY 0.0 0.1 0.0 1.6 0.0 0.1 0.0 0.3 0.0 0.6 

- - - - - - - - - - - - - - - - - - 
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EXhIBIT 11.6 

DISIRIUIJIION (IF ANNUAL ABSENCE INCIDENTS PER EMPLOYEE BY TYPE OF 
ABSENCE 

SOUTHERN CALIFORNIA RAPID TRANSIt DISTRICt 

Absence Type NC BRAC TPOA Teamsters Total 

SICK 95.8 76.2 83.7 83.4 84.8 

PERSONAL 2.5 14.7 2.6 2.2 9.2 

Leave 2.1 13.9 1.9 2.2 8.6 

Family Sick 0.3 0.8 0.0 0.0 0.6 

0.7 0.0 0.0 

INDUSTRIAL INJURY 0.2 2.9 3.9 4.4 1.8 

SUSPENSION 0.0 0.7 1.3 0.0 0.4 

CONTRACTUAL 1.5 5.5 8.5 10.0 3.8 

Bereavement 0.7 1.1 5.2 4.4 1.0 

Military Leave 0.2 1.0 2.6 3.4 0.7 

union Business 0.0 2.9 0.7 0.0 1.6 

Jury Duty 0.6 0.5 0.0 2.2 0.5 

TOTAL ABSENCE 100.0 100.0 100.0 100.0 100.0 



EXHIBIT 11.7 

DISTRIBUTION OF ANNUAt WORK hOURS LOST BY TYPE OF ABSENE 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

Absence Type NC BRAC TPDA Teamsters Iota! 

SICK 91.4 55.5 22.7 71.1 66.9 

PERSONAL 4.4 18.8 5.2 0.3 12.4 
Leave 2.4 17.2 0.3 0.3 10.8 
Family Sick 0.1 0.5 0.0 0.0 0.3 
Maternity 1.9 1.1 4.9 0.0 1.3 

INDUSTRIAL INJURY 0.6 19.0 65.3 14.2 15.3 

SUSPENSION 0.0 1.1 0.6 0.0 0.6 

CONTRACTUAL 3.6 5.6 6.2 14.4 4.8 
Bereavement 0.8 1.3 1.5 3.1 1.1 
Military Leave 0.9 0.5 4.5 7.4 0.8 
Union Business 0.0 2.4 0.2 0.0 1.4 
Jury Duty 1.9 1.4 0.0 3.9 1.5 

TOTAL ABSENCE 100.0 100.0 100.0 100.0 100.0 

- - - - - - - - - - - - - - - - - 
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employees at RTD is relatively high compared to other industries and businesses. 

Compared to their peers in the transit industry, RTD absence rates are not abnormal, 

that 
is, they appear typical in an industry composed of employees with generally 

high absence rates. 

Among the six groups of employees defined in this study by union 

I representation, three generally have absence rates about twice as high as the 

other three. ATU, BRAC, and UTU employees have mean annual lost work days for 

I 

1985 in excess of 20 

annual lost work time 

days per employee. Although TPOA 

rate for 1985 of 23.1 days, survey 
employees have a mean 

information from this 

study reveals that a few police officers (approximately 5 percent of sample) 

incurred industrial injuries which prevented them from working the entire period 

of 

the survey analysis. This study did not investigate whether or not the TPOA 

rate of long-term industrial injuries is typical over time. However, the median 

rate of 5.0 annual days per employee is a similar absence level to Teamster and 

NC employees. 
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III. NATURE AND EXTENT OF EMPLOYEE ABSENTEEISM 

This section provides detailed findings, primarily in graphic format, 

concerning the nature and extent of absence among the NBTT employees surveyed in 

this study. Absence information is presented by employee representation, several 

demographic stratifications, and type of absence. This section is divided into 

two parts. The first part describes the extent of absence, by employee 

representation and by employee demographics. The second part provides information 

on the distribution of absence, by employee representation and absence type. All 

references to average values in this section of this report are in terms of mean 

values rather than median values. 

EXTENT OF ABSENCE 

Exhibits 111.1 and 111.2 present in graphic form the information previously 

presented in tabular form by Exhibits 11.2 and 11.3. The coded symbols visually 

display the contribution of sick and other absences to the total previously given 

by percentage in Exhibits 11.4 and 11.5. 

Employee Gender 

Employees were categorized by their representation and gender. The average 

annual absence rate was calculated for each category. Exhibits 111.3 and 111.4 

provide information about the absences of male and female employees by 

representation group. Male BRAC employees exhibit the highest rate of absence 

incidents (8.4) while female TPOA employees show the highest average work hours 
lost (288.6 hours). Male employees represented by TPOA and the Teamsters have 
the lowest rate of absence incidents (2.3) while male NC employees exhibit the 
lowest average work hours lost (59.5 hours). The average absence values shown 

by the bar group for male and female employees are statistically different from 

each other (p .01). 

Employee Age 

NBTT employees were grouped by employee age in five-year increments. The 

average annual absence rate was calculated for each group. Exhibits 111.5 and 

111.6 provide information about absences of NBTT employees by age category. The 

highest number of absence incidents (8.2) were incurred by RID employees who are 

25 to 30 years old. The lowest number of absence incidents (3.3) were found among 
employees 55 to 60 years old. The highest average amount of work time lost (166.6 
hours) was among employees who were 30 to 35 years old. The lowest average amount 
of work time lost (67.6 hours) were found among employees over 60 years old. The 

average absence incident values shown in Exhibit 111.5 for NBTT employees are 

statistically different from each other (p .01). However, the average work hours 

lost values shown in Exhibit 111.6 are not statistically different from each other 

(p .05). 

Employee Tenure 

NBTT employees were categorized buy length of tenure with RTD in two-year 

increments. The average annual absence rate was calculated for each category. 
Exhibits 111.7 and 111.8 provide information about the absences of NBTT employees 
by length of tenure with RTD. The highest number of absence incidents (7.5) was 

incurred by employees with 6 to 10 years of tenure with RTD. The lowest number 

A.17 
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EXHIBIT 111.1 

AVERAGE ANNUAL ABSENCE INCIDENTS PER EMPLOYEE 
BY EMPLOYEE REPRESENTATION AND TYPE OF ABSENCE 

FflR TI-IF PFPTI)I] WflVFMRFR 1924 - OCTURFR 19Rf 

Mean Mean Mean Mean Mean 
Median Median Median Median Median 

NC BRAC TPOA TEAMSTERS TOTAL 

jSick Other 
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EXHIBIT III.? 

AVERAGE ANNUAL WORK HOURS LOST PER EMPLOYEE 
BY EMPLOYEE REPRESENTATION AND TYPE OF ABSENCE 

FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

Mean Mean Mean Mean Mean 
Median Median Median Median Median 

NC BRAC TPOA TEAMSTERS TOTAL 
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EXHIBIT 111.3 

AVERAGE ANNUAL ABSENCE INCIDENTS PER EMPLOYEE 
BY EMPLOYEE REPRESENTATION AND GENDER 

FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 

Female Female Female Female Female 
Male Male Male Male Male 

NC BRAC TPOA TEAMSTERS TOTAL 

- - - - - - - - - - - - - - - - - - 
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EXHIBIT 111.4 

AVERAGE ANNUAL WORK HOURS LOST PER EMPLOYEE 
BY EMPLOYEE REPRESENTATION AND GENDER 

FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

Female Female Female Female Female 
Male Male Male Male Male 

NC BRAC TPOA TEAMSTERS TOTAL 
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EXHIBIT 111.5 

AVERAGE ANNUAL ABSENCE INCIDENTS PER NBTT EMPLOYEE 
BY YEARS OF EMPLOYEE AGE 

FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 
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EXHIBIT 111.6 

AVERAGE ANNUAL WORK HOURS LOST PER NBTT EMPLOYEE 

BY YEARS OF EMPLOYEE AGE 

FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 
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EXHIBIT JILl 

AVERAGE ANNUAL ABSENCE INCIDENTS PER NBTT EMPLOYEE 
BY YEARS OF TENURE 

FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 
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YEARS OF TENURE 
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EXHIBIT 111.8 

AVERAGE ANNUAL WORK HOURS LOST PER NBTT EMPLOYEE 
BY YEARS OF TENURE 

FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 
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of absence incidents (2.8) were found among employees with 14 to 16 years seniority. 
The highest average amount of work time lost (168.0 hours) was found among employees 
with 6 to 8 years tenure and the lowest (63.0) was found among employees with 18 

to 20 years tenure. The average absence incident rates shown in Exhibit 111.7 

for NBTT employees are statistically different from each other (p .01). The 

average work hours lost shown in Exhibit 111.8 are not statistically different 
from each other (p .05). 

Employee Marital Status 

NBTT employees were grouped by their representation and marital status as 

reported in RID's 31R forms. Single, divorced, and widowed employees were combined 
into one group and married employees into another group. The average annual 

absence rate was calculated for each group and is presented in Exhibits 111.9 and 
111.10. 

In each group, single employees were found to have higher average incidents 

of absence and higher average amounts of work time lost with the exception of 

married TPOA and Teamster employees. In those cases, married TPOA and Teamster 
employees had a higher average amount of work time lost than did single employees. 

BRAC single employees had the highest average number of absence incidents 

(8.6) and the highest average amount of work time lost (206.0 hours). Married 
Teamster employees had the lowest average number of absence incidents (2.2) while 
single Teamster employees had the lowest average amount of work time lost (61.4 

hours). The average values for absence incidents are statistically different (p 

.01) between designated groups of married and single employees. Although less 

significant, the average values for work time lost are also statistically different 

(p .05). 

Employee Education 

NBTT employees were categorized according to. their reported level of 

education. Information about education was taken from employee 31R records and 

was categorized according to whether employees graduated from high school 

(including GED) or not, received some college education (including two-year 
certificate programs), or received a college degree (four-year program or more). 
The average annual absence rate was calculated for each of the four education 
categories. 

Exhibits 111.11 and 111.12 show that high school graduates incurred the 

highest average number of absence incidents (5.9) and those who did not complete 
high school had the highest level of time lost (174.4 hours). College graduates 

exhibited both the lowest average number of absence incidents (4.0) and the lowest 
average amount of work time lost (74.4 hours). The average values for absence 

incidents are statistically different from each other (p .05). The average 

values for work hours lost are not statistically different from each other (p .05). 

DISTRIBUTION OF ABSENCE 

This section of the report provides information about how absence is 

distributed among employees by the number of incidents and the amount of time 

lost. Graphic presentations compare distributions by employee representation and 
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EXHIBIT 111.9 

AVERAGE ANNUAL ABSENCE INCIDENTS PER EMPLOYEE 

BY EMPLOYEE REPRESENTATION AND MARITAL STATUS 

FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 
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Married Married Married Married Married 
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EXHIBIT 111.10 

Single Single Single Single Simile 
Married Married Married Married Married 

NC BRAC TPOA TEAMSTERS TOTAL - - - - - - - - - - - - - - - - - - 
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EXHIBIT 111.11 

AVERAGE ANNUAL ABSENCE INCIDENTS PER NBTT EMPLOYEE 

BY LEVEL OF EMPLOYEE EDUCATION 

FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

Non-High High School Some College Total 

School Graduate College Graduate 

Graduate 

LEVEL OF EMPLOYEE EDUCATION 
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EXHIBIT 111.12 

AVERAGE ANNUAL WORK HOURS LOST PER NBTT EMPLOYEE 
BY LEVEL OF EMPLOYEE EDUCATION 

FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

Non-High High School Some College Total 
School Graduate College Graduate 

Graduate 

LEVEL OF EMPLOYEE EDUCATION 
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I 

by type of absence. Exhibits 111.13 and 111.14 show the distribution of absence 

incidents and time lost for NBTT employees. Exhibit 111.13 shows that 50 percent 

I 
of all absence incidents are incurred by 20 percent of total employees. Exhibit 

111.14 shows that approximately 50 percent of the time lost due to absence was 

incurred by approximately 10 percent of total employees. About 20 percent of the 

employees with no absence were employees with less than one year tenure (0.4 years 

average) with RTD. 

Absence Distribution by Employee Representation 

IExhibit 111.15 provides graphic information about the distribution of total 

absence incidents within each of the representative groups. The following 

percentages of each group's employees incurred approximately 50 percent of the 

Igroup absence incidents: 

NC - 20% 
I. BRAC-25% 

TPOA - 25% 

Teamsters - 25% 

I 
Exhibit 111.16 provides graphic information about the distribution of total 

time lost within each of the representation groups. The following percentage of 

each group's employees lost approximately 50 percent of the group time. 

1 . 

BRAC - 9.9% 
I. TPOA - 4.6% 

Teamsters - 13.6% 

/mong the groups of NBTT employees, there ranged from 5 to 23 percent of the 

I 
employees with zero absences. Each of the zero-absence groups contained employees 

with less than one year tenure. The percentage of zero absence employees are 

given below, by group representation, along with the percentage of employees 

Iwithin the zero absence groups that have less than one year tenure with RTD. 

Percent Employees 

I 

Percent 

Employee Employees with 
with Zero Absences 

and less than 

Representation Zero Absences One Year Tenure 

INC 17.8 2.4 

BRAC 5.0 2.9 

ITPOA 17.7 1.6 

Teamsters 23.0 7.7 

IAbsence Distribution by Absence Type 

Exhibit 111.17 provides graphic information about the distribution of 

I absence incidents by type among the NBTT employees. Fifty percent of the sick 

incidents were incurred by 21 percent of the total NBTT employees. 

I 

[1 
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EXHIBIT 111.15 

DISTRIBUTION OF ABSENCE INCIDENTS AMONG NBTT EMPLOYEES 
BY EMPLOYEE REPRESENTATION 

FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 
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EXHIBIT 111.17 

DISTRIBUTION OF ABSENCE INCIDENTS AMONG NBTT EMPLOYEES 
BY TYPE OF ABSENCE 

FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 
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I 

IExhibit 111.18 provides graphic information about the distribution of time 

lost, by absence type, among NBTT employees. Approximately 50 percent of the 

I 
time lost due to reported sickness was incurred by 12.8 percent of the total NBTT 

employees. 

Tardiness Distribution by Employee Representation 

Exhibit 111.19 shows the distribution of tardy incidents within each group 

of NBTT employees. NC employees are not shown since it is the practice within 

I 
most RID divisions not to record the tardiness of NC employees. While TPOA and 

Teamster groups show approximately 90 percent of their employees as never being 

late, only 50 percent of BRAC's employees have perfect records. 

IAbsence Distribution Comparisons 

Exhibits 111.20 and 111.21 compare the cumulative distributions of absence 

incidents 

and work time lost of NBTT employees by representation group. This 

information is based on the absence distributions given in Exhibits 111.15 and 

111.16. In general, the lower the distribution curve appears in the graphic, the 

I 
more widespread the rate of absence is among a group's employees. In each exhibit, 

BRAC employees show more widespread incidents and time lost due to absence than 

the other three groups. Teamster employees show the least amount of absence 

incidents and time lost of the four groups. 
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EXHIBIT 111.18 

DISTRIBUTION OF WORK HOURS LOST AMONG NBTT EMPLOYEES 
BY TYPE OF ABSENCE 

FOR THE PERIOD NOVEMBER 1984 - OCTOBER 1985 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 
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EXHIBIT 111.19 

DISTRIBUTION OF ANNUAL TARDINESS INCIDENTS 

AMONG BRAC, TPOA, AND TEAMSTER EMPLOYEES 

FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 
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EXHIBIT 111.20 

ANNUAL ABSENCE INCIDENTS OF NBTT EMPLOYEES 
FOR THE PERIOD NOVEMBER 1984 - OCTOBER 1985 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 
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EXHIBIT 111.21 

ANNUAL WORK DAYS LOST DUE TO THE ABSENCE OF NBTT EMPLOYEES 
FOR THE PERIOD NOVEMBER 1984 OCTOBER 1985 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 
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IV. CONCLUSIONS 

I 
This section of the report provides conclusions about the absenteeism of 

NBTT employees based on the findings of the survey and the statistical analysis 

of data. These conclusions, together with the results of Phases II and III of 

this study, should provide focus and direction in designing appropriate incentive 

Iprograms to improve the attendance of RTD employees. 

SIGNIFICANT DIFFERENCES IN ABSENCE 

IDuncan Multiple Range Tests were applied to the data collected to identify 

any significant differences (p .01) in absence rates between various groups or 

categories of NBTT employees as described in Section III of this report. The 

Icategories trested included: 

employee age (five-year increments); 

1 . employee tenure (two-year increments); 

I. employee marital status (four groups); 

employee education (four groups); and 

1 
. RTD divisions (eight groups). 

The results of these tests are provided in the sections that follow: 

IEmployee Age 

I 
There is a significant statistical difference in the absence incidents of 

NBTT employees who are less than 30 years old (high rate) and those employees who 

are 35 years of age and older (low rate). However, there are no statistically 

significant differences between any of the age groups in the amount of work hours 

lost to absence. 

Employee Tenure 

1 There is a significant statistical difference in the absence incidents of 

NBTT employees who have between 4 to 10 years of RTD seniority (high rate) and 

I 

those employees with 12 or more years of seniority (low rate). There is no 

statistically significant differences in the number of work hours lost to absence 

between any of the two-year tenure groups. 

IEmployee Marital Status 

NBTT employees were categorized according to their reported marital status 

I 
with groups according to whether they were single, married, divorced, or widowed. 

The statistical tests revealed a significant difference in the rate of absence 

incidents between those employees who were single (high rate) and those who were 

either married, divorced, or widowed (low rate). There was no statistically 

Isignificant differences between the four groups in the number of work hours lost. 

I 
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Employee Education I 
There is a significant statistical difference in the number of absence 

incidents of NBTT employees who are high school graduates (high rate) and those 

who are college graduates (low rate). However, the tests revealed no statistical 

differences in the amount of work time lost by employees categorized by the four 

education levels. 

RTD Divisions 

Duncan Tests were applied to eight RTD divisions whose survey sample sizes 

were 25 or greater. These divisions are as follows: 

Divisions 

3296 - Operations, Control & Services 

3800 - Transit Police & Security 

4800 - Customer Relations 

7100 - Accounting & Fiscal 

7200 - Management Information Systems 

8100 - Transit Systems Development 

9400 - Contracts, Procurement & Materials 

9610 - General Services 

The tests revealed a significant statistical difference in the absence incidents 

of employees working in Divisions 4800, 7100, 7200, and 9400 (high rate) and 

employees working in Division 3296, 3800, and 9610 (low rate). Further testing 

showed that Division 7100 employees had an absence incident rate significantly 

higher than all the other divisions. There was also a statistically significant 

difference in the amount of work time lost between Division 7100 employees (high 

rate) and employees working in Divisions 3296, 8100, and 9610 (low rate). 

CORRELATION OF ABSENCE TYPES 

A standard correlation matrix was prepared using absence incident rates and 

work time lost rates categorized as follows: 

sick 

personnel leave 

industrial injury 

contractual 
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suspensions 

An examination of the results provided the following statistical assessments: 

There are very strong correlations (R= 0.91 to 0.94) between the 

number of absence incidents due to suspensions and contractual reasons 

and the amount of time lost respectively due to these reasons. This 

finding is consistent with the fact that many suspensions, bereavement 
leaves, military leaves, etc. incur a consistent amount of time lost. 

There are moderate correlations (R= 0.35 to 0.39) between the number 

of absence incidents due to reported sickness, industrial injury, and 

personal leave and the amount of time lost respectively due to the 

same reasons. This finding is not inconsistent with the expectation 

that the amount of time lost per incident tends to fluctuate more 
widely in the cases of sickness, industrial injury, and personal leave 

than it does in cases of suspension and contractual absence. 

There is some correlation (R= 0.22) between the number of personal 

absence incidents and the number of sick absence incidents. This 

result may indicate that some employees are using unpaid personal 

leave when their accumulated sick leave reserve expires. It may also 
reveal that some employees are abusing sick leave privileges through 
continued absence in the category of personal leave. 

There is somewhat less correlation (R= 0.14 to 0.17) between the 

number of sick and personal absence incidents and the work time lost 

and the number of suspensions. This finding may indicate that RID 
management is inconsistent with their application of discipline across 
groups or divisions of employees. 

There is also somewhat less correlation (R= 0.16) between the number 

of industrial injury absence incidents and the number of personal 

absence incidents. This result may indicate that some employees are 

using industrial injury as a way of taking personal leave. 

The remaining values given in the correlation matrix did not reveal any other 

statistically significant findings. 

SUMMARY 

The findings of the NBTT employee survey and the conduct of statistical 

analysis in this phase of the study shows there is significant opportunity to 

improve employee attendance under a balance program of discipline and incentives. 
While the focus of this study is directed toward the design and development of 

an incentive program, the findings of the employee survey reveals that as many as 
20 percent of NBTT employees in the November 1984-October 1985 period may be 

considered excessively absent under the definition given in RTD's attendance 

policy dated October 22, 1985. Unless employees change their absence behavior 
patterns beginning January 1, 1986, RTD management will be faced with the arduous 

and time-consuming task of administering discipline to policy violators. 

The opportunity to reduce absenteeism through incentive programs is evident 

in the absence distributions given in Exhibits 111.15 and 111.16 particularly 
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among NC and BRAC employees. Widespread distribution of sick leave incidents and 

time lost is revealed by examination of Exhibits 111.17 and 111.18 and should 
offer the greatest potential for attendance improvement. 

The analysis of data shows that careful attention should be paid to the 

following groups or types of employees in designing an incentive program for 

attendance improvement: 

BRAC and NC employees; 

Female employees; and 

Young, single employee. 

Since there are significant differences in the absence rates of employees between 
divisions, consideration should be given to developing programs that meet specific 
needs of high absence divisions. 
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I. INTRODUCTION 

This report presents the results of Phase II of the Absenteeism 

Study and Incentive Program conducted for the Southern California Rapid 

Transit District (SCRTD). The report focuses on the use of incentives 

to improve attendance. This introduction, more generally, discusses 

absenteeism as a costly problem to public and private sector industries 

and introduces the types of programs used to reduce absence, its costs, 

and its disruptive effects. The introduction concludes with a sumary 
of the contents of this report. 

Section II reviews the five types of programs used to improve 

attendance by both public and private sector organizations. Section 

III reviews SCRID efforts improve attendance. These efforts have 

included studies of employee absence and related topics and the 

implementation of various policies, programs, and fringe benefits that 

relate to attendance. Programs to assess absence and improve attendance 

in the U.S. transit industry and attendance programs used outside the 

transit industry are also reviewed, in Sections IV and V respectively. 

IATTENDANCE IMPROVEMENT PROGRAMS IN BUSINESS AND GOVERNMENT 

Absenteeism has long been identified as a costly and particularly 

I 
aggravating problem. Estimates developed in 1978 rather conservatively 

established that absenteeism cost the U.S. economy over $26.4 million...' 

In a 1985 survey conducted by the Bureau of National Affairs, Inc., 60 

percent of all participating companies considered absenteeism their 

I 
most serious discipline problem. It is not surprising that numerous 

programs have been developed to improve employee attendance and that 

numerous studies have been conducted on the subject. 

Categories of Attendance Behavior and Improvement Programs 

U 

I 

I 

I 

I 

I 

U 

There are three major categories of employee attendance behavior. 

First, chronic absenteeism is characteristic of those 

employees who, because of their health, life situation, or 

attitudes, are absent very frequently. This is a relatively 

small group of employees, typically ranging from five to 20 

percent of the work force. 

A second group of employees has good attendance behavior even 

though they are occasionally absent. The total amount of 

absenteeism is large for the group because, even though 

1/ Steers, R.M. and Rhodes, S.R. 

Attendance: A Process Model." 

1978, 63(4):391-407. 

,. 1 

"Major Influences on Employee 
Journal of Applied Psychology, 



individuals within it do not have high absenteeism rates, this 
group contains the majority of employees. 

Finally, there is a third group of employees who consistently 
have near-perfect attendance. Like the first group, this is 

generally a small percentage of the total work force. 

Attendance improvement programs can be grouped into five 
categories. 

discipline policies and programs - policies stating allowable 
absence and disciplinary measures for employees exceeding the 
allowance. Discipline policies address absence-prone 
employees, and require either substantial improvement in 

attendance or departure from the organization. They have very 
little effect on the majority of employees who are regular 
attenders and perform within established guidelines. 

attendance incentive programs methods to reinforce and 

recognize good attendance and encourage improved performance. 
Such programs generally affect the majority of employees, whose 
attendance is within the attendance limits stated by the 
organization. Incentive programs have a number of benefits: 

they encourage employees to improve otherwise acceptable 
absence records, they stress positive aspects of employee 
performance, and they establish a more balanced approach to 

attendance management. 

improved working conditions - these programs may address the 
physical environment of the work place, employee involvement 
in decisionmaking, or the way work activities are structured. 
A variety of innovative programs have been implemented that 
are designed to improve working conditions as a means to 

improve organizational productivity and performance. 
Attendance improvement is often a goal of these programs. 

employee support or assistance programs - including efforts 
by the organization to address the causes of absence, which 
may include personal, marital, or familial problems; substance 
abuse; or any problems that impede an employee's effectiveness 
at work or ability to attend. 

personnel programs which support attendance improvement - this 

category includes numerous programs which support efforts to 

improve employee attendance including initiatives pertaining 

to the recruitment, selection, orientation, and compensation 
of employees. Importantly, this category includes accurate 

record-keeping and monitoring of employee attendance 

performance. 

Because of the different categories of attendance behavior, most 

organizations need several types of attendance improvement programs. 
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CONTENT OF THIS REPORT 

This introduction has summarized some of the problems associated 

with employee absence and briefly described the range of programs used 

to improve attendance. The balance of the report reviews key efforts 

of SCRTD to date to address employee absence and focuses on the use of 

incentives within and outside the transit industry to address this 

costly and disruptive problem. More specifically: 

Section II. This section provides a general review of five 

types of programs to improve employee attendance used in the 

public and private sectors. The categories of programs include 

discipline policies and programs for attendance, attendance 

incentive programs, improved working conditions, employee 

support or assistance programs and personnel programs which 

support attendance improvement. 

Section III. This section reviews the objectives, scope, 

approach, key findings, conclusions, and, as appropriate, 

recommendations from prior studies on SCRTD employee absence. 

Special studies have been conducted by SCRTD to address transit 

operator and maintenance department absence and the use of 

overtime in the maintenance department. The 1982 triennial 

performance audit also considered employee absence. SCRTD 

programs, policies, and employee benefits that address 

attendance and absenteeism are also reviewed. 

Section IV. This section presents the results of research in 

the transit industry on attendance improvement programs and 

reviews the types of incentive programs used by transit systems 

to address absence. Where available, information on the 

effectiveness of these programs is provided. 

Section V. The final section reviews the results of research 

outside the transit industry on the use of incentive programs 

to improve employee attendance. Again, where available, 

information on the effectiveness of these programs is provided. 
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III. ATTENDANCE IMPROVEMENT PROGRAMS: GENERAL REVIEW 

This section provides a general review of the five categories of 

I 

attendance improvement programs identified in Section I. The following 

discussion focuses first on disciplinary policies and programs to 

address employee absence. These programs are the foundation of 

attendance improvement initiatives in both the public and private 

I 
sectors. Few, if any, organizations introduce other programs to improve 

attendance without first having established and documented absence 

discipline policies. Many organizations have traditionally used only 

discipline 

or the management-by-exception principle to address 

attendance--an approach that focuses on problems, ignoring good 

performance. This style of management is recognized as one of the most 

unsatisfying styles for employees, since, regardless of how well an 

I 
ployee performs, there is no reinforcement or feedback until a problem 

arises. 

I 
Attendance incentive programs, which unlike discipline policies, 

help overcome the more negative features of attendance management, are 

only briefly discussed in this introduction since they are the focus 

of the balance of this report. Programs to improve attendance through 

I 
improved working conditions and employee support or assistance programs 

are more innovative and generally less frequently used than either 

discipline or incentive programs. These programs are also described 

I 
and briefly discussed in this section. The final type of attendance 

improvement program reviewed in this section includes personnel programs 

which support attendance improvement. 

DISCIPLINE POLICIES AND PROGRAMS FOR ATTENDANCE 

I 
Discipline programs to address employee absence are generally 

formalized in an organization's policy statements. A national survey 

of attendance improvement practices, funded by the American Society of 

I 
Personnel Administrators (ASPA) Foundation, indicates that discipline 

policies re the primary way that managers attempt to reduce employee 

absence..! Approximately 75 percent of the 1,000 organizations surveyed 

reported having written attendance discipline policies. The policies 

I 
are typically composed of written statements that define allowable 

limits of absence and prescribe discipline, including suspension and 

dismissal, for employees that exceed these limits. More specifically, 

Ithe written policies define: 

what constitutes excused and unexcused absence 

I 
2/ Scott, K.D., and Markham, S.E. "Absenteeism Control Methods: A 

Survey of Practices and Results." Personnel Administrator, 1982, 

27(6) :73-85. 

I 
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what action will be taken in response to violations of the rules 

generally, how the policy will be administered I 
A written attendance policy is intended to formalize management 

practices and encourage employees to conform to the guidelines of the 
organization. The issues of disciplinary action, progressive 
discipline, impartial investigation, and consistent application are 
central to an effective attendance discipline policy; rewarding 
improvement is a more recent addition to these policies. 

Disciplinary Action 

Employers can discipline absent employees for two reasons. One 
is violation of organization rules (misconduct) and the other is poor 
performance (excessive absenteeism). Misconduct occurs when employees 
are absent for reasons not considered legitimate by the organization 
(violation of policy). For example, if an employee calls in sick and 
is subsequently observed at a recreational activity the same day, an 

abuse has occurred and the employee may be disciplined. 

An organization often has a difficult time defending a misconduct 
policy, since the burden of proof of violation lies with management. 
If employees stay home to rest, to work on special projects, or for any 
other reason, it is extraordinarily difficult to prove that they were 
not sick. Requiring employees to provide verification of illness from 
a doctor does not preclude abuse of an attendance pol icy, because certain 
maladies are difficult to diagnose and because doctors are reluctant 
to declare their clients malingerers. In spite of these inherent 
weaknesses, a disciplinary policy for misconduct is necessary, since 
it clearly prohibits unacceptable attendance behavior. 

An excessive absenteeism policy focuses on number of absences, 
regardless of reasons or establishment of fault. Excessive absenteeism 
is considered a performance problem, not a misconduct problem. The 
philosophy behind an excessive absenteeism policy is that employees 
must attend work regularly. If an employee is excessively absent, 
whatever his or her reason, he or she may be discharged.F 

The benefits of an excessive absenteeism or performance-related 
absenteeism policy are: 

It removes the obligation to distinguish between abuses of the 
attendance policy and legitimate reasons for being absent. 

3/ A more detailed treatment of this type of policy is provided by 
Frank E. Kuzmits, 'Is your organization ready for no-fault 
absenteeism?" 
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It focuses on the organization's obligation to serve its 

clients or customers--the primary mission of the organization- 

-rather than on punishment of employees. 

It makes supervisors' relationships with subordinates more 

professional since under a misconduct policy the supervisor 

must prove abuse and wrongful behavior; under an excessive 

absenteeism policy, this is not necessary--employees are 

responsible for meeting established work standards. 

Consistent Application 

Consistent application of an organization's discipline policy is 

critical to the policy's effectiveness. Attendance discipline policies 

should be applied consistently among employees and over time to ensure 

equitable and defensible treatment of all employees. The importance 

of consistency is demonstrated by the outcome of arbitration cases. A 

recent study examined a sample of 77 cases in which discharge for 

excessive absenteeism was upheld. A consistently applied policy was 

characteristic of 73 (97.3 percent) of the cases. In the 30 cases where 

the employee was reinstated with back pay, the employer had failed in 

67 percent of the cases to apply attendance policies and procedures 

even-handedly. In the 45 cases in which the organization lacked a 

consistently applied policy, only one dismissal was upheld. 

Progressive Discipline 

Another characteristic of a well developed disciplinepolicy for 

reduction is progressive discipline. Under such a program 

employees receive increasing levels of discipline for more severe 

violations of rules or for repeated violations of the same rule(s). A 

progressive discipline program generally contains a number of procedural 

steps 

prior to dismissal that often include oral warning, written 

warning, counseling, and suspension. Basically, the progressive 

discipline system seeks to influence employees' attendance and to 

I 
reinforce organization policy statements by clearly demonstrating the 

consequences of failure to conform to policy. 

I 

I 

I 

I 
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Important advantages of progressive discipline are that it is 

generally perceived by workers as fair and that it reduces morale 

problems associated with erratic enforcement of attendance policies. 

For the most part, judges, arbitrators, and employee protection agencies 

have deemed progressive discipline to be fair treatment. 

Impartial Investigation 

Many organizations have introduced 
investigation of employee absence to t 

particularly, in cases where an employee 
investigation may address the nature an 

administration of progressive discipline, an 

who fail to investigate the reasons for an 

'I 

the concept of impartial 

ieir attendance policies, 

may be discharged. The 

extent of absences, the 

d other matters. Employers 

employee's absences or who 
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I 
conduct an investigation in a biased manner can expect to lose a 

grievance. Although arbitrators have found that employees can be 

discharged for excessive absenteeism, fair and impartial investigation 
is generally required, possibly to ensure that due consideration is 

given. 

Rewarding Improvement 

Although rewards for attendance improvement are not widely used, 
some organizations have introduced them as part of their absence 
discipline policy. These policies have been added because a progressive 
discipline program's main intent is not to punish employees but to 

correct poor performance. Employees should be able to move back into 

good standing once they have corrected their attendance problems. One 
way to allow employees to improve their record is to reduce the level 
in the progressive discipline process for perfect or near-perfect 
attendance. This can be accomplished with a 24-to 36-month rolling 

calendar such that each month the employee attendance record is 

recalculated to include the most recent 24 months. 

ATTENDANCE INCENTIVE PROGRAMS 

In contrast to discipline programs, attendance incentive programs 
recognize and reward employees for excellent or improving performance. 

of these programs has been developed and implemented. 
Four general categories of attendance incentive programs are 

recognition, time-off incentives, financial incentives, and lotteries. 
These programs are briefly described below. As discussed in Section III 

of this report, which discusses the use of attendance incentives in the 

U.S. transit industry, the criteria for receiving the incentive, the 

amount or number of incentives, and program administration vary from 
place to place. I 
Formal Recognition Programs 

In this program individual employees receive public recognition 
for good attendance. This recognition may take the form of an awards 
banquet, posting the employee's name on a bulletin board, a letter from 

management, acknowledgement in the organization's newsletter, etc. 

Often an award is given to those employees who have perfect or near- 

perfect attendance. This award often can be used at work so other 

employees can recognize the employee's accomplishment (i.e., a necklace, 

jacket, pen and pencil set, sporting event or theatre tickets). These 
awards are usually of modest value and are not considered payment for 
working additional days. 

I 
Time-Off Incentive Programs 

Many organizations reward good attendance by allowing employees 
I to take time off in addition to scheduled vacations, holidays, and 

personal days. For example, such a program might be structured such 

I 
B.8 
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I 
that for each absence-free quarter an employee recieves an added day 

I 
off. Time-off programs are sometimes called cash-in or trade-in 

programs since employees may trade accumulated unused sick leave for 

added scheduled time off. With this approach, as distinct from the 

previous example, employees exchange sick leave for vacation time and 

Idraw down their available paid sick-leave time. 

Trade-in programs are often structured such that employees can 

only 

trade in sick leave after they have attained a specified level or 

bank of time that must be maintained. Other programs only allow trade 

in just prior to retirement. Sometimes the sick-leave hours are traded 

I 
in for less vacation time such that an hour of unused sick leave may 

be traded in for a half-hour of vacation time. 

Organizations with sick leave policies that are sometimes called 

use-or-lose 

programs, find that the option to trade in all or part of 

the accumulated sick leave is well-received. Employees often suggest 

that a benefit is foregone when accumulated sick leave cannot be traded 

Iin as time off or for some type of financial pay back. 

Financial Incentive Programs 

I 
There are many ways that organizations use monetary rewards to 

encourage good attendance. 

I. The attendance bonus refers to the practice of giving cash 

bonuses, savings bonds, or items of monetary value as 

incentives for perfect or near-perfect attendance. The amount 

I 
of the incentive may range from as low as $50 to hundreds of 

dollars depending on the time period of performance (ie., one 

month versus many years) and the strictness of attendance 

criteria (i.e., no absences versus no unexcused absences). 

I. An organization can buy back from employees unused sick leave. 

The price at which organizations are willing to buy back days 

I 
typically varies from 100 percent of base pay to some fraction 

of a day's pay. This payment is either made at the end of the 

year or it is deferred. Deferred programs allow employees to 

accumulate sick leave during their tenure for future use; often 

I 
it can be cashed in when the employee leaves the organization 

(i.e., retirement, layoff, etc.). 

I. Other innovative types of financial incentive programs have 

been introduced to reduce employee absence. For instance, one 

organization instituted a dental program as part of its fringe 

benefits. In exchange for this added benefit, management 

1 
required lowered absenteeism. 

Attendance Lottery Programs 

IAttendance lotteries are programs that reward employees with a 

chance of winning a major prize. In general, attendance lottery programs 

I 

I 



seem to be successful, at least in the short term. They are based on 

psychological principles in which the desired behavior (perfect 

attendance) is positively reinforced (rewarded), to increase the 

frequency of that behavior. Usually these programs are cost-effective 

because many employees are striving for comparatively few rewards. 

There are certain issues that must be decided in utilizing a 

lottery reward system. 

The size of the reward must be determined. A ten-dollar reward 

is not likely to be motivational for a highly paid employee. 

The frequency of the reward must be determined. Based on 

operant conditioning, the reward should be given as often as 

possible and as soon as possible after the desired behavior 

is exhibited. However, a variable interval schedule has been 

shown to be more powerful than a continuous schedule over the 

long run. (In other words, each person need not be rewarded 

each time the desired behavior occurs.) 

The issue of the odds of winning must be decided. The employees 

must feel they have a reasonable chance to win. In order to 

make the chance of winning more attractive, this type of reward 

program may be subdivided for smaller work units. 

The actual type of reward important. Although money 

may be a good reward, a prize that employees would not 

necessarily buy for themselves might also be appropriate. 

IMPROVED WORKING CONDITIONS 

Recent research on employee attendance suggests that absenteeism 

can be reduced by improving working conditions. Below, four methods 

of improving working conditions are described, including health, work 

redesign, employee participation, and flexible work schedules. 

Health-Related Programs 

Various working conditions have been associated with absenteeism 

caused by health problems and/or psychological stress. Although 

American managers, unlike their British counterparts, do not often 

explore this explanation for absenteeism, they would be well advised 

to do so. In particular, if substantially different rates of absenteeism 

exist between different occupational groups, working conditions should 

be investigated. 

Not all health- or stress-related problems are conspicuous and 

some problems may be more obvious than others. For example, illnesses 

resulting from rotating employees through a number of shifts may be 

less obvious than problems associated with handling heavy machinery. 

Research has shown that employees who are rotated frequently between 

1 
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I 
shifts often develop health- and stress-related problems (especially 

I 
gastrointestinal upsets and ulcers) due to the disruption of internal 

biological clocks.!' 

I 
From management's perspective, rotating shifts has long been 

perceived as an equitable solution for staffing 24-hour operations. 

With a rotating system, all employees share the disagreeable shifts- 

-they are not reserved for new employees with low seniority, often an 

I 
alternative strategy. However, the resulting absence rates suggest 

that innovative scheduling strategies may be advised. 

IA second type of health- or stress-related absence relates to the 

work place location and environment. Employees may feel threatened if 

the work place is in an unsafe location or has a highly disagreeable 

I 

environment. Such features as security, lighting, ventilation, and air 

quality affect employees' sense of well-being and ability to regularly 

attend. Absence may result from physical illness or morale problems. 

IWork Redesign 

Considerable research has been done on the relationship between 

I 
job satisfaction and employee absence. Although there are many views 

on whether or not people who are satisfied with their work are absent 

less often, the most recent research indicates that satisfied employees 

are absent less often than dissatisfied empioyees..J Consequently, it 

I 
is important for organizations to consider methods to increase employee 

satisfaction as a means of improving attendance. 

I 

I 

I 

I 

I 
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Research on work design intended to increase employee 

satisfaction, motivation, and productivity has identified five elements 

that, if built into jobs, can increase most workers' feelings of 

meaningfulness and responsibility..i These job elements are: 

skill variety - tasks that require employees to engage in 

activities that challenge or stretch their skills and 

abilities. 

task identity - employees find work more meaningful if a 

complete product or unit of service is worked on. 

task significance - employees find work more meaningful if the 

job has a substantial impact on the lives or work of other 

people. 

4/ Smith, M.J., Colligan, M.J., and Tasto, D.C. "Health and Safety 

Consequences of Shift Work in the Food Processing Industry." 

Ergonomics, 1982, 25(2):133-144. 

5/ Scott, K. 0., and Taylor, G.S., 1985. 

/ Hackman, 3. R. and Suttle, L. 3. Improving Life at Work. Goodyear 

Publishing Company, Santa Monica, California, 1977. 
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autonomy - employees feel more responsible for their work if 

it is viewed as depending on their own efforts, initiatives, 
and decisions rather than determined by detailed instructions 
or close supervision. 

feedback - jobs where employees receive direct and clear 
information about the effectiveness of their performance are 

perceived as more meaningful than those where such feedback 
is not received. 

In short, constructing jobs to provide employees knowledge of results 
(feedback), feelings of responsibility (autonomy), and feelings of 

meaningfulness (skill variety, task identity, and task significance) 
should increase employees' work motivation and satisfaction, and as a 

result decrease absenteeism and turnover. This concept has been termed 
,job enrichment or enlargement. 

Efforts to apply these concepts have shown certain limitations. 
First, they are sometimes expensive because production processes and 

layouts may need to be changed. Second, because job duties are expanded, 
employees may become less efficient. Ideally, gains in performance and 
quality should more than offset these added costs, but such gains do 

not always occur. Finally, there are many situations where technology 
and production processes severely limit the degree to which jobs can 

be enriched. 

Employee Participation/Involvement 

Another approach for making work more meaningful is to increase 
the employees' involvement with their work unit, department, and company 
through an employee participation program. This allows employees to 

be more directly involved and to use their knowledge and problem-solving 
skills to improve performance without necessarily making major changes 
in job design or the production process. 

Although programs which include employee involvement have 

received attention in the media, their actual usage, according to the 
1982 ASPA survey, is limited. Only 12 percent of the organizations 
surveyed reported using these programs to reduce absenteeism and no 

statistically significant difference in absence rates was reported by 
organizations that had these programs as compared to those that did not. 

Quality Circles 

Quality circles are a currently popular program that help 

structure employee participation. Quality circles are meetings of 

selected workers from similar or different levels in the organization 
who examine, discuss, and solve work-related problems. These programs 
are effective in instances where they are properly designed and 

implemented. Proponents claim that many meaningful and profitable 
suggstions result. Unfortunately, to date, there is no research which 
shows the effects of quality circles on absenteeism. However, research 
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on other, related programs suggests that a properly designed and 

implemented quality circle program would improve attendance. 

Scanlon Plans 

A similar committee structure concept, with formal committee 

meetings to encourage participation, is utilized in the Scanlon Plan. 

The Scanlon Plan is a labor-cost-savings program that aims at increasing 

efficiency by sharing savings with employees. The installation of a 

plan often requires significant changes in the culture of the 

organization since a great deal of participation and labor-management 

cooperation are required. 

There is no research that documents the effects of Scanlon Plans 

on absenteeism, although there are a number of informal case studies 

that report attendance improvement. In plants where a plan has been 

successfully implemented, absenteeism is often quite low since absence 

incidents represent increased labor costs which impact employee bonuses. 

Flexible Work Schedules 

Flex-time involves the flexible scheduling of work hours around 

a core time when all employees must be at work. One of the major reasons 

organizations implement flexible work schedules is to provide their 

employees the opportunity to attend to personal business without 

incurring absence. This type of work improvement program has been rated 

as an effective method of reducing absenteeism by personnel managers. 

This is consistent with the numerous articles written on the topic. 

However, although 21 percent of the firms in the ASPA survey reported 

using flex-time as a method of reducing absenteeism, there was no 

statistically significant difference in the absence rates of those 

organizations that used it and those that did not. Other research 

confirms the results of the survey, suggesting that the direct effects 

of the flex-time programs on absenteeism may be generally overstated. 

EMPLOYEE SUPPORT OR ASSISTANCE PROGRAMSLI 

Employee support or assistance programs (sometimes called EAPs) 

are efforts by an organization to address the causes of absence, which 

may include personal, marital, or familial problems; substance abuse; 

or related problems that impact an employee's effectiveness at work or 

ability to attend. 

7/ The discussion on Employee Assistance programs is drawn from the 

Needs Assessment and Guidelines for Implementing a Comprehensive 

Employee Assistance Program, prepared by Urban Resources 

Consultants, Inc., for the Detroit Department of Transportation 

and the Office of Transportation Management of the Urban Mass 

Transportation Administration, November 1979. 
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These programs have generally been developed out of a combination 

of concern for employee well-being and desire to reduce economic losses 

stemming from poor performance. Numerous corporations and labor unions 

have encouraged the development of employee assistence and 

rehabilitation programs such that in 1980, more than 1,200 such programs 

were in existence in the United States. In 1985, the American Public 

Transit Association conducted a national survey that identified 59 

transit systems that reported having a formal employee support or 

assistance program. The role of the employer is considered significant 

since next to family and intimates, their employer may be in closest 

contact with troubled employees. 

Most employee assistance programs attempt to identify or recognize 

troubled employees almost solely on the basis of job performance. 

Supervisors and foremen are trained to look for symptoms of decreased 

job performance, rather than to diagnose specific behavioral problems 

such as alcoholism. Supervisors and foremen are further trained to 

effectively interview or confront the troubled employees with the 

realities of their job performance and then to refer them to the 

appropriate resource. Diagnosis is usually handled by the medical 

staff, consultants, or, in some cases, the company psychologist or a 

counselor. The troubled employee, if necessary, is referred to a 

treatment center with the company stipulation that if recovery 

progresses, employment will be maintained. Often, even if the treatment 

requires hospitalization or inpatient residence at a treatment center, 

the company and/or union will maintain the troubled employee on salary 

or grant sick leave. 

The elements of an employee assistance program consist of the 

steps shown in Exhibit 11.1, derived from employee assistance programs 

already in existence. The strategies in the exhibit are based upon 

prior experiences in existing programs. 

PERSONNEL PROGRAMS WHICH SUPPORT ATTENDANCE IMPROVEMENT 

Personnel programs which help support attendance improvment I md ude: 

Accurate record-keeping and data monitoring may be the most 

critical program in this category, since it substantiates the 

reward or discipline of employees based on attendance records; 

and allows regular feedback on attendance performance to 

employees, supervisors, and management. 

New employee selection can help transit systems screen 

employees with attendance problems. Many organizations, 

however, are finding it increasingly difficult to obtain 

information on prior employment attendance records. 

I 
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IEXHIBIT 11.1 

IMPLEMENTATION STEPS AND STRATEGIES FOR EMPLOYEE ASSISTANCE PROGRAMS 

I 
Recognition 

I 
In most instances, the troubled employee will exhibit impaired job performance 

and absenteeism. These early but repeated signs--poor work, or patterned or 

suspicious absenteeism--are easily recognized in spite of efforts by the 

employee to conceal them. 

I 
Documentation of impaired performance sets the stage for intervention. Unlike 

I 
most other social relationships, the link between the employer and employee is 

contractual. Repeated instances of inadequate job performance constitute a 

breach of this contract. Where employees are represented by a labor union, 

such documentation is in accordance with procedure established by the labor 

contract. 

IConfrontation 

Impaired performance often occurs in employees who, having worked for years in 

one organization, have intense psychological as well as economic investments in 

their jobs. Confrontation of such an employee is often a momentous event when 

I fortified by evidence of inadequate job performance and the clear possibility 

that disciplinary action. This may precipitate a crisis which enables 

employees to recognize their problem--and the notion that the problem is 

I 
affecting job performance. 

Offer of Assistance 

The amount and kind of assistance offered depends on the capability and 

circumstances of the employer. Implementing a program to identify and help the 

I troubled employee may necessitate an investment in specialized personnel and 

procedures, additional supervisory training, and employee education. In many 

cases the program can be located in existing personnel or medical departments. 

In other cases the organization will need to establish an appropriate referral 

I 
route which will respect the employee's right to privacy at the same time that 

it assures proper counseling or treatment. Program development should 

consider: 

the potential resources available in the community, such as I. mental health clinics, alcohol treatment programs, AA, outpatient 

programs, and private physicians, psychiatrists, and 

psychologists; 

I. the organization's insurance and leave policies; 

basic interviewing and counseling techniques which will allow the 

organization to elicit relevant information from the troubled 

I 
employee and thus provide referral to the proper resource. 

Monitoring and Follow-Up 

I 
This consists of establishing a tracking system which extends from initiation 

to conclusion of an employee's involvement with the EAP. Such a monitoring and 

follow-up is essential, in that it allows management to review the overall 

performance of the program and permits evaluation of program effectiveness. 

SOURCE: Needs Assessment and Guidelines for Implementing a Comprehensive 

Employee Assistance Program, Urban Resources Consultants, Inc., 

November 1979. 
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I 
Employee orientation should inform new employees that good 

attendance is expected and describe the actions that will be 

taken for poor attendance. 

Periodic training of new and existing employees is critical 

to attendance program effectiveness. 
I 

Compensation practices should reinforce organizational 

objectives since pay practices have a major impact on employee 
behavior. 

Sick leave call-in and return-to-work requirements are 

necessary to document employee attendance. Although these 
programs may seem minor, they provide important information, 

and discourage employees from being absent. 

Information feedback provides employees with accurate S 
perceptions about their levels of absenteeism. Research has 

shown that employees who know their absence rates have lower 
levels of absenteeism than employees who estimate their absence 
rates. 

Many of the activities included in the above personnel programs are not 
I immediately associated with attendance improvement. 
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III. ASSESSMENTS OF EMPLOYEE ABSENCE, ATTENDANCE IMPROVEMENT 

INITIATIVES, AND POLICIES AND BENEFITS 

OF THE SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

This section is divided into three parts. The first part describes 

SCRTD's efforts, to date, to address the problem of employee absence. 

Special studies have been conducted by SCRTD to address transit operator 

and maintenance employee absence and the overtime in the SCRTD 

maintenance department. The 1982 triennial performance audit of SCRTD 

(conducted to comply with California law) considered employee absence. 

The second part of this section identifies a number of policies 

and programs implemented by SCRTD to address employee absenteeism and 

poor attendance patterns. These include discipline, incentive, and 

support programs. The final part of this section summarizes SCRTD's 

use of employee fringe benefits which may affect employee attendance. 

STUDIES TO ASSESS AND IMPROVE EMPLOYEE ATTENDANCE AT SCRTD 

Several studies have been conducted by SCRID or independent 

contractors to assess and improve employee attendance at SCRTD. The 

discussion which follows summarizes key aspects of four such studies: 

Operator Absenteeism, an SCRTD Management Services Section 

Report, January 1979 

Performance Audit of SCRTD, Phase II, Task 1 Audit Report, 

submitted by Simpson & Curtin Division of Booz-Allen & 

Hamilton, Inc. and Dave Consulting, Inc., March 1983 

A Study of Overtime in The Southern California Rapid Transit 

District Maintenance Department, prepared for SCRID, Essex 

Corporation, September 1983 

Evaluation of Absenteeism for the Maintenance Department of 

the Southern California Rapid Transit District, Friedland 

Psychological Associates, 1985 

The objective, scope, approach, key findings, and, as appropriate, 

recommendations of these studies are summarized below. 

Operator Absenteeism 

The study of operator absenteeism was conducted by SCRTD to 

analyze the nature and extent of absenteeism among SCRTD's bus operators 

and develop recommendations to improve employee attendance. The study 

md uded: 

Assessment of employee absence incidents using a questionnaire 

and recording of one year's absence data from October 1, 1977, 

to September 30, 1978. 
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A more detailed follow-up at two SCRTD divisions to profile 

operators with nine or more absence incidents in the past year. 

An analysis of the Transportation Department's personnel 

reports for the two-year period October 1976 to November 1978 

to assess issues of manpower and extraboard utilization, sick 

leave duration patterns, requested time off, and working on 

scheduled days off. 

Findings and Conclusions 

The findings focused on the nature and extent of vehicle-operator 

absence during the twelve-month period ending September 30, 1978. The 
total absence incidents (20,951) and average incidents per operator 

(5.1) were determined, as was the distribution of absences by frequency 

of incidents (i.e., 6 or less; 7 to 13; 14 or more) and by day of the 

week. A more detailed profile of the vehicle operator work force size, 

costs, and performance characteristics was presented of the vehicle 

operators with high absence at two of the divisions. 

Selected analyses of absence data were included in the report 

findings, including: 

a review of the changes in absence patterns that occurred 

following the introduction of a new discipline policy in 1977 

an assessment of the relationship of short-term absence of 

available operators and manpower status (the numbers of 

operators required) 

sick leave utilization patterns of employees 

Exhibit 111.1 summarizes the key conclusions of this study. 

Recommendations 

The study's recommendations were divided into three major areas: 

management prerogatives (improvements that would reduce absence with 

little cost); items for negotiation that could not be addressed under 

the existing contract; and items requiring further study. This final 

area includes significant changes from current policies and practices, 

including contract changes. Almost twenty specific recommendations 

were made. The recommendations are summarized below. 

Management Prerogatives. These recommendations aim at 

increasing management and employee awareness of the extent of 

the absence problem by: 

- improving the monitoring of and reporting on employee 

absence, and providing this information to employees, 

supervisors, and management 

I 
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IEXHIBIT 111.1 

SCRTD STUDY OF OPERATOR ABSENTEEISM: SUMMARY OF CONCLUSIONS 

I 
Nature and Extent of Bus (erator Absence 

I Bus operator absenteeism is widespread and severe. A total of approximately 

92.000 work days were lost by operators from October, 1977, to September, 

1978--or approximately 350 person-years lost. Of the 92,000 work days lost, 

20,440 days, or 22 percent, were lost due to 1-day sickness. 

I Cause of Bus ,erator Absence 

Bus operator absenteeism appears to be caused by: easy availability of 

scheduled and unscheduled overtime; little positive or negative encouragement 

I for coming to work; quality of supervision, and pre-employment screening; and 

desire for more leisure time and the increase of two-income families. 

I 
Short-term absenteeism appears to be a primary cause of manpower shortages, 

which can usually be reduced by having adequate manpower, and increased use of 

operators on their regular days off which may create a vicious cycle of more 

overtime and even more absenteeism. 

ICharacteristics of Absence Prone 

Problem operators with 14 or more absence instances in the past 12 months 

frequently seem to also have a miss-out problem. 

I 
Short-term absenteeism is somewhat linked with operators' rest days and 

strongly linked with Saturday and Sunday. Many operators seem to desire 3-day 

weekends. 

IThere is no correlation between poor attendance and low or high seniority. 

There is a polarization in the patterns of sick pay usage such that all or none 
of the available sick pay allowance is used. 

IAbsence Tren 

There were more instances of absence in 1978 than in 1975 but fewer than 1973. 

Fewer operators have poor attendance but also fewer operators have good 

l 
attendance. 

Discipline for Excessive Absence 

I 

The Transportation Department has no means of disciplining for excessive 

absenteeism, as a result of the arbitration. Consequently, action taken by 

managers has been limited to occasional counseling of operators with poor 
attendance. 

[I 

I 

I 
SOURCE: Operator Absenteeism, an SCCTD Management Services Section Report, 

January 1979. 
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- contacting employees by mail and then by telephone when 
they are sick 

- monitoring longer term illnesses more closely, at 7, 15, 

and 30-day intervals 

- stressing attendance during employee orientation and 

training and dismissing trainees with poor attendance 
records 

- counseling employees as prescribed by RTD's discipline 
pol icy 

- having top management stress the importance of attendance 
and enforcement of existing policies 

- developing a manpower planning capability to maintain 
appropriate bus operator staffing levels, to ensure 
availability of sufficient labor with less use of overtime 

- addressing the medical aspects of sick leave use through 

improved preemployment screening, verification of 

information from doctors, use of visiting nurses, and 

increased light duty 

Items for Negotiation. The items that would result in contract 
changes mostly deal with disciplining operators with excessive 
absence and therefore only affect employees with a very high 

number of absences. More positive initiatives that could be 

taken by management to encourage employees were also mentioned. 
Two other items were: 1) prohibition of overtime pay when an 

operator has not worked the full prior week, and 2) no 

additional sick pay benefits in the upcoming negotiations. 

Items for Further Study. These areas are either management 

prerogatives or may be negotiated in future labor agreements. 

They include: 

revising sick pay provisions so that they are viewed as a 

sick pay bank which protect employees from loss of income 

while sick and can accumulate to provide protection for 

longer-term illnesses 

- revising the scheduling of work to allow the following: 

more 8-hour assignments for vehicle operators, 40-hour 

four-day weeks, and greater use of part-time employees 

SCRTD Performance Audit U 

The triennial performance audit of SCRTD for 1980 through 1982 

conducted by Booz-Allen & Hamilton, Inc., and Dave Systems, Inc., 

addressed both vehicle operator and maintenance employee absence. The 
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audit estimated annual absence by type of employee (full-time vehicle 

I 
operator, part-time vehicle operator, and maintenance employee); type 

of absence (excluding vacations and holidays) with a more detailed 

breakdown of absence for vehicle operators than maintenance employees; 

and location (i.e., division) for the maintenance employees only. Key 

Ifindings and conclusions are presented below. 

SCRID Vehicle Operator Absence: Findings and Conclusions 

IThe overall conclusion of the performance audit with respect to 

vehicle operator absence was that, although attendance among SCRTD 

vehicle operators had generally improved, lost time continued to be a 

I costly problem. The 1982 estimate of the cost of vehicle operator 

absenteeism to SCRTD was at least $7.5 million and possibly as much as 

$12.5 million. It was estimated that potential annual cost savings of 

I 
$2.1 to $3.2 million might result from reducing absence for sick leave 

and requested time off by 30 percent. These estimates included savings 

in direct compensation or paid leave, as well as the indirect costs of 

Imaintaining a back-up work force to ensure schedule reliability. 

Exhibit 111.2, from the performance audit report shows that lost 

I 
time was highest among full-time vehicle operators. This group was 

absent, on average, about 32 person-days in 1982, exclusive of holidays 

and vacation. Full-time operator absence was broken down into three 

general classes, as follows: 

I. sick leave, including leave for industrial injuries, accounted 

for 50 to 59 percent of lost time between 1980 and 1982 

I. requested time off and use of operators for other positions 

accounted for 29 to 39 percent of lost time over the same period I. all other absences declined to 10.1 percent of total absences 

in 1982, from 12.5 percent in 1980 

I 
Part-time vehicle operators reportedly lost only about one-fifth 

as much time as their full-time counterparts. This marked difference 

in attendance from full-time operators is largely explained by two 

I 
factors: 

part-time operators were financially penalized for lost time 

I. a part-time operators performance was a major criterion for 

approval of transfer to full-time ranks 

I 
The performance audit report indicated that SCRTD's 

Transportation Department was aware of these attendance problems and 

was actively engaged in addressing them. However, the report cautioned 

SCRTD against concentrating on sick leave, at the expense of 

Iopportunities for improving manpower availability in general. 

I 
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EXHIBIT 111.2 

SCRTD PERFORMANCE AUDIT 
1980 - 1982 

DRIVER ABSENTEEISM AND OTHER LOST TIME 
(Days Per Person Per Year) 

Full-Time Drivers Part-Time Drivers 

Lost Time Category 1980 i2i 12Z 

Sick Leave 20.53 14.98 17.67 3.58 4.91 1.68 

Military Leave 0.26 0.30 0.27 0.11 0.17 0.10 

Absent Without Pay (AWOP) 2.64 2.05 1.90 1.06 1.11 0.98 

Suspended 1.45 1.09 1.04 1.08 0.72 1.39 

Requested Off 7.38 9.27 7.64 1.04 0.91 2.26 

Other Positions 2.60 2.30 3.37 0.00 0.00 0.00 

TOTAL 34.86 29.99 31.89 6.87 7.82 6.41 

Average No. of Drivers 4,253 4,315 4,168 278 384 348 

SOURCE: SCRTD Performance Audit Report, Phase II, Task 1 Audit Report, Booz-Allen & Hamilton, Inc. and Dave Consulting, March 1983. 
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SCRTD Maintenance Employee Absence: Findings and Conclusions 

The performance audit of SCRID maintenance employees addressed 

the overall growth in maintenance staffing, indicating that staffing 

growth had exceeded revenue equipment growth in recent years. Although 

the expansion was attributed, in part, to the increasing size and 

sophistication of the bus fleet, labor utilization (measured by 

absenteeism and industrial injuries) was viewed as a significant 

problem. As shown in Exhibit 111.3 the analysis addressed two general 

categories of maintenance employee absence: absent days per maintenance 

employee and industrial injuries per 100,000 employee hours. The 

conclusions of this evaluation were: 

Maintenance employee absenteeism remained high over the audit 

period. More specifically, maintenance employee absenteeism 

was considered a costly problem since the rate was on average 

more than 21 days per employee in FY82. Absenteeism varied 

substantially among divisions, from an estimated low of 18 

days lost per employee to a high of about 25 days with no 

division attaining the goal of 12 days absence per maintenance 

employee. The potential annual cost savings of attaining this 

goal were estimated to be $1.5 to $2.0 million. 

Industrial injuries were also high among SCRTD maintenance 

employees, far exceeding established goals. In 1982, 

maintenance industrial injuries were estimated at almost 18 

per 100,000 hours. Again, performance varied substantially 

by division with an estimated high of 32.5 injuries to a low 

of 8.8 injuries, per 100,000 hours worked. 

While the statistics are reported to have suggested that the goals 

for absenteeism and industrial injuries were too ambitious, performance 

in each of these areas was considered poor. 

Study of Overtime in SCRTD's Maintenance Department 

This study was completed for SCRTD in September 1983 by the Essex 
Corporation. A review of this study has been included in this project 

since the study investigated the effects overtime work has on employee 

productivity, safety, fatigue, and absenteeism. The study's four 

objectives were to: 

develop and pilot test a methodology for investigating the 

effect of working overtime on such work-related phenomena as 
absenteeism, sick leave, injuries, and productivity; 

provide a description of overtime usage and practices among 

the maintenance divisions chosen for the pilot study; 

develop a cost model to compare the relative costs of 

employees' working overtime or hiring- additional mechanics; 

B.23 



P 
r'.) 

Division 

2 

3 

5 

6 

7 

8 

9 

12 

15 

18 

Systemwide 

Goal 

EXHIBIT 111.3 

SCRTD PERFORMANCE AUDIT 
1980 - 1982 

MAINTENANCE ABSENTEEISM AND INDUSTRIAL INJURIES 

Absent Days per 
Maintenance Emolovee 

1980 1981 1982 (a) 

19.8 20.7 23.1 

32.7 23.3 24.7 

19.5 18.6 20.6 

16.0 18.8 21.6 

16.1 21.3 18.7 

22.1 21.5 21.2 

16.1 17.2 18.0 

17.6 17.2 18.7 

21.2 19.9 19.2 

15.9 13.7 22.3 

23.1 24.7 25.7 

20.0 19.7 21.1 

12.0 12.0 12.0 

(a) Estimated from 5 months' data. 
(b) Data adjusted to reflect injuries per 100,000 pay hours. 

Industrial Injuries 
er 100.000 Emolovee Hours 

1980 (b) 1981 1982 (a) 

21.4 23.5 32.5 

20.0 12.4 15.8 

24.6 11.2 10.1 

19.5 11.1 12.8 

29.3 12.0 12.7 

27.1 31.3 24.8 

17.9 19.3 9.9 

24.3 13.0 16.3 

11.5 16.9 31.3 

14.7 17.9 21.8 

19.9 11.8 8.8 

20.9 16.4 17.9 

0.0 0.0 2.0 

SOURCE: SCRTD Performance Audit Report, Phase II, Task 1 Audit Report, Booz, Allen & Hamilton, Inc. and Dave Consulting, 
March 1983. 
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develop recommendations for management of overtime in the 

maintenance department. 

The following discussion addresses issues pertaining to maintenance 

employee absence. 

The study included three methodologies for assessing and 

describing overtime. One of the methodologies involved comparing 52 

matched pairs of high and low users of overtime in terms of unexcused 

absences, tardiness, sick leave, injuries, and productivity. The idea 

behind using matched pairs was to compare employees with overtime to 

employees without overtime, and to test for bias of comparison by other 

factors. Pairs matched were similar in division worked, age, 

experience, classification, type of work being performed, shift, and 

sex. 

Using this approach, a one-week survey that identified reasons 

for overtime found that 50 percent of the overtime incidents were for 

replacement of sick/absent workers or for the completion of jobs in 

progress. The authors of the survey concluded that although it was 

clear that the proportion of overtime hours used for various purposes 

differed from division to division during the week of the survey, the 

data were not adequate to assess other relationships: those between 

overtime and unexcused absences, tardiness, injuries, and productivity. 

This was reportedly due to the brief study period and inconsistent use 

of the VMS system. Although adequate data were available regarding 

sick leave, no statistically reliable difference was found between the 

high and low overtime use pairs. 

The data analysis regarding sick leave use and overtime indicated 

that although there was no difference in the number of individual 

incidents of sick leave was observed, a greater number of experimental 

group mechanics had claimed sick leave than had control group mechanics. 

Furthermore, each incident resulted in more lost time in the 

experimental group than in the control group. However, none of these 

differences were statistically reliable. Therefore the results may be 

due to random error and do not conclusively demonstrate any relationship 

between overtime and sick leave. Similarly, the analysis of 

occupational injuries and overtime use did not include a large enough 

sample during the study period to be conclusive. 

Two of the study's recommendations related to issues of employee 

absence. 

The study recommended first that SCRID conduct an analysis of 

accidents and injuries in relation to maintenance job 

characteristics. Such an analysis could identify both major 

and minor safety problems to be corrected and heighten overall 

awareness of safety and health matters. 

Second, SCRTD should investigate the overtime authorization 

practices and polices to address such issues as employees 
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working on their day off at premium rates when they have not 
worked a full week because of vacation, holiday, sickness, or 
unexcused absence. 

It was suggested that SCRTD might, from both of these analyses, develop 
policies that would reduce both employee absence and overtime. 

Evaluation of Maintenance Department Absenteeism 

This study, completed in February 1985, was conducted by Friedland 
Psychological Associates, Inc. The study was based on absence data 
collected on a random sample of SCRTD maintenance employees. The study 
report discussed the pervasiveness and costliness of employee absence 
and commended SCRTD for examining the issues underlying absence in more 
detail. Some data on absence rates from other, largely public sector 
California institutions was presented, along with selections from the 
body of national and international research that has been conducted on 
the topic. The research considered many characteristics of absenteeism 
including potential causes and remedies. 

Data Collection and Analysis 

Absence data were gathered from personnel files for a random 
sample of SCRTD maintenance employees and a questionnaire was developed 
and administered to these employees in scheduled group sessions. The 
group sessions were used to avoid the problems of low response rate and 
literacy problems that have been observed in previous studies. The 
questionnaire consisted of 141 questions. 

The first 72 questions consisted of the Job Descriptive Index 
which addressed issues of job satisfaction. The second section 
addressed sick-time policies including questions on awareness of the 
union contract provisions regarding absenteeism. Four of the questions 
dealt with issues such as whether the employee kept a monthly record 
of the number of hours absent from work, whether the employee had ever 
read the District's policy on sick leave, and whether the employee had 
ever been told he or she had been using too much sick time. 

The third and fourth sections of the questionnaire focused on 

employee attitudes concerning the use of rewards and penalties to reduce 
absences. The possible rewards and penalties described in these items 
were taken from previous research on absenteeism. The fifth section 
inquired about the employee's recollection of how much sick time and 
overtime he or she had used during 1983. In addition, employees were 
asked a series of questions concerning their opinions of what other 
employees used sick leave for and why other employees took time off 
without pay. The final section of the questionnaire asked a series of 
demographic questions, such as: sex, ethnic status, marital status, 
shift, age, number of children, smoking, drinking, and a variety of 
other issues. 
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Of the 693 employees randomly selected to participate in the 

survey, 381 completed the questionnaire. Absence data were collected 

I and analyzed for these employees so that absence data could be analyzed 

together with the survey responses. 

IConclusions and Recommendations 

The key conclusions of the study addressed the absence levels, 

in particular sick leave use; the correlation of attendance performance 

I and the job satisfaction and the demographic variables describing 

employees; the importance of rewards; and the effects of penalties on 

Iattendance. More specifically, the conclusions indicated: 

Use. A high rate of absenteeism was found, with the average 

number of sick-leave hours exceeding the maximum annual sick- 

Ileave allowance. Some of the more detailed findings were: 

- attendants tended to use more sick leave than did other 

Umaintenance employees 

- differences in absence by divisions were not statistically 

I 

significant 

- single employees tended to have more incidents and hours 

of sick leave than did married employees 

I- employees who kept a monthly record of their absences had 

slightly less absence 

- while the day shift had a somewhat higher absence rate, 

however neither of these findings were statistically 

significant 

I Correlation with demographic variables and job satisfaction. 

Absenteeism was found to be significantly correlated with the 

following variables: 

- age: older workers were absent less than younger employees 

I 
- tenure: longer tenured employees were absent less often 

that shorter tenured employees 

travel time to work: employees with a longer drive to work I- tended to take leave, family illness, and be absent without 
permission more than were those with shorter trips to work. 

(There was no apparent relationship between travel time and 

I sick leave, however.) 

- marital status: single employees were absent more than 

were married employees 

I 

I 
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- cigarette smoking: the more cigarettes per day employees 
smoked, the more incidents they tended to have for sick 

time, leaves, family illness, and on-the-job injury 

- drinks: the more drinks per day reported by employees, the 
more incidents of sik leave, absence without permission, 

on-the-job injury, and total incidents they reported 

number of children living at home: although employees with 

more children living at home tended to have more incidents 
of family illness than did others, no correlation was found 
between this variable and any other absence category 

- job satisfaction: a number of significant relationships 
were found between job satisfaction and absence incidents 

Overall level of job satisfaction. The overall satisfaction 

scores were low relative to norms. The study hypothesized 
that since job satisfaction correlated significantly with 
absenteeism, increased job satisfaction would result in some 

reduction of absenteeism. 

Rewards. Employees in the sample seemed to favor rewards which 
would pay them more money or give them additional time off in 

exchange for lower absenteeism. 

Penalties. The responses suggested employees believe that 

penalties which formally affect employment status, such as 

suspension or discharge, would reduce absenteeism the most and 
that one-on-one counseling by the immediate supervisor can be 

an effective tool for reducing absenteeism. 

Exhibit 111.4 summarizes the recommendations from the Friedland 
Psychological Associates Evaluation of SCRID Maintenance Department 
Absenteeism. A variety of recommendations was presented, since employee 
absence is a complex problem requiring multiple strategies. 

SCRTD ATTENDANCE POLICIES AND PROGRAMS 

The design and development of an incentive attendance improvement 
program require an understanding of any policies and programs that now 

exist at SCRTD that may influence the effectiveness of the new attendance 

incentive program. This section of the report discusses the employee 

discipline, incentive, and support programs that exist at SCRTD. 

Policies for Disciplining Employees for Absence 

There are two types of discipline policies addressing employee 

attendance at SCRTD. The first type is administered under the collective 

bargaining agreement between the SCRTD and the employees (operators) 

represented by the UTU. The second type is outlined by SCRID's Personnel 
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EXHIBIT 111.4 

RECOMMENDATIONS TO REDUCE SCRTD MAINTENANCE EMPLOYEE ABSENTEEISM 

Stervisory Responsibility 

Tracking of Absenteeism: Standards for supervisory action based upon the level 

of usage should be developed and supervisors should be periodically provided 

with absenteeism reports on the employees under their supervision. 

Supervisory Training: Supervisors should receive training in absenteeism 

counseling methods. 

Progressive Discipline: A clearly defined and uniformly applied program of 

progressive discipline should be continued. 

Coals of Supervisors: Supervisors should have absenteeism reduction goals for 

their work units. Attainment of these goals should be considered in conducting 

performance evaluations of supervisors. 

Awards and Recognition: Reduced absenteeism should be recognized by awards and 

success in reducing absenteeism should be publicized in the department. 

Demographic Factors 

Cigarettes: A smoking cessation program should be made available and promoted 

to employees. 

Drinking: A program of counseling for alcohol, drug, and personal problems 

should be instituted. 

Driving Time to Work: Increased attempts should be made to assign employees 

close to their homes. 

Incentives 

Buy-Back: Employees should have a choice of carrying all of their unused sick 

leave over into the next year or of being paid for a specified portion of the 

unused accumulated sick leave. 

Recognition: Tangible awards and public recognition should be given to 

employees and work groups for reduced absenteeism. 

Penalties 

Progressive Discipline: A program of progressive discipline should be 

maintained to control absence abuse. 

Eligibility to Work Overtime: Acceptable attendance should be a condition for 

eligibility to work overtime. 

Pay Increases: Acceptable attendance should be a factor in decisions to grant 

pay increases. 

Counseling by Supervisor: Supervisors should counsel employees whose absences 

reach an unacceptable level. The level of absenteeism triggering counseling 

should be defined to ensure consistency of application. 

Employee Involvement 

Department Newsletter: The Department should publish a newsletter in which 

articles about employees are a major focus. 

Programs for Employees: The number and variety of programs of interest to 

employees that may provide opportunities for employees to socialize with each 

other and with their supervisors should be increased. 
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EXHIBIT 111.4 (Continued) 

Health Progra.s 

Counseling for Substance Abuse and Personal Problems: The Department should 
increase efforts to provide counseling for employees with alcohol, drug or 
personal problems. 

Smoking Cessation Program: A voluntary smoking cessation program should be 

made available to employees. 

Pilot Exercise Program: A pilot program offering an on-site exercise program 
should be initiated on a trial basis. 

Publicizing the Results of the Present Study 

Since any effort to reduce absenteeism requires employee cooperation, the 
results of the present study should be publicized to Department employees and 
the union. Employees and union management should be made aware of the 
dimensions of the absenteeism problem and the need to address it. 

Further Research 

Assess changes in absenteeism subsequent to adoption of the 
recommendations. 

Repeat the job satisfaction survey in one year to assess changes in 

employee attitudes. 

Evaluate absenteeism in other departments of SCRTD. 

SOURCE: Evaluation of Absenteeism for the Maintenance Department of the 
Southern California Rapid Transit District, Friedland Psychological 
Associafes 1985. 
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Department and covers all employees except those represented by the 

I 
UTU. Both policies include progressive discipline for excessive absence 

and both address misconduct. 

I 

UTU Agreement 

Article 27, Discipline Rule, of the SCRTD-UTU labor agreement 

describes the basis for employee discipline. Specifically related to 

I 
attendance, the article defines absences that are excluded or excused 

from disciplinary procedures, the type of discipline or punitive action 

to be taken through a progressive discipline process, and actions 

I 
employees can take to expunge previous absences from their attendance 

records. 

Under the existing policy, excessive absenteeism may cause an 

I 
employee to be suspended or discharged. The absences that are excluded 

from consideration in determining whether or not an employee is 

excessively absent include: 

I. jury duty 

I. military leave 

court appearances under subpoena 

I 
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medical appointments with 48 hours notice and proof of visit 

bereavement leave 

day of admission of immediate family member to hospital 

removal from service by recommendation of the SCRTD's doctor 

occupational injury or illness 

earthquake, fire, or flood if employee is personally affected 

absences authorized by the Division Manager 

Progressive discipline is applied in the following manner for 

absence incidents in a rolling six-month period: 

After the 6th absence incident, an employee may be counselled. 

After the 7th absence incident, an employee is subject to a 

three-day suspension without pay. 

After the 8th absence incident, an employee is subject to 

employment termination. 

Entries concerning an employees absence recorded one year or more ago 

are not be considered in any disciplinary action. 
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Tardiness of operators is not counted as absenteeism. Rather, 
tardiness is considered independently with a separate schedule of 

progressive discipline. Operators are not charged with an incident of 
tardiness (called a missout) if they call the Division, for reasons of 

illness, at least 40 minutes before their scheduled report time. 

Discipline is applied in the following manner for tardiness incidents 
in a floating six-month period: 

1st Missout-Caution 

2nd Missout-Warning 

3rd Missout-Counselling with training and assessment 

4th Missout-Two-day suspension without pay 

5th Missout-Three-day suspension without pay 

6th Missout-Subject to discharge 

A period of 90 days between missouts clears an operator's record of all 
previous missouts. 

If an operator is absent without permission (AWOP), the Agreement 

Article provides for a one-day suspension of the operator without pay. 
Two AWOPs within a period of one year provides for two days of suspension; 

three AWOPs within a year subject an employee to discharge. 

SCRID Attendance Polic 

Bulletin No. 85-16 issued by the Personnel Department on October 

22, 1985, provides an attendance policy covering all SCRTD employees 
except those represented by the UTU. The policy states that employees 
with excessive absences shall be subject to progressive discipline 
including suspension and discharge. 

Excessive discipline is defined by the policy as six or more 

incidents of absence in a rolling six-month period or three or more 

absence incidents with a total lost work time of 60 or more hours in a 

floating six-month period. Two incidents of tardiness, defined as less 

than one hour at the beginning of a work shift, are counted as one 

absence incident. 

The policy does not count vacation, holidays, military leave, 

bereavement leave, "off with permission," and industrial injuries as 

incidents of absence. It does permit employees to work before or after 

their regular work hours, under appropriate supervision, but not at 

overtime premium, to make up for time taken on the same day for a medical 

appointment. "Off with permission" provides for employees to be absent 

without pay when they need time off for an emergency or special event 

but have no accrued leave time to use. "Off with permission" is granted 
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only to excellent employees with satisfactory attendance records and 

only when the department workload can accommodate their absence. 

Incentive Policies and Programs for Employee Attendance 

The incentive policies and programs of SCRTD that may affect 

employee attendance can be divided into five areas. These are as 

fol lows: 

Employee of the Month and/or of the Year 

Operator Recognition (In Pursuit of Excellence) 

Equipment Maintenance Recognition Program (Achieving 
Superiority Through Quality and Productivity) 

Safety Awards 

Other Policies and Agreements 

The content of these policies and programs is summarized below. 

Employee of the Month and/or of the Year 

Different divisions and departments have awards earned and 

presented to employees with outstanding performance records. 

Operator of the Month/Year - To be eligible for the monthly 

award, bus operators compete on the basis of accidents, 

commendations, missouts, and absences. The annual award is 

given to the most outstanding of the twelve monthly award 

winners. The cash awards are $50.00 to the monthly winners 

and $250.00 to the annual winner. All winners receive a 

certificate of recognition, presented before the Board of 

Directors. 

Maintenance Employee of the Month - To be eligible for this 

monthly award, the candidate must have an excellent attendance 

record and outstanding qualities as attested in a letter 

written by the Division Manager. The eligible employee may be 

a mechanic, service attendant, or clerk in the Maintenance 

Department. The award consists of $50.00 cash and a 

certificate of recognition, presented before the Board of 

Directors. 

Telephone Information Operator of the Month - To be eligible 

for this monthly award, the telephone information operator 

must have both the best attendance and the best productivity 

record in the Telephone Information Section of the Customer 

Relations Department. The Telephone Information Operator of 

the Month Award consists of $50.00 in cash and a certificate 

of recognition, presented before the Board of Directors. 
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In addition, a number of other departments, such as Transit Police and 

Personnel, have implemented Employee of the Quarter programs to reward 

exceptional performance. 

Operator Recognition (In Pursuit of Excellence) 

The Transportation Department provides for four separate awards 

to bus operators. 

Annual Outstanding Operator Award - All operators who achieve 

specific performance standards in both attendance and 

operations will be eligible for this award, the highest award 

offered. The award includes recognition, a bonus day off, 

$50.00 cash, and an Outstanding Operator" patch. 

Annual Meritorious Operator Award - To receive a Meritorious 

Operator Award, an operator must meet standards in attendance 
or in operations. All operators who achieve the standards 
will qualify for recognition (Headway coverage), a 

presentation on Operator Recognition Day, and a cash award of 

$25.00. 

Monthly Manager's Award - Each Division Manager selects 

recipient, based upon operator's overall records. Managers 
will consider sickness, rnissouts, suspensions, accidents, 

passenger complaints and/or commendations, and rule 

violations. Consideration also will be given to those 

operators who have shown improvement. Operators may receive 
this award only once. The award includes recognition and 

$35.00 cash. 

Monthly Operator Recognition Sweepstakes - To be eligible for 

the Monthly Operator Sweepstakes, operators must meet 
attendance standards for a calendar month. The award includes 

recognition and a $100.00 cash award. 

Equipment Maintenance Recognition Program (Achieving Superiority 

Through Quality and Productivity) 

The Equipment and Maintenance Department provides for various 

awards to maintenance personnel employed, by divisions and sections. 

Operating Divisions - All operating divisions compete against 

each other for quarterly awards and prizes based on the 

greatest total percentage of improvement by division in areas 

such as absenteeism, occupational injuries, and operating 

reliability and quality measures related to maintenance 
performance. Managers and supervisors receive cash awards 

ranging from $100.00 to $250.00. Each winning division 

employee is eligible, provided he or she satisfies certain 

criteria, for one of seven raffle prizes consisting of weekend 

trips, tickets to shows or sporting events, and restaurant 
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dinners. To be eligible, an employee must have perfect 

attendance, no chargeable occupational injuries, no chargeable 

vehicle accidents, and no disciplinary actions recorded in 

personnel file. 

1 
. Central Maintenance Facility - The Mechanical Shop, the Body 

Shop, the Support Shop, and the Production Control Shops 

compete against each other for quarterly awards and prizes 

I 
based on the greatest percentage of improvement in areas such 

as absenteeism, occupational injuries, and other productivity 

and safety measures. Supervisors from the winning shop receive 

I 
cash awards ranging from $100 to $150.00. Like winning 

division employees, winning shop employees are eligible for 

raffle prizes of the same type and eligibility again depends 

on the same individual performance criteria. 

I. Maintenance General - The division is divided into three 

sections: Administration/Labor, Programs and Planning, and 

I 
Other. A potential Employee of the Quarter is selected from 

each section by the section supervisor, based on criteria 

similar to the other equipment maintenance divisions. A 

I 

committee selects an Employee of the Quarter from the three 

candidates. The Employee of the Quarter receives a $150.00 

cash award and a plaque. 

Division 4 The division is divided into two sections: Revenue I. and Non-Revenue. A potential Employee of the Quarter is 

selected from each section by the section supervisor, based 

criteria similar to the other equipment maintenance Ion 

divisions. A committee selects an Employee of the Quarter 

from the two candidates. The Employee of the Quarter receives 

a $150.00 cash award and a plaque. 

I. Equipment Engineering - The division is divided into two 

sections: Equipment Engineering and Quality Assurance. The 

Employee of the Quarter is selected using criteria and 

I selection procedures similar to Maintenance General and 

Division 4, and receives a $150.00 cash award and a plaque. I. Yearly Awards - At the end of the year, two trips to Hawaii 

are raffled off, one to contract employees and the other to 

non-contract employees. Eligibility for the award is based 

having worked at a division or shop at the time in which Ion 

the division or shop won a quarterly award or having won an 

Employee of the Quarter award. 

Safety Award 

All permanent, full-time maintenance employees, transportation 

I 
employees, supervisors and instructors, transit police, and 

telecommunications employees are eligible for this award. This award 

is given for safe work performance, that is for accumulated (not 

I 
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consecutive) accident-free years with no preventable accidents or 

injuries, measured in one-year increments . The award emphasizes 
milestone years in five-year increments with jewelry of increasing value 
being awarded every fifth year, and certificates awarded on the between 
years. The awards for maintenance and safety employees are made during 
the annual Safety Award luncheons held at each division. I 

Other Policies and Agreements 

Other SCRTD policies and labor agreement provisions provide I 
incentives toward the reduction of employee absence. 

Certain administrative policies of SCRTD are incentives toward 
reducing employee absence. Employees must provide: 

- a medical release when a sick absence incident exceeds five 
consecutive working days 

- a physician's statement with every incident of sick absence 
when the employee's absences are excessive 

A significant attendance incentive for non-operator employees 
is contained in the BRAC labor agreement. Article 36, Sick 
Leave, of the agreement makes provision for employees to 

annually "cash in" all but 80 hours of their accrued sick leave 
at the rate of 75 percent of face value. 

I 
Employee Assistance Program 

SCRID offers a self-help employee assistance program for its I 
employees who may desire advice and guidance to resolve personal 
problems affecting work performance. Limited counseling sessions are 

free but financial assistance is available under certain circumstances 
I or benefit plans. 

SCRTD EMPLOYEE BENEFITS THAT AFFECT EMPLOYEE ATTENDANCE I 
SCRTD employees receive numerous fringe benefits that are 

generally described in labor agreements or policy documents. This 
section of the report contains a brief comparative description, in 

tabular format, of fringe benefits that may affect employee attendance. 
This information may be a useful future reference in the design and 

development of incentive attendance improvement policies and programs. 

This review of benefits begins with four exhibits that summarize 
the majority of SCRTD's fringe benefits pertaining to employee 
attendance. The exhibits are followed by a brief review of the fringe 
benefits that relate to long-term injury or illness. 
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SCRID Employee Benefits for Represented and Non-Represented Employees 

Exhibits 111.5, 111.6, 111.7, and 111.8 provide summary 

information on the sick leave, leaves of absence, holiday, and vacation 

benefits of SCRTD's represented and non-represented employees. 

Benefits for Long-Term Injury or Illness 

I 
The discussion below highlights the employee benefits from long- 

term injury and illness including: state disability insurance, workers' 

compensation, and long-term disability. 

IState Disability Insurance 

I 

I 

I 
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All SCRTD employees, when sick or injured off the job, are eligible 

for benefits under the State of California Disability Insurance Program. 

Benefit payments may be made in conjunction with sick leave or workers' 

compensation to offset any loss of regular pay, where applicable. 

Combined benefits and wages are limited to regular wages, less overtime, 

received immediately before the disability or illness. Maximum benefits 

are generally limited to 52 weeks and the amount is based on qualified 

prior period earnings. 

Workers' Compensation 

All SCRTD employees, regardless of tenure, are eligible for 

benefits under the California Workers' Compensation Law when injuries 

are caused by their job. Under this program, SCRTD pays employees for 

all necessary medical treatment and for all time lost, at the benefit 

rates provided under the Workers' Compensation Act. 

Long-Term Disability 

Full-time non-contract employees, regardless of tenure, are 

eligible to receive long-term disability benefits after six continuous 

months from the date total disability commenced. The disability may 

have resulted from an accident on or off the job or sickness. Monthly 
benefits are limited to 60 percent of regular monthly earnings at the 

time of disability and a maximum monthly payment of $3,000. Any other 

benefits received in conjunction with the disability are included in 

the maximum limitation. 
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EXHIBIT 111.5 

SICK LEAVE BENEFITS BY EMPLOYEE REPRESENTATION 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

Years of Annual 
Service Sick Hours 

ATU Paid beginning 2nd day except paid on 1-2 48 first day when hospitalized. Maximum 2-3 56 
accumulation of 1,696 hours. 100% of unused 3-4 64 
sick leave paid upon employee's retirement. 4-5 72 

5+ 96 

BRAC Paid from 1st day. Maximum 1-4 40 
accumulation of 1,280 hours. 75% of unused 4-7 80 
sick leave paid upon employee's retirement. 7+ 160 
75% cash-in of over 80 accrued hours annually. 

Non Contract - Paid from first day. Maximum 0-3 48 
accumulation of 1,680 hours. 75% of unused 3-7 80 
sick leave paid upon employee's retirement. 7+ 173.33 

Teamsters Paid from first day. Maximum 0-4 48 
accumulation of 1,680 hours. 75% of unused 3rd Anniv. +32 
sick leave paid upon employee's retirement. 4-7 80 

7+ 173.33 

TPOA - Paid from first day. Maximum 0-4 48 
accumulation of 1,680 hours. 75% of unused 3rd Anniv. +32 
sick leave paid upon employee's retirement. 4-7 80 

7+ 173.33 

UTU - Paid beginning 2nd day up to 10 1-2 48 
consecutive days, then paid for first day or 2-3 56 
when hospitalized. Maximum accumulation of 3-4 64 
2,120 hours. 75% of unused sick leave paid 4-5 72 
upon employee's retirement. 5+ 96 

SOURCE: Southern California Rapid Transit District 
Labor Agreements and Non-Contract Employee Manual, as of January 1, 1986. 
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EXHIBIT 111.6 

I 
LEAVES OF ABSENCE BENEFITS BY EMPLOYEE REPRESENTATION 

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

ATU Employees granted leaves up to 90 days without pay for good cause. 
Bereavement leave of 3 days w/pay for immediate family death; 5 days outside 
state. Military leave for short periods of training. Maternity leave up to one 

I year. Two 15-minute breaks each shift. Differential pay for jury duty. 

I 
BRAC Employees granted leaves up to 90 days without pay and without loss 
of seniority in one-year period; up to 24 months due to illness or injury. Military 
leave with pay for a maximum period of 30 calendar days. Bereavement leave 
with pay: 3 days for immediate family death; 5 days outside state. Two 15- 

I minute breaks. Differential pay for jury duty. 

INon Contract Employees may be granted leaves for more than six months 
without pay if approved by Board of Directors; lesser periods of time approved 
by Department head, Director of Personnel and/or General Manager. Military 

I 
leave with pay for a maximum period of 30 calendar days. vlaternity leave 
treated as physical disability. Bereavement leave of 3 consecutive days with 
pay for immediate family death. Differential pay for jury duty. 

Teamsters Employees granted leaves up to 15 days without pay with no loss 
of benefits for illness in family and personal emergencies; may use accrued 

1 
vacation and/or floating holidays to receive pay. Leaves from 16-90 days continue 
to accrue benefits but employee must pay their portion of insurance premiums 
when no pay is earned. Leaves up to two years in the event of illness or 
accidents. Bereavement leave of 3 days with pay; may use up to 5 additional ' 
days of accrued floating holidays and vacation in conjunction with leave. Military 
leave with pay for periods up to 30 calendar days. Maternity leave granted as 
disability leave of absence; treated as an illness. Differential pay for jury duty. 

TPOA Same as Teamsters. 

I 
UTU Employees granted leaves up to 90 days without pay for good reason in 
any year period without loss of seniority; up to 24 months for illness or injury. 

I Bereavement leave of 3 days with pay. Military leaves with pay up to 30 
calendar days. Maternity leave up to one year without loss of seniority. Jury 
duty, payment of wages for regular scheduled work assignment; time and one- 

Ihalf on day off. 

I 
SOURCE: Southern California Rapid Transit District 

Labor Agreements and Non-Contract Employee Manual, as of January 1, 1986. 
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EXHIBIT 111.7 

HOLIDAY BENEFITS BY EMPLOYEE REPRESENTATION 
SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT 

LI 

n 
H 

ATU - (12) New Year's Day, Memorial Day, Independence Day, Labor Day, 
Thanksgiving, Christmas, Employee's Birthday, Employee's Anniversary Date, and 
four "floating holidays" which includes one in lieu of Dr. Martin Luther King, 
Jr.'s Birthday. 

BRAC (12) New Year's Day, Memorial Day, Independence Day, Labor Day, 
Thanksgiving, Christmas, Employee's Birthday, Employee's Anniversary Date, and 
four "floating holidays." 

I Non-Contract (8) New Year's Day, Memorial Day, Independence Day, Labor 
Day, Thanksgiving, Christmas, Employee's Birthday, Employee's Anniversary Date. 

Teamsters (13) New Year's Day, Dr. Martin Luther King, Jr.'s Birthday, 
Memorial Day, Independence Day, Labor Day, Thanksgiving, Christmas, Employee's 
Birthday, Employee's Anniversary Date, and four "floating holidays." 

TPOA (12) New Year's Day, Memorial Day, Independence Day, Labor Day, I Thanksgiving, Christmas, Employee's Birthday, Employment Anniversary, and four 
"floating holidays." 

IJTU - (12) New Year's Day, Memorial Day, Independence Day, Labor Day, 
Veteran's Day, Thanksgiving, Christmas, Employee's Birthday, Employee's 
Anniversary Date, and three "bonus holidays." 

SOURCE: Southern California Rapid Transit District 
I Labor Agreements and Non-Contract Employee Manual, as of January 1, 1986. 
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EXHIBIT 111.8 

VACATION BENEFITS BY EMPLOYEE REPRESENTATION 
SOLITHERN CALIFORNIA RAPID TRANSIT DISTRICT 

Years of Annual 
Service Vacation Days 

ATU Employees absent for more than 85 1-5 10 
working days during year are entitled to 5-10 15 
only 1/12 of their normal vacation for each 10-15 20 
month worked. 15-26 25 

26+ 30 

BRAC Employees absent for more than 40 working 1-5 10 
days during year are entitled to only 1/12 5-10 15 
of their normal vacation for each month worked. 10-15 20 

15-20 25 
20+ 30 

Non-Contract - Payoff or cash-in of unused weeks 0-4 16 
at 100% of pay value so long as two full weeks 4-9 21 
were taken in previous year. Only 5096 of accrued 9-14 26 
vacations may be cashed-in. 14-25 31 

25+ 36 

Teamsters Employees absent for more than 1-5 10 
100 working days during year are entitled to 5-10 15 
only 1/12 of their normal vacation for each 10-15 20 
month worked. 15-26 25 

26+ 30 

TPOA Employees absent for more than 100 1-5 10 
working days during year are entitled to only 5-10 15 
1/12 of their normal vacation for each month 10-15 20 
worked. 15-26 25 

26+ 30 

EJTU - Employees absent for more than 100 1-5 10 
working days during year are entitled to only 5-10 15 
1/12 of their normal vacation for each month 10-17 20 
worked. 17-26 25 

26+ 30 

SOURCE: Southern California Rapid Transit District 
Labor Agreements and Non-Contract Employee Manual, as of January 1, 1986. 
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IV. INCENTIVE PROGRAMS USED BY TRANSIT SYSTEMS 

TO IMPROVE EMPLOYEE ATTENDANCE 

I 
This section focuses on U.S. transit systems' use of incentive 

programs to improve employee attendance. The first part of the section 

reviews the results of several key national studies. Each of the five 

studies reviewed was initiated out of a general concern for improved 

I 
productivity and performance in the U.S. transit industry. These 

studies not only addressed various attendance incentives but considered 

other efforts to improve employee attendance and performance overall. 

IThe second part of this section reviews the attendance incentive 

programs in use in 1985 that were described to the American Public 

Transit Association (APTA) in APTA's annual survey of efficiency 

Iincentive plans. 

INATIONAL STUDIES ON ATTENDANCE IMPROVEMENT AND THE USE OF INCENTIVES 

Between 1980 and 1985, at least five significant national studies 

I 
were conducted that addressed the need to improve productivity and 

performance in the U.S. transit industry. Each of these studies, to a 

greater or lesser extent, addressed the problems resulting from employee 

absence and each considered the use of incentives to improve 

Iperformance. The studies were: 

Study of Operator Absenteeism and Workers' Compensation Trends 

in the Urban Mass Transportation Industry, conducted by the 

I Port Authority of Allegheny County (Pittsburgh), for the Urban 

Mass Transportation Administration of the U.S. Department of 

Transportation, March 1980. 

I Operator Absence in the Transit Industry, prepared by the 

Pennsylvania Transportation Institute for the Urban Mass 

Transportation Administration of the U.S. Department of 

I Transportation, October 1983. I. Assessment of Quality-of-Work-Life Programs for the Transit 

Industry, prepared by Susan G. Clark, Kathleen D. Warren, and 

George Greisinger for the Transportation Research Board of the 

National Research Council, December 1983. 

I. The Influence of Financial Incentive Programs on Employee 

Performance and Organizational Productivity Within the Mass 

Transit Industry, prepared by Virginia Polytechnic Institute 

I and State University for the Urban Mass Transportation 

Administration of the U.S. Department of Transportation, 

November 1984. 

I Cooperative Initiatives in Transit Labor-Management 

Relationships, prepared by 3ay A. Smith, Jr., Kenneth M. 

I 

I 



Jennings, and Earle C. Traynham for the Urban Mass 

Transportation Administration of the U.S. Department of 

Transportation, June 1985. 

The following abstracts of these five reports focus on employee 

absence and the use of incentives to improve attendance and performance. 

Study of Operator Absenteeism and Workers' Compensation Trends 

The Port Authority of Allegheny County, also called Port Authority 

Transit (PAT), received a federal grant to study absenteeism and 

workers' compensation trends in the transit industry. The study 

included six tasks: 

review of absenteeism literature 

survey transit systems on employee absence 

interview managers, labor representatives, and/or operators 

on employee absence and strategies for improving attendance 

conduct a workshop with transit managers, labor 

representatives, and consultants from the fields of industrial 

psychology, labor relations law, and transit management, to 

review the data that had been collected 

analyze the survey data 

develop and document findings and recommendations 

The study, which was conducted to document absence trends, assess the 

costs, and identify methods of reducing absenteeism and its costs, made 

clear the severity of the absence problem in the U.S. transit industry. 

Research Findings 

The research focused on vehicle operator absence. The study 

determined that operator absence of all types other than holidays and 

vacations averaged 29 days per operator per year in 1978. The two 

principal absence categories studied, sick leave and job-related injury 

leave, had increased by 24 percent and 248 percent, respectively, 

between 1974 and 1978. Identifiable costs of operator absence totaled 

approximately $187 million, or $1,780 per operator per year. Absences 

of other employees, although lower, were estimated to add one-third 

more to these costs. Exhibit IV.1 summarizes both the extent and the 

cost of vehicle operator absence as reported in this study. 

The research effort found that the transit industry had addressed 

the problem of absence aggressively. Almost all transit systems had a 
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EXHIBIT IV.1 

EXTENT AND COST OF VEHICLE OPERATOR ABSENTEEISM: 1978 

AWOL 

Unpaid Sick Leave 
(35%) 

EXTENT OF OPERATOR ABSENCE 

Requested \ Other Excused Absence 

JoRelated 

Sick Leave (i2 
(63%) 

/ Paid Sick Leave 

(28%) 

(3%) Days Off 

Suspensions 
(3%) 

f' Job-Related 

Total Absence (Excluding Vacations, Holidays, 
and Scheduled Days Off) 

= 28.57 days per operator 
= 3,000,000 operator-days nationwide 

COST OF OPERATOR ABSENCE 

Injury Payments Sick Pay 

(28%) (22%) 

\/Extra 

Overtime 

Operators' 
Cost 

(40%) 

MOTE: This estimate excludes disruption costs (e.g., minimums, 

waiting time, travel time, spread premium) and administrative costs 

(e.g., dispatching, recruiting, hiring, training, accounting, 

claims processing.) 

Total Estimated Cost = $187 million 
$1,780 per operator 
27% of federal operating subsidy 

SOURCE: Study of Operator Absenteeism and Workers' Compensation in the 

Urban Mass Transportation Industry, Urban Mass Transportation 

Administration, March 1980 
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performance code (formal or informal) that involved suspension or 

discharge for excessive absence. However, far fewer transit systems 
provided incentives for good attendance. These two types of attendance 
programs were generally not complemented by other attendance improvement 
programs that might influence employees' views of their job and 
employer. Finally, the study found a need for improved labor-management 
cooperation as a means of addressing absence and improving the 
collection and maintenance of information concerning absence. 

Study Conclusions and Recommendations 

The study resulted in three major recommendations to transit 
management: 

Attendance programs should be balanced, to address various 
aspects of the absence problem. 

Management should work with employee representatives in 

addressing the absence problem. 

Absence data should be collected and analyzed regularly, using 
terminology that is as standard as possible. 

In addition to these recommendations, the study raised issues for 

consideration by the state or federal government. 

The study made clear first that the problem of absence, because 
of its magnitude and its implications for the future, deserved further 
study. Such study should address differences in absence rates among 

systems and individuals; experiments to determine the effects of 

attendance programs; and support of labor-management cooperation. The 
study also pointed out that agencies at the national level could assist 
in standardizing terminology, thus encouraging more sophisticated 
attendance record-keeping by transit systems and making possible 
industry-wide data analysis and decisionmaking. 

Finally, the study showed that the effects of workers' 
compensation statutes on transit costs and quality of service were 
significant and were increasing. Although the study did not consider 
workers' compensation from a policy perspective, the magnitude of the 
increase it documented suggested that reconsideration of the laws and 

particularly of their administration was appropriate. 

Ooerator Absence in the Transit Industr 

This study, conducted by the Pennsylvania Transportation 
Institute in 1983, addressed the severity of employee absenteeism in 

the U.S. transit industry and the impact of absenteeism on the efficiency 
of the industry and the quality of public transportation services. 

The study commented on the need for more and better training and 

for improved pre-employment screening for absence problems. It examined 
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I 

I 
environmental and individual-worker characteristics that might be 

I 
related to absence and the types of attendance improvement programs 

that might be appropriate for systems or workers with these 

characteristics. More specifically, the objectives of the study were 

to: 

I . identify the correlates and causes of absenteeism 

I. identify potential absence control measures 

formulate a cost/benefit model to evaluate absence control 

I 
measures 

develop absence control measure guidelines 

IResearch Findings 

An important feature of the research effort was a survey of 

I 
selected transit systems to identify organizational and worker 

characteristics related to absence. The survey was unable to reliably 

predict the use of sick days or excused absences but found that unexcused 

absences increase as the size of the transit property increases; as 

I 
heat is viewed as a more serious problem; as the average age of new 

drivers decreases; and as the number of workers' compensation claims 

increases. 

I 

Li 
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The study reported that in general, rewarding vehicle operators 

for attendance is a better strategy than punishing them for absence, 

since this approach shifts the focus from negative behavior to positive 

behavior. Positive incentives promote greater, more consistent 

behavioral changes; however, the report observes, negative incentives 

(punishment) for serious attendance problems are also necessary. A 

program of rewards for attendance combined with penalties for excessive 

absence is suggested. Such a scheme has the advantage of involving all 

employees in an attendance improvement program rather than devoting a 

program to those operators who are habitually absent. 

Recommended Attendance Programs 

Three categories of programs to improve attendance were 

identified, each of which was viewed as containing incentives. They are: 

Reduction in perceived property size - to enhance group support 

and reinforce employees' personal sense of responsibility and 

group identity. The smaller groups might compete for the 

lowest absence rate. 

Absence record-keeping - to allow better monitoring and 

management of employee attendance and a basis for providing 

positive feedback or reinforcement for employees with good 

attendance records as well as discipline for those with poor 

records. 
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Workshops - to provide training and to address the work 

environment. Stress reduction and greater employee 
participation might be suitable topics. 

The study concluded with estimates of cost savings that might result 

from reductions in absence. These figures, which were considered 
speculative, described cost savings from absence reduction that far 

exceeded the costs of implementing the attendance improvement 

strategies. 

Assessment of Quality-of-Work-Life Programs 

This study was conducted for the Transportation Research Board 

of the National Research Council by Susan G. Clark, Kathleen J. Warren, 
and George Greisinger. The report begins by stating that the transit 
industry environment is in a period of significant change. Changes 

include shifting from private to public ownership; increasing and often 

conflicting demands for service, in a tight fiscal environment; and 

changing demographic and attitudinal characteristics in the work force. 

"What had been a homogeneous--mostly white male--labor 

force, was . . . diverse, containing a larger proportion 

of women, blacks, and college-educated entry-level 

employees. Furthermore, this group is believed to have 

brought with them many of the attitudes of the 1960's: 

questioning authority and expecting self-fulfillment from 

their jobs. Transit managers, long accustomed to a 'top- 

down' style of management are coming to realize that the 

old ways are no longer effective and that productivity 
suffers as a result." 

The objectives of this project were to systematically investigate 

innovative approaches to organizational change that might enable transit 
systems to improve productivity, quality of work life, and employee 
morale. More specifically, research goals were to: 

examine quality-of-work-life programs (QWL) within the U.S. 

transit industry 

review the variety of techniques associated with QWL in terms 

of their general use, conditions for success, and documented 
outcomes 

investigate the structural characteristics of transit 

organizations and the characteristics of their work forces 

determine the applicability to transit organizations of QWL 

and associated techniques 

develop practical model programs, including diagnostic 

questions, frequent barriers to implementation, expected 

benefits, and methods for evaluating change 

B. 48 

I 

I 

I 

I 

I 

I 

I 

I 

[1 

fl 

I 

Li 

I 

I 

I 

I 



1 

1 
Various types of QWL techniques were identified and described, 

I 
including work design, alternative work schedules, incentive programs, 

task forces, quality circles, and labor/management committees. Exhibit 

IV.2, from the study report, identifies these programs and the extent 

I 

of use, by transit system size and employee group. The exhibit suggests 

that incentives are used by transit systems of all sizes to improve the 

performance of bus operators, mechanics, and clerical employees. 

Incentives were not found in QWL programs for either street 

I 
superintendents and dispatchers or foremen. The study findings on the 

use of incentives by transit systems are discussed below. 

IStudy Findings 

The report stressed the distinction between recognition and 

incentive programs: 

I°. 
. efforts to recognize exemplary behavior among 

employees are useful and valid programs, but should not be 

I 
confused with incentive programs. Recognition programs are 

designed to recognize and reward employees, rather than to 

induce certain behavior. 

I 
The difference between the two groups of programs is that in 

recognition programs: 

I. criteria tend to be less specific than in incentive programs 

riot all employees meeting the criteria receive the reward 

I. the objectives of the programs are different 

Recognition looks primarily at past behavior--the objective is to say, 

I 
"thanks, you've done a good job." Incentives primarily look to the 

future and use recognition (and other types of rewards) to encourage a 

change in behavior. In practice, there is a fine line between the two, 

since, where recognition programs exist, employees may modify their 

I behavior to be eligible for awards or recognition. 

The report defined incentive programs as programs that link 

I 
rewards to certain defined behaviors or organizational outcomes and 

stated that for an incentive program to be successful, certain 

conditions must apply: 

I. the reward must be of value to the employee 

1 
the behavior or organizational performance desired must be 

objectively defined 

the reward should follow the behavior closely 

I. the employee must believe that the program is administered 
fairly 

I 
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EXHIBIT IV.2 

SUMMARY OF EXPERIENCE WITH QUALITY OF WORK-LIFE PROBLEMS 

SYSTEM EMPLOYEE POSITION 
SIZE 

Street 
Bus Operator Supervisors/ Mechanics Foreman Clerical 

Dispatchers (non-union) 

Large Incentives Job Enlargement Incentives Labor Flextime 

Management 
Labor Job Enrichment Labor Committee Incentives 
Management Management 
Committee Labor Committee Quality Circle Quality Circle 

Man aemen t 
Task Forces Committee Quality Circle Task Forces Task Forces 

Task Forces Task Forces Work Teams Work Teams 

Work Teams 

Medium Incentives Job Enlargement Incentives Labor Flextime 
Management 

Labor Job Enrichment Labor Committee Incentive 
Management Management 
Committee Labor Committee Quality Circle Quality Circle 

Management 
Task Forces Committee Task Forces Task Forces Task Forces 

Task Forces Work Teams 

Small Incentives Job Enlargement Incentives Task Forces Flextime 

Task Forces Job Enrichment Task Forces Work Teams Incentives 

Top Level Labor Task Forces Top Level Task Forces 
Management Labor 
Committee Management 

Commit tee 

Work Teams 

SOURCE: Susan C. Clark, Kathleen D. Warren, and George Greisinger, Assessment of Quality-of-Work-Life 
Programs for the Transit Industry, December l983 
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I 

I 
records must be maintained scrupulously 

IIncentives may be established for individuals, for groups, or for all 

empl oyees. 

I 
The research effort found that incentives are widely used in the 

private sector, but that they are not so common in the public sector 

where use of monetary incentives may be barred by law or civil service 

I 
practices. Political controversy may be stirred by objections, not 

uncommon in the public sector, that incentives reward people for "doing 

what they are supposed to be doing." Nevertheless, incentives, 

I 

particularly monetary incentives, where carefully administered have 

shown positive results in increasing job satisfaction and improving 

productivity. 

I 
Seventy-five percent of the transit agencies responding to the 

1982 Public Administration Service survey, conducted as part of this 

project, indicated use of some type of incentive or recognition program. 

I 
Incentives were the most widely used of any of the QWL techniques 

surveyed. Most of the awards were nonmonetary and were used to recognize 

individuals. Few used monetary rewards or tailored programs to 

particular groups of employees, although these also seem appropriate 

I 
for transit. Involving employees and the union leadership in the 

planning and administration of incentive programs was reportedly a 

particularly effective QWL approach for transit agencies. 

ISuggested Incentive Programs 

Types of rewards that may be used as incentives were identified, 

I 
including nonmonetary rewards (such as recognition, parking spaces, 

patches) and rewards with monetary value, which may or may not require 

financial outlay by the organization. These may include tickets to 

Iarts or sporting events, time off, savings bonds, or pay increments. 

The discussion on incentive program alternatives suggested 

finally that although the use of incentives in the private sector has 

I been positively evaluated, they are most effective at organizations 

that have highly participative management styles dnd well-structured 

opportunities for employee decisionmaking. The authors of the report 

I 
concluded that use of incentives in the public sector has potential for 

positive influence on productivity if legal and political barriers can 

be overcome. 

IThe Influence of Financial Incentive Programs on Employee Performance 

and Organizational Productivity 

' This study was conducted in 1984 by K. Dow Scott and Diana L. 

Deadrick of the Virginia Polytechnic Institute and State University. 

This report focused on the U.S. transit industry's use of incentives, 

particularly financial, to improve individual employee performance and 

I organizational productivity. It addressed the extent to which financial 

I 
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incentives are used in urban mass transit agencies and the effectiveness 

of such prorams in the transit environment. 

Research Findings 

The research findings were presented in three major sections: 

a selective review of the social science literature in 

theoretical and practical aspects of financial incentives 

an overview of incentive practices in the private and public 

sectors 

a survey of transit agency managers regarding the types and 

outcomes of financial incentive programs being used 

The report does not specifically focus on the role of incentive programs 

in improving attendance, although this is one area of performance 

improvement in which they may be applied. 

The literature review examined the experience of public and 

private sectors employers throughout the United States with the 

following six types of financial incentive programs: merit pay, 

suggestion plans, piecerate, profit sharing, labor cost savings 

programs, and individual bonuses. The literature review warranted an 

overall conclusion that the programs were associated with improved 

employee performance and organizational effectiveness. 

To assess the use of financial incentive programs in the U.S. 

transit industry, questionnaires were sent to 850 transit managers from 

a list provided by the Urban Mass Transportation Administration. Twenty- 

eight percent (or 234) of the surveyed transit systems responded to the 

questionnaire; of these, 222 questionnaires were usable. Sixty-one 

percent (or 136) of the 222 respondents reported having at least 1 

financial incentive program, and 22 percent reported using 3 or more 

programs simultaneously. A total of 291 financial incentive programs 

were reported. The results of the survey are summarized below. 

Merit Pay programs were the most widely reported incentive 

programs and have been in use for a longer period than any 

other. Such programs were rated "effective." Their most 

frequently cited benefits were increased motivation and 

attendance. Their most frequently cited problems were 

administrative; in many cases, everyone receives a "merit" 

raise regardless of performance. 

Individual Bonus programs were the second most popular program 

(19 percent) and were directed mainly toward operators and 

maintenance employees. Major improvements attributed to such 

plans included increased safety, motivation, and attendance. 
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I 

Suggestion programs were found to constitute 13 percent of the 

I 
reported Financial Incentive programs, of which over half have 

been in use for five or fewer years. The major improvement 

areas mentioned by survey respondents were increased employee 

motivation and reduced labor costs. 

I. Labor Cost Savings programs were reported by only four transit 

systems. These programs were the most recent--none had been 

I 
in use for more than five years. Increased employee motivation 

was a solid benefit reported; reduced labor costs were also 

cited as improvements. 

I 
. Non-cash incentives were a popular tool for motivating transit 

employees. Twenty-eight percent of all incentive programs 

reported were non-cash programs. Operators are the most often 

I 
targeted group for this type of program (for 93 percent of 

those reported); the popularity of safety award programs and 

driver rodeos in transit supports this finding. Safety is 

I 
cited as a solid benefit of these programs, with increased 

motivation also playing a major role in organizational 

improvement. Most of the rewards are based on attendance 

records and customer satisfaction reports; seniority and 

I 
supervisor ratings enter into the evaluation process in over 

one-fifth of the programs. 

IStudy Conclusions 

The survey revealed that although financial incentive programs 

are not used as often in transit as in the private sector, the current 

I 
applications have established a solid foothold in the transit industry. 

The programs used by transit systems were found to be instrumental in 

improving employee motivation and reducing absenteeism and tardiness. 

I 
There is a growing interest among transit systems in identifying and 

applying innovative approaches for improving productivity and human 

resource investments. 

IThe report concludes with the following statement of encouragement 

and caution. "While successful financial incentive plans can produce 

many benefits, they cannot be viewed as a panacea. These programs 

I 
should be considered only by those managers who are willing to devote 

the necessary time and effort required to effectively implement the 

programs." 

ICooperative Initiatives In Transit Labor Management Relationship 

This study, completed in June 1985, was conducted by a team of 

I 
three researchers for the Urban Mass Transportation Administration. 

Like the study discussed above, this study addressed the general issue 

of labor-management cooperation in the transit industry through a 

I 
literature review, a survey, and case studies. It addressed employee 

attendance and the use of incentive programs as part of the overall 

study effort. 

I 
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The research effort was designed to examine: 

the opportunities and problems that cooperative ventures offer 

exactly what conditions must be present for successful 

cooperative interactions 

what transit managements and unions can accomplish through 

cooperation 

solutions and techniques that will tend to maximize the 

potential for successful cooperation in transit management- 

labor relations 

The study was largely based on an examination of cooperative 

arrangements in transit management-labor relations, including the 

difficulties encountered and the conditions necessary for success. 

The report reviews the historical aspects of labor-management 

cooperation from the mid-1880s through the mid 1980s. It reviews the 

characteristics of the mass transit industry that are conducive to 

labor-management cooperation, focusing on union-management 

negotiations; incentives mass transit practitioners have historically 

been offered to engage in cooperative activities; and the legacy of 

private-sector bargaining under public-sector ownership. A summary on 

how to operationalize labor-management cooperations is also provided. 

Four types of labor-management cooperation programs are 

described. Two of these programs--safety programs (which include 

employee assistance programs, accident review boards, and labor- 

management safety committees) and performance incentive programs are 

relevant to this project for SCRTD. The latter may be more directly 

relevant, although the safety program deals with attendance and the 

incentive value of positive treatment of employees. 

Performance incentive programs were viewed as programs to motivate 

employees to become more productive. This category of programs was 

further subdivided in the report to include attendance improvement 

programs, programs to fund cost-of-living adjustments, contracting out, 

employee recognition, light duty positions, and other programs. 

APTA COMPARATIVE LABOR PRACTICES ON ATTENDANCE INCENTIVE PROGRAMS 

This section reviews attendance incentive programs currently used 

by the nation's transit systems. Over two hundred transit systems have 

incentive programs reported in the American Public Transit Association's 

(APTA) Comparative Labor Practices Report No. 6--Efficiency Incentive 

Plans, June 14, 1985. In some cases a transit system's program used a 

single incentive, in other cases it combined several different 

approaches; an average of two attendance incentives had been implemented 

at each transit system. 
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I 
Almost four hundred separate attendance incentive programs are 

I 
listed, although upon close examination many of the incentives listed 

in the APTA report are actually disincentives. For example, 38 transit 

systems reported "no sick leave," and many others indicated accrual or 

I 

deprivation of sick leave as attendance incentives. 

The attendance incentive programs reported to APTA have been 

grouped into four categories: 

I. Eligibility for Day-Off Overtime 

I. Financial Incentives 

Time-Off Incentives 

IAdministrative Actions 

Unfortunately, programs providing recognition as the only incentive 

I 
were excluded from the APTA report. Also excluded were programs that 

require the employee to terminate employment to receive the reward, 

reductions in vacation, and accrual of unused time off. 

I 
The number of transit systems reporting the use of attendance 

incentive programs is presented in Exhibit IV.3, by type of incentive. 

The most common approach was to use attendance performance as the major 

I 
criterion for receiving a day-off overtime assignment and commensurate 

pay. More than half the transit systems reported using this approach. 

The second most frequently used incentive was financial, attendance 

I 

performance affected an employee's eligibility to cash in accrued sick 
leave or to receive a cash reward or other financial benefit. 

Approximately one-third of the transit systems offered financial 

incentives for good attendance. 

ITime-off incentives were used by 20 percent of transit systems 

reporting. Attendance criteria were used to determine an employee's 

I 
eligibility to 1) convert unused sick leave to vacation or other paid 
time off or 2) receive extra time off above normally accrued sick leave 
and vacation. Attendance could also affect the rate at which sick leave 

I 

and vacation time were accrued. About 34 percent of transit systems 

used various administrative actions, about half of which are genuine 

incentives and the other half disincentives. The most frequently used 

administrative actions affected an employee's payment during the sick 

I 
leave waiting period and in some cases required employees to obtain a 

doctor's statement concerning their illness. Also, missout and tardy 

incidents were removed from an employee's record for good attendance. 

Availability of paid sick leave could also be affected by attendance 

Iperformance. 

The balance of this section describes how the four types of 

I 
attendance incentive programs operated, what the range of the incentives 

was, what were the eligibility requirements, and how frequently 

I 
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EXHIBIT IV.3 

TRANSIT SYSTEM ATTEN DANCE INCENTIVE PROGRA MS 

NO. OF SYSTEMS 

Transit Sytems with Attendance Incentives 

Transit systems reporting use of attendance incentive programs 202 

Transit systems reporting only no sick leave 10 

Total transit systems reporting no sick leave 38 

Types of Attendance Incentives 

1. Day off overtime assignments ill 
2. Financial incentives 6(3 

Cash-in accrued sick leave 43 
Cash awards 23 
Other financial incentives 6 

3. Time-off incentives 38 

- Conversion of accrued sick leave to paid time off 18 
Extra paid time off 14 
Accrual of sick leave and vacation time 18 
Unpaid time off 2 

4. Administrative actions 68 

Elimination of sick leave waiting period 20 
Imposition of sick leave waiting period 20 
Requirement for doctor's statement 12 
Waiver of doctor's statement 3 

Removal of missouts or tardy incidents from record 12 
Sick leave accrual 6 

Accrual of sick leave and vacation to same account 4 

Weekly guarantee for extra operators 4 

SOURCE: Comparative Labor Practices Report No. 6Efficiency Incentive Plans, 
American Public Transit Association, June 14, 1985. 
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I 
incentives were given. The employee groups covered by an incentive 

Iplan are identified, where the information was available. 

Eligibility For Day Off Overtime 

I 
The most frequently used incentive to promote good attendance was 

the opportunity for a day-off overtime assignment, which included 

premium pay rates. This incentive program applies most frequently to 

vehicle operator and maintenance employee groups. The most frequently ' 
mentioned eligibility criterion was over 40 hours worked in the week. 

Some transit systems worded their requirement "full work week worked." 

There were various types of days that qualified as "work," as shown in 

the following examples: 

over 40 hours worked and no unexcused absences 

I over 40 hours including holiday, vacation, sick leave, and 

personal leave 

over 40 hours and no sick leave or vacation used 

no absences except funeral leave, union business, injury on 

duty, holiday, or vacation 

no sick leave, missouts, personal days, or suspensions 

worked the last five days 

Eligibility was determined weekly. Other, less frequently used, 

I 
overtime criteria are listed below: 

ineligible for overtime after the fourth refusal in a year 

I denied overtime if personal overtime exceeds three times the 

average of budget group 

ineligible for overtime if unexcused absences, late, or no 

accrued sick leave and called in sick in the last 10 work days 

or three late incidents or missouts in the last two months 

I ineligible if sick leave is taken without a doctor's statement 

I 
In general this latter group of eligibility criteria required more 

administrative record-keeping than the full-work-week requirement. 

IFinancial Incentives 

Financial incentives increase total take home pay of an employee 

with a good attendance record with no increase in working hours. Sixty- 

I 
six transit systems reported the use of this type of attendance incentive 

program. Two major financial incentives were 1) cashing in unused 

I 
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accrued sick leave and 2) cash awards. These, and a few other financial 
incentives, are described below. 

Cash-In Accrued Sick Leave 

The most frequently used financial incentive was to allow an 

employee to cash in all or a part of accrued sick leave (ASL) on a 

yearly basis. There were wide variations among such programs 
identified, in the amounts of ASL which could be converted to cash and 
the rates of pay at which ASL is cashed in. Of the 43 programs reported 
to APTA, only six, 14 percent, had no limitations on the amount of ASL 
an employee could cash in. Four types of limitations commonly used in 

cash-in programs are discussed below. 

Cash-in Programs. The amount of time available to an employee 
to cash in was limited in various ways in different programs. Anywhere 
from one day to all ASL could be converted and the employee reimbursed. 
Programs used an absolute limit on the number of days or hours, e.g., 
5 days or 40 hours, or limited reimbursable time to a percent of an 

employee's total ASL, e.g., 40 percent. Occasionally these two methods 
were combined e.g., 40 percent of ASL up to 5 days. 

Another kind of limitation required that a certain number of days 
or hours of ASL remain in an employee's account. For example, all ASL 
over 40 days may be cashed in. Reserve sick leave requirements ranged 
from about 8 days to over 90 days. The latter case requires an employee 
to serve many years, at least 7.5, if 1 day of sick leave is earned for 
each month worked, and to sustain a good attendance record. Furthermore, 
the first 2 types of restrictions could be combined as follows: 50 

percent of ASL over 60 days. This incentive requires at least five 
years of service with little if any absenteeism. 

A third kind of limitation linked available ASL to attendance in 

the current year. For example, ASL can be cashed in only if the employee 
was absent less than 4 days in the current service year only if 80 

percent or 90 percent of scheduled assignments were worked. Again, 
limitations could be combined: up to 8 days ASL may be cashed in if 

30 days ASL remain and 90 percent of scheduled work is worked. Another, 
less stringent example: if 40 hours ASL remain and maximum 10 days 
were used in the current year. 

A fourth limitation was years of service. Many of the limitations 
described above imply a minimum service record by setting requirements 
for ASL that could only be earned over a predetermined number of years 
given a transit system's sick leave accrual rate. Other programs 
explicitly stated that ASL could be cashed in only after a specified 
number of years of service. 

Graduated Cash-in Programs. Four of the 43 

programs used a graduated basis rather than a single 
amount of available ASL depended on the number of sick 
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in the current year and, in some cases, the amount of ASL. An example 

I 

of one program follows: 

20 percent of ASL can be cashed in if a maximum of 8 hours 

were used in the current year 

I. 17.5 percent of ASL can be cashed in if 9-16 hours were used 

I. 15 percent of ASL can be cashed in if 17-24 hours were used 

10 percent of ASL can be cashed in if 25-32 hours were used 

5 percent of ASL can be cashed in if 33-40 hours were used 

Pay Rates for Cash in of ASL. Eight programs offered, for 

cashed-in ASL, rates of pay different from employee's regular wages. 

I Three transit systems indicated they made the conversion at 75 percent 

of the employee's wage rate; one converted at 50 percent. Two other 

transit systems used flat fixed-rates of $25 and $60 per day. Another 

I 
had designed a graduated scale starting at $30 per day less $5 per day 

of sick leave used during the year. The eighth transit system reported 

that it paid out ASL at the lowest pay rate. 

ITen transit systems offered employees the choice between cashing 

in ASL or using it as additional paid time off. This latter option is 

I 
discussed in the Time-Off Incentives section. 

ch 

I 
Most incentives in this category took the form of a single annual 

cash or bond award for a perfect or close to perfect attendance record. 

The amounts ranged from $50 to $200 per year. Several transit systems 

rewarded their employees with eight hours pay quarterly or semiannually 

I for good attendance. Several examples of cash award programs are 

described below. 

I. $50 bond if no absences in the year 

$50 bond if no absences in the month 

I. $150 if 3 or less sick leave days used per year I. $50 per quarter for full-time employees and $25 for part-time 

if maximum of 1 unexcused a absence 

$150 per year less $12.50 each half-day sick leave used 

I. $100 per employee per year if no unexcused absences; $200 if 

20 percent of employees qualify 

I 

I 

I 

B.59 



8 hours pay if 64 days are worked per quarter 

$100 per year if no unpaid time off and a maximum of 3 absences 
and 6 earned attendance credits (1 credit is earned for 45 

consecutive days without an absence). The amount is increased 
to $300 per year for the second consecutive year and $500 for 

the third consecutive year 

As shown, the incentives differed significantly in amount awarded, 

stringency of attendance criteria, and frequency of award. The programs 

also varied widely by the types of absences that were excusable (and 

therefore did not affect eligibility for a financial reward). Excusable 

absences typically included vacation, union business, jury duty, funeral 

leave, and in some cases sick leave and personal leave. Inexcusable 
absences included suspensions, missouts, and leaves of absences, but 

also, in some cases, included sick leave and injury on duty. 

Most of these programs awarded all employees that qualify. Only 

one transit system reported rewarding only the one best-performing 

employee. One system reported using an hourly pay differential scheme 

based on attendance performance. An employee receives an extra 10 per 

hour for a month without any unexcused absences; an extra 15t per hour 

for 3 months without such an absence; and 2O per hour for a year 

without any unexcused absences. 

Other Financial Incentives 

This category includes an assortment of financial incentive 

programs that do not fit into the two previous classifications. They 

are briefly described below. 

Employer payment for work clothing and tools is contingent on 

employees working 75 percent of scheduled assignments. 

Employer contributions to health, life, and/or disability 

insurance premiums are prorated according to employees' 

attendance records for time periods of one month, six months, 

or a year. Three transit systems used this type of approach. 

For example, the employer pays 100 percent of health insurance 

premiums if the employee is out on sick leave 8 or fewer hours 

in a 6-month period; 80 percent if 8.5 - 12 hours of sick leave 

are used; 70 percent if 12.5 - 16 hours are used and 60 percent 

if more than 16.5 hours are used. 

Employees may convert accrued sick leave and vacation to wages 

to increase their wage base for retirement benefits only if 

they have 96 hours ASL and 20 years of service. 

Employees need not work the day before and the day after a 

holiday to receive holiday pay if they have accrued 45 days 

of sick leave. 
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Employees receive spread penalty pay only if 40 hours are 

I 

worked in the week. 

Time-Off Incentives 

Time-off 

incentives do not increase a worker's income, but 

generally provide additional paid time off. Thirty-eight transit 

systems in APTA's 1985 Comparative Labor Practices Report included time- 

incentives in their incentive programs. There were four basic 

approaches. First, a qualifying employee may convert unused accrued 

sick leave to vacation or other paid time off. Second, qualifying 

employees may take extra time off without affecting their accrued sick 

leave or vacation. Third, employee's attendance records affect their 

accrual of sick leave and vacation time. And fourth, a qualifying 

employee is allowed unpaid time off without penalty. These techniques 

described in more detail below. 

Conversion of Accrued Sick Leave to Paid Time Off 

I 
Eighteen transit systems reported using this approach; 10 allowed 

their employees to decide whether to convert their accrued sick leave 

(ASL) to cash or to paid time off. The amount of the time reward was 

I 
limited in several ways. Some transit systems explicitly specified the 

maximum number of days which could be converted, e.g. five days; others 

specified a percent of ASL that could be used as vacation. Most of the 

I 
systems required certain conditions be satisfied before the employee 

was allowed to use ASL as vacation. A sampling of these conditions 

follows: 

I. only ASL from the current year may be converted 

no more than a certain number of hours of sick leave in the 

previous year may be used 

a certain amount of sick leave must be accrued before any can 

used. In most cases, ASL requirements are fairly high, 

suggesting that tenure was another requirement. Required ASL 

levels ranged from 24 to 112 days and averaged around 60 days 

a minimum level of ASL must remain in the employee's account. 

Anywhere from one to all ASL units could be converted to paid time off 

Ior vacation. 

Extra Time-Off 

I 
This approach allows the employee to earn time off without 

affecting accrued sick leave and vacation. It is awarded over and above 

any time off to which the employee is contractually entitled. Fourteen 

I 
transit systems incorporated extra-time-off awards into their 

attendance incentive programs. Most were awarded at a flat fixed rate; 

for example, one paid day off for no sick leave used during the year, 

I 
B.61 

I 



or one paid day off for a maximum of five missouts during the year. 
The range of allowable absences was from zero per year to three (sick 
leave days) per quarter. 

Several transit systems had designed graduated benefits scales. 
At one transit system, no missouts and perfect attendance earned the 
employee 10 percent extra vacation. At another transit system, working 
48 weeks with zero sick leave earned the employee 3 vacation days; with 
8 hours sick leave, 2 vacation days; and with 16 hours sick leave, 1 

vacation day. Another transit system used a similar approach, but a 

different scale. Employees at yet another transit system were offered 
paid time off up to the number of months with perfect attendance. 

Accrual of Sick Leave and Vacation 

The rate at which an employee earns paid sick leave and vacation 
can be affected by the employee1s attendance record. Several transit 
systems reported that sick leave could only be accrued when a specified 
percent of the schedule was worked or when a predetermined number of 
days were worked. Examples of this method included: 

Sick leave accrues only if 195 days were worked in the preceding 
year. 

Sick leave accrues only if 95 percent of schedule is worked. 
This is measured 3 times a year. 

One sick-leave day accrues per 45 days worked. 

A few transit systems permitted only employees who did not report sick 
at all for a certain period to accrue sick leave. At one transit system, 
one sick-leave day accrued to employees with none used per period. A 

graduated plan increased sick leave from 10 to 12 days per year when 
an employee accrues 25 days and to 15 days when 45 days are accrued. 

Unpaid Time Off 

Two transit systems offered employees the option of unpaid time 
off for good attendance performance. At one transit system, 1 week off 
per year was available to employees without any missouts or used sick 
leave. At the other, the options were receive an extra vacation day, 
delete 1 rnissout, or receive 1 extra unpaid day off per week during the 
next shift selection if employee had worked 150 days and used a maximum 
of 3 sick-leave days in a 9-month period. 

Administrative Actions 

The balance of this section describes those attendance incentives 
that do not fit neatly into the preceding three categories. For ease 
of presentation they have been grouped into the following subcategories: 
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sick-leave waiting period requirements 

I. doctor's medical statement requirements 

I. removal of missouts or tardy incidents from employee record 

accrual and availability of sick leave 

Sick-Leave Waiting Periods 

Transit systems often require a one to three day sick leave waiting 

I 
period, i.e., for the first one to three days of illness, employees are 

not paid. If an employee is absent for a longer time period, payment 

for sick leave is begun and often then includes payment from the first 

day of the illness. Forty transit systems in the APTA survey indicated 

I 
that an employee's attendance record could affect payment for the sick- 

leave waiting period. Half offered to waive the waiting period as a 

reward for good attendance (incentive programs); the other half imposed 

Ian unpaid waiting period as a response to an employee's absenteeism 

problem (disincentive programs). 

I 

I 

I 

I 

I 

I 

I 

I 

I 

I 

Incentive Programs 

The most common criterion for eliminating an unpaid sick leave 

waiting period was accrual of a specified amount of sick leave. For 

example, at one transit system a 1 day sick-leave waiting period was 

waived if the employee had accrued at least 12 paid sick-leave days. 

The range of required ASL extended from S to 80 days. Large accruals 

of sick leave, as we have noted elsewhere, are essentially lengthy 

tenure requirements. In a few cases, the ASL requirement fluctuateed 

with an employee's years of service. At some transit systems it 

increased, at others it decreased. Some systems state that no more 

than one-half of lifetime ASL might be used to receive payment during 

the waiting period. 

Another criterion is an employee's use of sick leave in the current 

year. For example, employee's first two absence incidents in a year 

and one day thereafter are fully paid with no waiting period. The 

waiting period may be waived if less than half an employee's annual 

accrual has been used, up to a maximum of six days. One transit system 

linked its use of a waiting period to the attendance performance of all 

its employees, by requiring that the waiting period be eliminated oI 
if an average of fewer than 0.62 days were missed per month per employee. 

below: 

Several transit systems combined two criteria, as in the examples 

No waiting period for the first five non-hospitalization 

incidents or 50 ASL days. (For 5-year veterans, 75 ASL days; 

for 10 years of service, 100 ASL days.) 



I 

I 
Up to 6 days of the waiting period may be waived if an employee 
has 2 years of service and no more than 2 absence incidents 
of fewer than 9 days each. 

Disincentive Programs 

The attendance incentive programs discussed above operated under 
the assumption that an unpaid sick-leave waiting period would be imposed 
on all employees that did not satisfy the transit system's attendance 
criteria. Other attendance programs operated under the opposite 
assumption; an unpaid sick-leave waiting period is only imposed on 
employees that exceed acceptable absenteeism standards. Most of these 
programs require a one-to three-day unpaid waiting period after the 
employee's 2 to six-day absence. A few transit systems used the 
following formula to link the sick-leave pay waiting period to the 
amount of sick leave an employee had accrued: 1-day waiting period if 

less than 192 hours ASL and over 4 absence incidents; 2-day waiting 
period if over 8 incidents. In some cases, a doctor's statement exempted 
the employee from the waiting period. A few programs used graduated 
criteria, for example, a one-half day waiting period after 2 incidents, 
a full day after 3 incidents, and 2 days after the fourth absence 
incident. 

Doctors' Medical Statements 

As demonstrated by waiting period actions, requirement that 
employees provide a medical statement verifying employee illness can 
be used in either incentive or disincentive programs. Most transit 
systems used this requirement as a disincentive to absenteeism. Twelve 
of the 15 systems that mentioned doctors' statements required them after 
2 to 6 absence incidents; 3 was the average. One graduated program 
required a medical statement after 6 days out on the first incident; 
after 4 days on the second incident; and after 2 days on the third. 

The requirements for waiving medical statements for illness at 

the three transit systems which offered incentives were as follows: at 

one system, at least half of lifetime ASL must be unused; at a second 
system, 4 months must have passed without sick-leave use; at a third 
system, 12 sick days must have accrued and none have been used in the 
preceding 6 months. 

Removal of Missouts and Tardy Incidents from Record 

Twelve transit systems offered their employees the opportunity 
to clear their absence record by improving their attendance performance. 
The incentive for a clear record is that other benefits, in terms of 
cash or time-off, may then become available. Most programs of this 
type permitted the removal of 1 tardy or missout incident if no 
additional incidents occurred in a period of between 30 days to 4 months. 
Three transit systems would clear all absences if the employee has 
perfect attendance for a specified number of days. The numbers were 
90, 180, or 1,200. 
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I 
Accrual and Availability of Sick Leave. 

Six transit systems used three different techniques to affect 

sick-leave accrual. Two of the systems reported that no sick leave 

could be accrued if there were any unexcused absences. Another two 

I 
systems indicated that only three days of sick leave could be accrued 

if an employee had been absent for, in one case, less than five days, 

and in the other case, more than three days. Peer employee attendance 

I 
affected the availability of sick leave at the last two transit systems. 

In the first instance, sick leave was reduced from five to two days if 

average system-wide use of sick leave exceeded five days. In addition, 

I 
a waiting period of three days for sick leave pay was instituted. In 

the second case, sick leave could be discontinued if 15 percent of the 

department was absent on one day. 

I 
Four transit systems allowed vacation and sick leave to accrue 

in the same account. Thus, the health of the employees determined how 

their paid time off could be exercised. 
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V. INCENTIVE ATTENDANCE PROGRAMS OUTSIDE THE TRANSIT INDUSTRY 

The purpose of this section is to summarize efforts made outside 

the transit industry to improve attendance through the use of 

incentives. The information included in this section is based on: 

a review of literature on absenteeism 

surveys conducted in 1982 of 5,000 organizations, in which 

personnel managers were asked to evaluate their attendance 

control programs! 

seminar discussions with over 200 personnel managers 

several case studies involving incentive attendance programs 

The information in this section addresses the use and reported 

effectiveness of a range of attendance improvement programs. Special 

attention is given to incentive programs. 

LITERATURE REVIEW 

The literature review (summarized in Appendix A of this report) 

identified over 60 studies documenting the results of efforts outside 

the transit industry to implement attendance improvement programs. The 

summary of the literature review in the appendix identifies the 

researcher and date of the research; the size or character of the 

population; the attendance improvement method; the research design; and 

the results. Researchers on attendance improvement programs have 

considered a wide range of programs including: 

Employees can only benefit from the implementation of attendance 

incentive programs, regardless of the particular approach. The four 

primary possible benefits are: 

additional earnings for the same hours worked per year 

additional time off for the same earnings per year 

improved personnel record 

I. fewer requirements for paid sick leave 

Any reward offered, however, must be of sufficient magnitude to alter 

Ian employees decision to miss a day of work. It must convince him or 

her that the future benefits of good attendance are worth the current 

sacrifice of one or more days off. 

I 

I 

I 

8/ The American Society for Personnel Administration, Personnel 

Administration. June 1982. 
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all-salaried concept 

day care 

discipline 

employee assistance programs 

employee orientation 

fitness programs 

flexible and non-traditional work schedules 

goal-setting and feedback 

hypertension/stress 

job enrichment 

monitoring attendance 

multiple programs 

organization development 

participant management 

rewards for attendance 

sick pay program 

team building 

technological change 

training programs 

Almost half the attendance improvement programs included in the 
literature review are incentive programs that include rewards or 

recognition for attendance. These programs were generally implemented 
at private-sector companies as demonstration programs and were examined 
as research projects. 

The attendance programs surrniarized in the appendix included 
employee groups ranging in size from 15 to 7,500 employees; most programs 
addressed groups with fewer than 225 employees. The organizations 
represent a diversity of product and service industries including 
manufacturers, nurses, students, clerical workers, teachers, and 

janitors. The data on attendance were examined for differing time 
periods, from as little as five weeks to as many as five years with 

most programs reviewed for a one- to three-year period. 
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The types of incentive programs reported on in the literature 

review are quite diverse. They include, for example, lotteries, 

I bonuses, wellness pay, accumulated sick leave, cash-in, wage 

differential, time-off, and sick-leave banks. Each program combined 

I 

amount of financial reward provided, timing, and requirements for 

eligibility differently. The overall intent of each research effort 

was to assess attendance improvement in an experimental or quasi- 

experimental setting. Some of the research compared the performance 

I 
of control and experimental groups. Other research efforts considered 

the effects of discontinuation over time and in some cases reinstatement 

of the attendance improvement program. 

IAll of the researchers included in the literature review reported 

improvements in employee attendance from the incentive program. While 

many did not report the nature or extent of improvement, those that did 

Iindicated results such as: 

Reductions in employee absence for the groups receiving the 

Iincentives ranging from 2.3 to 75 percent. 

Reductions in absence-related costs. A 62 percent cost 

Isick 

reduction was reported in one case and a savings of $3,109 in 

employee in another case. pay per 

Increases in absence among those not included in the incentive 

Iprogram. 

Decreases in absence by the group of employees who helped 

design the incentive program and increases in absence by the 

I other employee groups. 

I 

I 

I 

I 

[1 

H 

I 

Although the material presented in the literature review is not intended 

to compare the effectiveness of different types of attendance 

improvement programs, a review of the results suggests that, with few 

exceptions, reductions in absence were reported for all of the programs 

and in each case improvement was experienced. 

SURVEY OF ORGANIZATIONS AND PERSONNEL MANAGERS 

The results of a 1982 survey concerning attendance improvement 

methods in which 5,000 organizations were surveyed and 200 personnel 

managers were interviewed are summarized in this section. In the 

personnel manager survey, managers were asked to identify the methods 

used by their organizations to control absenteeism; to evaluate the 

effectiveness of these techniques; and to provide their organization's 

current absenteeism rate and other basic background information. The 

basic concerns of the survey were: 

B 6' 
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How prevalent were various attendance programs? 

How effective were these methods, according to the personnel 

managers? 

Was there a relationship between the set of attendance programs 

used by an organization and its absence rate? 

The survey respondents were all members of the American Society 

for Personnel Administration (ASPA) and represented every region of the 

country and sector of the economy. Usable questionnaires were returned 

by 987 respondents (approximately 20 percent), a high return rate for 

a lengthy questionnaire. Characteristics of the responding 

organizations are described in Exhibit V.1. The average absenteeism 

rate was 4.2 percent; the average size of the hourly work force was 

994; and the average wage rate was $6.84 per hour. 

The survey included a list of 34 attendance improvement programs, 

identified in Exhibit V.2. The list of programs was developed from an 

extensive examination of literature on attendance programs and from a 

pilot survey of personnel managers from 60 organizations. Survey 

respondents were asked to identify the attendance programs currently 

being used by their organizations and to evaluate how effective these 

methods were. Four possible alternatives were offered for rating 

effectiveness: 

The method is not effective at all. 

The method is marginally ineffective, the benefits just below 

the costs. 

The method is marginally effective, the benefits just above 

the costs. 

The method is definitely effective and successful. 

Program Use and Perceived Effectiveness 

The first column in Exhibit V.2, which lists the average 

effectiveness score for each of the 34 attendance improvement programs, 

ranks the scores in descending order based on perceived effectiveness. 

This list shows that: 

Of the 34 methods, 26 (77 percent) were rated above three, 

which corresponds to a rating of at least marginally effective. 

Personnel managers reported using a wide variety of methods 

to improve attendance, although not all methods were equally 

popul ar. 

D 
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EXHIBIT V.1 

CHARACTERISTICS OF RESPONDING ORGANIZATIONS 

Types of Other Organization 
Organizations Characteristics 

Primary processing, (e.g., 53 Union(s) 375 
peoleum, steel, 
chemicals, etc. Non-unions 612 

Manufacturing, (e.g., 358 Total 987 

metal, rubber, textile, etc.) 

Electronics 49 Hourly employees: 

Food processing 89 Paid absences 533 

Non-paid absences 454 

Service (e.g., transportation 169 
education, banking, Total 987 

utilities) 

Health care 59 Salaried empioyees: 

Insurance 61 Paid absences 967 

Non-paid absences 20 

Sales 37 Total 987 

Other industries 66 

Total 

Number of Reported Rates 
Hourly Employees of Absenteeisrn 

Less than 100 237 Less than 3 percent 306 

101 to 500 454 3 to 7 percent 277 

501 to 1000 148 Greater than 7 percent 158 

More than 1000 148 Did not report rate 296 

Total 987 Total 987 

'Absenteeism rates ronged I pecent to ouer 30 percent and ae:ged 4.2 percent. 

Reprinted with permission from the June issue of Personnel Administrcror, 1982. 
The American Society for Personnel Administration, 30 Park Dr., Berea OH 44017 
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EXHIBIT V.2 

34 ATTENDANCE PROGRAMS RANKED BY RATED EFFECTIVENESS 

Control Method 

Average 
Rated 

Effectiveness 

% in 
Use 

Absence 
Rate: 

Non-Users 

Absence 
Rate: 

Users 

1. A consistertIy applied attendance 
policy 3,47 79% . 4.3% 42% 

2. Termination based on excessive 
absenteeisrri 3.47 96% 4.4% 4.3% 

3. Progressive discipline for excessive 
absenteeism 3.43 91% 48% 43%A 

4. Identification and discipline of 
employees abusing attendance 
policies 3.39 88% 4.8% 4.3% 

5. At least monthly analysis of daily 
attendance information 3.33 57% 4.7% 4.1%' 

6. Daily attendance records maintained 
by personnel department 3.36 48% 4.6% 4.1% 

7. Employee call-in to give 
notice of absence 3.35 99% 7.3% 

8. A clearly-written attendance policy 3.33 76% 4.2% 4.4% 

9. Daily attendance records maintained 
bysupervisors 3.31 63% 3.8% 4.6%" 

10. Allow employees to build a paid 
'absence bank" to be cashed in at a 

percentage t a later date, or added 

to next years vacation time 3.28 10% 4.3% 4.2% 

11. Employee interviewed after an 

absence 3.26 35% 4.4% 4.2% 

12. Flexible work schedules 3.25 21% 4.3% 4.5% 

13. Inclusion of absenteeism rate on 

employee job performance appraisal 3.19 66% 4.5% 4.2% 

14 Perfect/good attendance banquet 
and award ceremony 3.19 9% 4.4% 3.8% A 

15. Formal work safety training program 3.17 42% 4.2% 4 4% 

16. Screen recruits past attendance 
records before making a selection 

decision 3.16 67% 4.7% 4.2%' 

Reprinted with permission from the June issue of Personnel Adminisrrator©, 1982. 

The American Society for Personnel Administration, 30 Park Dr., Berea OH 44017 
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EXHIBIT V.2 

34 ATTENDANCE PROGRAMS RANKED BY RATED EFFECTIVENESS (CONT.) 

Average Absence Absence 
Rated % in Rate: Rate: 

Control Method Effectiveness Use Non-Users Users 

17 Supervtsory aining in 

attendance cono1 3.15 39% 4.4% 4.2% 

18 indusion of work unit 
absenteetsrn on supervisors 
performance appraisal 3.15 18% 4.4% 4.2% 

19. Wiping clean a problem employee's 
record by subsequent good 
anenance 3.14 47% 4.3% 4.3% 

20. improvements of safety on the job 3.13 57% 4.2% 4.4% 

21. Public recognition of employee good 
attendance (i.e. in-house bulleti.n 

boards or news letters, etc.) 3.10 25% 4.6% 3.6% 
22. Job enricriment/eniargement/or 

rotation implemented to 
reduce absenteeism 3.09 12% 4.3% 4:2% 

23. A component on attendance in a 

formal employee onentat]on program 
for new hires 3.07 71% 4.5% 4,3% 

24. Require written doctors excuse for 
ilIness/acdents 3.05 77% 4.0% 4.4% 

25, Spot visitation (or phone call) to 

check-up at employee residence by 

doctor! nurse/detective/other 
employee 3.00 21% 4.3% 4.3% 

26. Operation of day care for employee's 
department 3.00 <1% 4.3% 3.6%A 

27. Substance abuse program 
(drugs, alcohol, etc.) 2.99 28% 4.4% 4.2% 

28. The absenteeism conno) policy has 
been negotiated in the union 
conttact 2.98 32% 4.3% 49%B 

29. Employee bonus )rnonetary) for 

perfect attendance 2.96 15% 4.4% 4.1% 

30. Education programs in health 
diet/home safety 2.81 13% 4.4% 

31. Attendance lottery or poker system 
(random reward) 2.77 <1% 4.3% 4,3% A 

32. Peer pressure encouraged by 

requiring peers to fill in for absent 
employee 2.62 43% 4.3% 4.4% 

33. Chart biorythms for accident prone 
day 2.50 <1% 4,3% 53%A 

34. Letter to spouse indicating lost earnS 

ings of employee due to absenteeism 2.50 <1% 44% 

A: Due to greatly imbalanced cells sizes. this difference should not be interpreted. 

Statistically sgnificant p <.05 
Statistically significant p <.10 

E This applies only to unionized firms, 
B. 7 



The methods rated most effective in reducing absence were 

discipline and attendance monitoring, both traditional approaches for 

deal ing with employee absence. The four most highly rated programs were: 

a consistently 

termination ba 

a progressive 
(Item 3) 

identification 
policies (Item 

applied attendance policy (Item 1) 

sed on excessive absenteeism (Item 2) 

discipline system for excessive absenteeism 

and discipline of employees abusing attendance 

4) 

Referring to the second column, note that these programs were used by 

79 percent, 96 percent, 91 percent, and 88 percent, respectively, of 

the organizations in this sample. 

Another important finding shown in Exhibit V.2 is that some of 

the most frequently used attendance programs were not evaluated as being 

very effective. For example: 

A written doctor's excuse (Item 24) was required by 77 percent 

of the organizations to verify the legitimacy of an absence, 

but the effectiveness of the program was ranked 24 out of the 

34 methods. 

Seventy-one percent of the firms discussed attendance 

requirements during their formal employee orientation program, 

yet effectiveness of this program was ranked just above 

requiring a written doctor's excuse. 

Peer pressure, stimulated by requiring peers to fill in for 

an absent employee (Item 32) was used by 43 percent of the 

respondents, yet its effectiveness was rated as only 2.62. 

Despite the perception that these programs are not effective in 

comparison with other programs, organizations continue to apply them. 

Possibly these programs are not well maintained but are nevertheless 

still part of company policy. 

Incentives for Attendance 

In attendance management literature, programs that reward 
I 

attendance in a variety of ways have been highly praised. However, the 

survey results indicate that such programs are used infrequently and 

for the most part, they were rated as less effective than discipline 

programs by personnel managers. For instance: 

An employee bonus for perfect attendance was used in only 15 

percent of the respondent organizations. I 

F. 74 
I 
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I 
Allowing employees to build a paid "absence bank" to be cashed 

I 

in at a later date or added to next year's vacation time was 

used by only 10 percent of the respondents (despite its being 

highly ranked). 

I. Perfect or good attendance banquets and award ceremonies (Item 

14) were held in only 9 percent of the companies. 

Providing 

public recognition for good attendance (Item 21) was 

reportedly used by only 25 percent of the organizations. 

The application of operant conditioning principles by using 

lottery or poker system or random reward programs (Item 31), 

was in use by less than 1 percent. 

Substance abuse programs were used by only 28 percent (Item I. 27). 
1 

Education programs in health/diet/home safety were used by 13 

percent (Item 30). 

Comparison of Absence Rates with Programs Used 

IAs part of the survey analysis, a comparison was made of the 

absence rates of users and non-users of the various attendance programs. 

The absence rates for users and non-users of each program were computed 

I and then cDmpared with each other. A statistical test of significance 

(t-test corrected for unequal cell size) was applied to determine if 

organizations that used a particular attendance program reported a lower 

Irate of absenteeism than organizations that did not use the program. 

The results of this comparison are shown in the last two columns of 

Exhibit V.2. 

IIn the exhibit, occasional differences exist that are larger than 

0.5 percent, but these are not significant. (So few organizations used 

I 

the attendance program, or did not use it, that the apparently large 

difference between the two averages is not statistically reliable). 

For example, in the last attendance program, sending a letter to a 

spouse indicating lost earnings of the employee due to absenteeism (Item 

I 
34) had a large difference in absenteeism rates between users and non- 

users. However, because only two organizations in the entire sample 

used this technique, the sample was too small to be conclusive. Even 

I 
though these two organizations had an average absenteeism rate of 1.8 

percent, the personnel managers thought this method was ineffective in 

controlling absenteeism. 

After 
eliminating from consideration all programs where apparent 

differences between the absence rate of users and non-users were not 

reliable, a number of attendance programs were associated with lower 

absenteeism. For example: 

LI 
3.75 
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Organizations with a consistently applied attendance policy 

(Item 1) had significantly lower absenteeism rates than 

organizations without such a policy. 

Firms that screened recruits' past attendance records before 

making a selection decision (Item 16) had a lower absenteeism 

rate than firms that did not use this method. 

Organizations which provided public recognition techniques for 

good attendance (e.g., in-house bulletin boards and 

newsletters) had an absence rate a full percentage point below 

those that did not provide such recognition. (While this 

method appears to have had the most pronounced effect on 

absence rates, it was ranked only twenty-first in terms of 

perceived effectiveness and was used by only 25 percent of the 

organizations surveyed). 

Finally, flex-time (Item 12), although rated highly in 

perceived effectiveness as a method of controlling 

absenteeism, was not associated with lower absence rates for 

organizations using this method. In fact, absenteeism was 

slightly lower for those organizations that did not use flex- 

time. 

SELECTED CASE STUDIES 

The balance of this section presents the results of several recent 

efforts by private-sector organizations to improve employee attendance 

through incentive programs. They include a formal recognition program, 

lottery programs, and financial incentives. 

Formal Recognition 

The Maid Bess Corporation has six nearly identical cut-and-sew 

garment factories in the Virginia/North Carolina region. Plant size 

ranges from 149 to 400 employees. There was a total of about 1,800 

employees throughout the corporation. About 94 percent of the employees 

were women who worked as sewers. Most of the men worked as cutters. 

Absenteeism rates for the plants ranged from 4 percent to 7 percent, 

with a large amount of seasonal variation. Turnover rates varied from 

30 percent to 120 percent per year. The industry average is about 65 

percent. 

Three attendance improvement programs were conducted at different 

factories at the same time: July 1983 through 3une 1984. The one-year 

duration of the experiment was important for two reasons. From a 

methodological viewpoint, it reduced the possibility that the results 

were attributable to seasonal variation or economic conditions. Second, 

it provided a test of the endurance of the program, which is an important 

consideration. Employees were guaranteed mimimum wage on the existing 

piece-rate pay system, and the average hourly was was $4.50, with some 
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workers earning up to $9.50 per hour. The company discipline code 

required that employees be disciplined and eventually terminated for 

excessive absenteeism. An established attendance policy linked 

attendance to the paid vacation program--the fewer days an employee was 

absent, the higher the pay for the vacation. 

A formal recognition program, installed with the assistance of 

the Balfour Corporation, was one of the three incentive attendance 

improvement programs implemented at Maid Bess. Balfour analyzed the 

work situation of the company and designed a unified, thematic program 

using posters, cards, and awards. At the end of each quarter, employees 

with no more than two absences received a congratulatory card signed 

by the plant manager. Employees who had perfect attendance or who 

missed only one or two days during the entire year qualified for a 

custom-designed piece of engraved jewelry. 

At the plant where the personal recognition program was 

implemented, absenteeism decreased signficantly by 36.9 percent, which 

is the largest decrease of the three positive attendance improvement 

programs. This program cost approximately $10,000 to implement in a 

plant of 400 employees. Thirty employees (7.5 percent) recieved the 

award for perfect attendance, and thirty employees (7.5 percent) 

received the award for good attendance (1 or 2 days absent). Absenteeism 

costs were reduced by over $58,000 in terms of direct labor costs. 

IA survey of employees at the plant with the recognition program 

indicated that their attitudes toward absenteeism also changed. Before 

the program started, only 53.7 percent of the employees believed that 

I 

attendance was rewarded by the company. After the program was 

implemented, 67.9 percent (after 6 months) and 75.8 percent (after 12 

months) of the employees felt that attendance was rewarded. The survey 

indicated that a high percentage of the employees were aware of the 

I 
attendance improvement program (88.5 percent after 6 months and 92.2 

percent after 12 months) and that most employees liked the program (72.7 

percent after 6 months and 83.3 percent after 12 months). 

I 
There were certain unique features of the recognition program 

that may have contributed to the success of the program. Employees who 

had perfect or good attendance were publicly recognized each month at 

I 
work by having their name placed on the bulletin boards. In addition, 

a card was sent each quarter to the home of those that had good attendance 

records. This was professionally designed and customized for the plant. 

The employees also seemed to be enthusiastic about the program because 

Iof the individual design of the jewelry. 

I 

Attendance Lottery Programs 

A leading hardware company made employees eligible for a monthly 

drawing for a prize if they had perfect attendance during the entire 

I 
preceding month. Management reported that absenteeism and tardiness 

were reduced 75 percent and sick-leave payments were reduced 62 percent 

by the end of the first year of the program. 

I 
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Another version of this lottery is the "poker hand." The mechanics 

of the poker format are as follows: For each day that an employee comes 

to work on time, he or she receives a regulation poker card. At the end 

of the week, the person with the best five-card hand in each department 

wins $20. A lottery program was run in two phases with two different 

reinforcement schedules by researchers in 1974. 

In the first six weeks of the program (Phase I), the poker game 

was run every week. During the last 10 weeks of the program (Phase 

II), the game was run every other week. The program appeared to be 

effective. Before its start, weekly absenteeism was about 3.01 percent 

in the experimental group. At the conclusion of the experiment, 

absenteeism was reduced to 2.46 percent, a reduction of 18 percent. 

During Phase II there was a slight increase in absenteeism, possibly 

resulting from a lengthening of the reinforcement period over another 

week, but the absence rate still remained below the rates before the 

initiation of the lottery. In the control group, absenteeism increased 

by 13 percent during the same period. Unfortunately, this program was 

discontinued and no report on follow-up activities was made. 

At one plant in the Maid Bess experiment a quarterly lottery 

program was instituted. The prize (a mantle clock or a portable 

television) was given at the end of each quarter. The value of each 

prize was approximately $200. The names of employees with perfect 

attendance for the quarter were entered twice in the lottery. The names 

of employees with one or two absences were entered just once for the 

drawing. The plant had approximately 140 employees; there was one 

winner per quarter. 

This program seemed to have no influence on absenteeism, except 

during the second quarter when the plan had a statistically significant 

decrease in absenteeism (23 percent). During this quarter employees 

had the opportunity to select the prize. Employees eligible for the 

drawing each quarter were: 54 for the first quarter (39 percent), 76 

for the second quarter (54 percent), 60 for the third quarter (43 

percent), and 62 for the fourth quarter (44 percent). Absenteeism costs 

declined by $1,250 during the second quarter when absenteeism rates 

were reduced. The total cost of this program for the year was $800 for 

pri zes. 
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INVLS1 IGAIOR 
(DALE) POI'IJLAI ION (N) 

Iliiliiie & Bovan 
(1915) 

Scobel (1911) 

boner (1981) 

Reynolds 
(1919) 

U.:1 (liii (19 /M 

live companies 

liii on i zed factory 

DOCUMENTED ATTEMPTS TO IMPROVE AttENDANCE 

CONTROL MEtHOD RESEARCH DESIGN RESULTS 

ALL- SALAR I ED_CONCEPT 

All salaried concept I ong I tud i na I 

All salaried concept longitudinal 
orientation 

* afterwork programs 
* safety team 
* company newspaper 

Red Rope Industry Day Care Center 

Employees. Consumer 
Power Company 

I'r'uduct. ion workers 
(336) 

N i rho I sun & Guodge lema I e product ion 
(1916) &ancillaryworkers 

(330) 

Gary 150 employees of a 
1911) manufacturing plant 

employing 4600 
workers. 

DAY CARE 

DISCI PLINE 

Lengthen long-term illness 
program and CUt it back from 
100% to 85% of pay. 

Give 110 hours of paid absence 
that can be taken in absence 
or in money. After 4(1 hours. 
deduct. 

[ncourage supervi sors to pay 
attention, keep records, 
approach the problem from 
a helpful rather than a 
disciplinary standpoint. 

Attendance control policy: 
1) absenteeism recorded, 
2) written excuses reqili red, 
3) investigation of questionable 
excuses 4) counseling sessions 
for unauthorized absences, 5) 
progressive discipline 
Tough set of rules/discipline 
procedures were imposed 

Three methods of deal lug 
with absenteeism were examined 
for effectiveness: 

I oncj I ttid I na I 

Long i tud I ma I 

(1 year) 

Absenteeism went up SI iglitly 
in each company. 

Absenteeism decreased 

Reduced absenteeism 

Tot.a I hours absent decreased 
from 80.3 to 61.3/person. 

Quasi-experimental Absenteeism decreased among 
chronic absentees - absenteeism 
did not change among regular 
attenders. 

Longitudinal total time lost did not change- 
(11-6 months) short-term absences decreased 

and long term absences 
i mc rea sed. 

Long i trid i na I Permanent disc i p1 Inc was found 
(20 months) to be significantly related 

1:0 lower absence rate. 

- - - - - - - - - - - - - - - - - - - 
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DOCUMENTED ATTEMPTS TO IMPROVE ATTENDANCE 

lOVE SE IGAIOR 
(I)A1I ) POPUAIION (N) CONTROL METHOD RESEARCh E)ESIGN RESULTS 

EMPLOYEE ASSIStANCE PROGRAMS 

Egytim 3li2 employees of Used health nurses as counselors. Long (1 year) Absenteeism reduced Is./%. 
1980) a farm machinery Insurance covers treatment In 

manufacturing hospital. Sought Union cooperation. 
Plant. (Alcoholism) 

Tieadwell Employees at. Senate Voluntary referral system. Longitudinal Ilours of lost time 
(1979) restaurants Outside doctors, psychologists reduced 2000% 

help. 1/2 hr. help sessions 
3 times/week. 
Alcoholism 

Taverbiier 211 employees of Alcoholism assistance Longitudinal 50% reduction in lost. 

(1979) a heavy machinery program. man hours. 
company. 

1101 tzman 1l0(.l Rubbe r Co. Se I I he I p p roy ram. Each case Long i tud na I Reduc t ion i n Absentee i sni 

co (1918) employees, handled differently. 
(Alcoholism) 

Asma 691 telephone Alcoholism assistance program. Longitudinal Absenteeism reduced 3906 
1980) company employees (9 years) days during the 9 yr. period 

Alander & ALILOIJIOL i ye employees Substance abuse program; Qttas i-experimental Absenteeism decreased 117%, 
Campbe I I (1 1 1) supe iv i so rs were t. ra i tied to (p rog tam pa r t i c i - 91% and 68% for 3 groups 
(1975) recognize the problem; program pants compared to receiving treatment - 

was communicated to employees, a group of known absenteeisms increased 9% for 

Jones 1St.) employees of "INSIGHT" a 211 hour/day 
(1977) a Copper Corp. 7 day/week counseling service 

(alcoholism) 

Milker, etal. 1s02 telephone Educate mgt. to look for 
company employees problems. Job deficiencies 

(1972) stressed. Referral to Medical 
Dept. (alcoholism) 

users) the group not receiving 
treatment. 

Longitudinal Attendance increased by 52% 
(6 mos.) 

Longitudinal 662 cases of 8 day 
(10 years) absences in the 5 years prior 

the program, and 356 cases in 
the 5 yrs. after the program. 



INVEST IGA1OR 
(DAlE) 

Will I ants 
19/9) 

Cox et al. 
(1981) 

Pocock, Ser-. 
gean & Taylor 
(1972) 

CO Nord & Cost igan 
N) (1913) 

F ieids 
1974) 

Greene 
(1974) 

Golembiewski, 
Ililles & Kegno 

1974) 

lvancev i cli 
(19Th) 

POPULATION (N) 

Chrysler Corp. 
employees 

Company Employees 
(1,281) 

SIt I it.wo rice rs at. 
Mic. plant (/82) 

Non-union pharma- 
ceutical plant 

200 

Clerical employees 
iii Now York City 

Private psychia- 
tric set-vice 

A research & de- 
velopinent field 
site (84) 

Mfc. company 
with il plants 
(1.140) 

DOCUMENTED ATTEMPTS TO IMI'ROVI A1JENDANC[ 

CONIROL MEIHOD RESEARCH DESIGN 

EMPLOYEE OR I ENTAT ION 

New employee orientation Long I tudinal 
program for disadvantaged 
workers, also included group 
counseling, set personal goals, 
follow Lip 

FITNESS PROGRAM 

RESULTS 

When tested in 1911;, absentee 
rate greater in control group. 

Fitness Program Quasi-experimental Absenteeism of lug 
reduce by 22%, but causa I 

relation not definite. 
FL(XIBLE AND NffJRADITIONAL WORK SChEDULES 

Changed from a 7-day rotation Longitudinal 
to a more rapidly rotating fi months 
shift (continental rotation) 

LI clay/lW hour work Long I tLI(l I na I 

sctiedu Ic 

Flex-time: core hirs. 
9:15 'p00 

8-10 hour days/6 days 
off 
Flex-time: core hrs. 
9:15-3:00 

LI day/hO hour work 
sctiedu Ic. 

Long i tLId i na I 

(6 months before 
and after) 
Long I tud i na I 

Absenteeism increased 36% 
(certified sickness) & 29% 
(uncertified sickness) -- 
absenteeism for other reasons 

Absenteeism decreased 

Absenteeism decreased by 7.6% 

Absenteeism decreased. 

Quasi-experinien- Total paid absences dropped 
tal (2 years by 33 1/3% - absenteeism 
before & alter) Increased in control group 

Quasi-experimental No significant difference 
in absenteeism between 
control group & where a 
Li day 40 hour week was 
introduced. 

- - - - - - - - - - - - - - - - - - - 
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OOCLJM[NEFO ATTEMPTS TO UIPROVF AIEENI)ANCE 

INVESI IGA1OR 
(DATE) POPULATION (N) CONTROL METHOD RESEARCH DESIGN 

Love squc 
(19711) 

Magoori & 
Schn I eke r 
(1916) 

Golembiewski & 
Hi lies 
(1977) 

Ivaricevich & 
tyOfl (1917) 

Mueller & Cole 
(1977) 

harvey & 
Itathans (1979) 

Millard, Lockwood 
& Lt,tlians (1980) 

Craddock et al. 
(1981) 

Kim & CaniII)agna 
(1981) 

Pierce & Newstrom 
(1982) 

Oil refinery pro- 
duct ion workers 

2110 bank 
(flp loyees 

Lxempt & non- 
exempt employees 
(2,150) 

3 day/LI day week- 
12 hour shifts 
Flex-time core hrs. 
11:00-2:00 
Bandwidth hrs. 1:30 
to 5:30 

Flex-time: core hrs. 
9:15-3:00. 

Operating employees 1$ day/LID hour work 
of manuf'actu r I ng co. schedule. 

U.S. Geological 
Sn rvey (3, 000) 

State human Services 
Agency (86) 

Sea I I aerospace 
plant. (95) 

Flex-time: core hours 
9:00-3:30 (8 hrs. each 
day) 

Flex-time: core hours 
9:00-3:00 (8 hours each 
day) 

Li day/LID hour work 
sctiedu I e 

State government Flexitime 
employees of 22 
agencies 

County Welfare Agency Flexi time 

Insurance Industry 
employees 

Flexible Work Schedules 

GOAL SETTING & FEEDBACK 

I<iui & Ilauuier Unionized employees Evaluative/non-evalua- 
(1916) in service-type job tive feedback & goal 

for a telephone co. setting 
(113) 

Long I tud I na I 

(9 months) 

Long i tud I na I 

(1 year) 

Lorigi tudina I (6 
mouths prior to 
implementat ion 
compared to same 
period in year 
f'ol lowing implemen- 
tation of program) 

Qua s i -expe r i men- 
tal (25 months) 

Longitudinal 

liE SUL TS 

Absenteeism rate did RUt 
change. 

No significant decline in 
absenteeism but data may have 
been contaminated by a flu 
epidemic during experiment. 

Total paid absences increased 
but short-term absences were 
reduced. 

No absenteeism difference 
found between group wi tin Is/ 

day hO hour and group with 
traditional schedule 

Absenteeism decreased 7% 
sick leave & 1% annual leave. 

Quasi-experimental Absenteeism decreased. 

Loniqi t&id ma I Absentyeeism decreased 
(LI months) significantly while program 

was in effect - absenteeism 
increased when program was 
cancel led. 

Longitudinal Favorable effects on 
absentee I sin 

longitudinal Reduction in use of 
unpaid absenteeism 

Qua s I -expe r I men ta I Absentee I sin reduced by 
flexibility in schedule 

Quasi-experimental Absenteeism did not differ 
(Is groups in each between groups (this part of 
combination of organization already had a 
conditions) very low absenteeism) 



DOCUMENIED ATTEMPTS TO IMPROVE ATTENDANCE 

INV[SI IGAIOR 
(DAlE) PoPULATION (N) CONIROL METHOD R[SEARCH DESIGN RESULTS 

latliarn & Kintie logging operation 1 clay training program Quasi-experimental Absenteeism was signiuic- 
(19711) (21) crews) in goal setting-feedback (random assignment) cantly higher in the control 

on results were given group. 

lvancev I ch Siiperv I so us in An MBO prog ram was introduced QLIaS I -exper i menta I Absentee I sm rena I ned the same 
19711) product ion & in 2 experimental plants & a (multiple time in the control plant & the 

marketing depart- reinforcement schedule was series over 36 MBO only plant decreased 
meills of a Mfc co. introduced 30 days later in months) initially then increased again 

one of these plants. -- absenteeism decreased in 
MBO-reinforcement plant. 

fl[NS 'NIIi_ 
Long i tud I ma I Absentee i sm inc rca sod For 

Ilaynes Male employees Identification & treatment those persons diagnosed with 
(1918) (2115) of hypertension hypertension even if they 

entered therapy to correct 
the problem. 

JOB ENRICHMENT 

t)avis & Valfir Military equipment Job enrichment Quasi-experimental Absenteeism did not differ 
(1966) repair (11 shops (palied corn- between groups (absenteeism 

with 18-33 parisons) was already low among both 
cmi) I oyees in groups 
cacti shop 

I o rd ( 1969) 121) women at Ic le- Job enri chmeiit Qua s i -expe r i men ta I Absences of long du rat ion 
phone Co. who decreased in experirnerita I 

a nwe red comp I a i lit S g roup: from 2. 0 to 1 . 11%. 1 he 
control group showed a SI ight 
increase icr this category 
of absences. 

()rperl (19/9) Clerical (90) Job enrichment Quasi-experimental Absenteeism decreased iii 
(random assignment) experimental groups. 

locke, Sitola & Clerical employees Job enrichment; supervisors Quasi-experimental Absenteeism was lower in 
Wo I F son ( 1916) i n a fede ia I agency t ra I ned in job enrichment & ( ra rudom ass i giunen 1) expe r i men ta I groups. 

it) work units, developed enrichment strategies 
u) employees) for work units 

llerrick & Maceohy SI) employees of a Job enrichment Quasi-experimental Experimental group rate 
(1915) Fertilizer plant (6 months) (r%; control group 1% 

l3jo rk ( 19/5) l',oduic I ion worke is Job cur i chrnent Long I End i ma I Absentee I sm did not change 
(12) (absenteeism was already 

quite low for this group) 

Couruez & Muss 10 Clerical workers Job enrichment tong i tud i tia I Absentee i sin did not. change 
(1975) (8) 

- - - - - - - - - - - - - - - - - - - 
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DOCUMEN1ED ATTEMPTS TO IMPROVE AE1INDANCE 

INVESt IGALOR 
(DAlE) POPULATION (N) CONTROL MITHOD RESEARCh DESIGN RESULTS 

King (19711) Mfc. of clothing Job enrichment & rotation Quasi-experimental Absenteeism did not differ 
patterns, folding & (rio control group) between the different treat- 
packing operations - ments - no difference between 
highly specialized groups which expected results 
low-skill jobs (6- & groups that did not expect 
10 person crews) results. 

Janson (1972) Keypunch operators Job enrichment; 1) increased Quasi-experimental Absenteeism decreased 2'i.l% 
& verifiers (98) responsibility 2) task where jobs were enriched - 

combinatIon, 3) client absenteeism increased 29% for 
relationship, 1) feedback, the control group. 
5) vertical job loading 

Beer & hluse hot Plate Dept. Job enrichment (each employee Longitudinal Decreased from 8% to 1% 

(1970) Corning Glassware assembles the entire product) 
(6 women) 

1(1st runient dept. Long I ttad I na I Absenteeism decreased from 
Corning Glassware 8.5% per month to 3.0% per 

month. 
Glaser (1976) Medical specialties Job enrichment Longitudinal Abserlteeism decreased 

company employees (3 months) 

Chaser (1976) Employees manu- Job enrichment 1) Pride Longitudinal Absenteeism decreased 
facturing pocket of' workmanship 
papers 2) Team program 

Glaser (1916) Employees of a Job enrichment Longitudinal Absenteeism reduced. 
Swedish engine (group assembly) (1 year) 
p1 a nit 

ONl TORIN( AI1EUDANCE 

Hibbs Jexti he mill Absences recorded daily Longitudinal Absentee isuui decreased 
(19115) employees and report mailed to each (10 months) 5.8% 

employee monthly. 



I)OCIJMF.N1 [1) A1IEMPIS 10 IMPROVE At I ENI)AHCE 

INVISI ICAIOR 
(DAlE) POPULATION (N) CON1ROI METHOD RESEARCH DESIGN RESULTS 

MULl I PIE PROGRAM 

Shoemaker & Reid Institutional Attend- Systematic supervisory Longitudinal 11 subjects reduced 
(1980) ants who were chronic counseling, commendation absenteeism 

attendance abusers (15) letters & lottery system 

fopleman & Medical center Mixed-consequence control Long I tud ml Arrest of the sharp r'pwa rd 
SchnelJer employees (212) system: reinforcement upward trend in paid 
(1980) & punishment sick leave 

Arbose Swedish steel co. New MIS & training Longitudinal Escalating absenteeism 
(1982) employees supervisors to communicate was controlled 

Bergevin Metropolitan employees 5 programs in response longitudinal Reduced absenteeism 
to employee questionnaire 

ORGANIZAIION DEVELOPMENT 

Beer & Muse Assembly plant (58) Organization development: Longitudinal Absenteeism decreased Sn% 
(1972) 1) communication 2) job 

enrichment 3) goal setting, 
i) structure change 

llautaluoiria & Small lumber co. Organization development Longitudinal Absenteeism decreased 
Gavin (1975) (70) 1) survey feedback 2) (25 months) 

management teambui Iding, 
3) supervisor training, 
lj) supervisor feedback 

Paul, & Gross City workers OD Action research Quasi experimental No significant change in 
1981 ) mostly followed; (1 year) absenteeism 

interviewing, team building, 
counseling, process consul- 
tancy, and classroom training 
In management skills. 

PARTICIPATIVE MAHAGEMENI 

Smith & Jones Production depart- Participative management Quasi experimental Absenteeism was significantly 
(1968) ments in a mann- lower for experimental group. 

facturing co. (700) 

Powell & 2 construction & Participative management Quirsi-experimerital Absenteeism increased in 5 of 
Schlacter 1 electrical crews (crews helped develop work (18 months) 6 groups 
1911 ) Bureau of Traffic schedules) 

- - - - - - - - - - - - - - - - - 
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INVEST IGAIOR 
(DAlE) IOPUIAI ON (N) 

KeteIituii (1911) Plant employees 
(Pet Food Plant) 

DOCUMENILD ATTEMPTS TO IMPROVE ATTENDANCE 

CONTROL HEllION RESEARCH DESIGN RESULTS 

1) Minimize static hier- Longitudinal 
archiesofobclassiuica- (3 years) 
tions 2) Abolish lockstep 
work assignments 3) give all 
employees a voice in the 
running of the plant. 

Absenteeism at a level of 
11/2% and 80% are excused. 

Ni ayq & Atuirews Latind ry depa rtmerit Part i ci pat i ye management Qua s i -exper i menta I Absentee i sm decrea sed when 
(19/3) ma hospital (32) (decision-making) participative management was 

introduced - absenteeism was 
lower for experimental group. 

FQ.JIPR_ATT[NDA[ 

Robertson, Two groups of Iwo schedules of reinforcement Quasi-experimental Fixed scliedule-18% 
et al. (1980) students 1) N=I7 to were examined for effects on (6 months) reduction for experi- 

test fixed schedule absence rate. The test was mental group compounded to 
2) 11=52 to test conducted in two parts, 3 51% increase for control 
variable schedule months under a fixed rate arid group. Variable schedule - 

3 months tinder a variable rate no significant positive 
schedule of reinforcement results. 

Stephens & 6 nursing limits 2 lottery programs compared: Longitudinal (5 Absenteeism decreased during 
Burroughs (1978) (92) S20 lottery for each 2(1 weeks) 3 week period for both 

employees eligible (rio programs --absenteeism 
unscheduled absences for 3 increased during 2 weeks after 
weeks requi red for eligibility) programs were discontinued. 

$20 lottery for each 20 employees 
(no unscheduled absences on 8 
randomly chosen days over 3 week 
period) 

0 rpen (1978) South Al r i ca fabric $. 50 bonus for no unexcused Qua s i -epe r i men ta I Absen tee i sm decreased when 
workers (L16 females) absences during a week. (randon program was initiated. 

assignment) increased when program was 
suspended, & decreased again 
when program was reinstated. 
Absenteeism rate of control 
group did not change. 



INVFS ICA1OR 
(DAlE) P()I'Ul AT ION (N) 

kampei & Hall (Sill) prOdLict ion 
97 7 ) workers 1' rOffi tWo 

maritifact&iri ng 
P I ants 

[)OCOMENTEI) ATTEMPTS TO IMPROVE AI1ENDANCE 

CONJROL METHOD RESEARCH DESIGN 

Operant condi tioiiing 
techniqties used as part of Quasi-experimental 
an attendance management (2 years) 
system. Both positive and 
negative outcomes were uti I ized. 

REULTS 

Absenteeism for plant 1 

decreased to below 3% ann to 
6.7% for plant 2. Ihe results 
were below base I me rates for 
both observations. 

Wall iii & Product ion & office Monthly lottery for SlO -- Long i tudina I Absenteeism decreased 30.6% - 
Johnson (1916) employees (80) eligibility required perFect (22 months) sick pay costs declined by 

attendance for month. 3, 1()9.O0 

Pariyan & Ci ty employees Sin bonus for each unused long i turf i na I Absentee i sm dec rea sed 
McGregor (1976) (151)) sick day (max. $60) paid (3 years) 

once a yea r. 

Penla I moo & hourly employees Lottery (poker cards given each Quasi-experimental Absenteeism decreased 
(;amboa (19(h) in a mfc. plant day present -- $20 cash given (16 weeks) during program but increased 

(215) to person with highest hand each to p1ev iotis levels when 
week. discontinued. 

Setielleni, lawler l'art-t. irnu jaiii- $2. 511 bonuS for perfect attendance Quasi-experimental Absenteeism increased where 
& Ilackirian tori a I employees ( 1 week) - 1 group part i C ipa ted (da ta were exami ned management tin i latera I ly 

1911) (79) in developing program & program 1 year after pro- discontinued program -- 
was imposed on 3 groups. gram was imple- absenteeism decreased where 

mented. ) program was retained. 

Ho rd ( 1911)) [cache rs $50 awa rd 10 r teachers who are tong i tud i ma I Cost of subs t I totes dec rca sed 
not absent during semester. (5 yrs. after even though number 01 teachers 

program was increased (2nd arid 3rd yrs. 
installed.) most effective) 

fIord (19(0) 6 hardware stores Lottery (to be eligible longitudinal Absenteeism decreased 15% 
perfect attendance required (18 months) & sick leave payments were 
excluding vacation & funerals) reduced by 62% 
employees were placed into 
groups of 25 

$25 drawing each month 
* TV set drawing each 6 months 

law her & llackmaii Pa rt-t inc Jan i tors $2.50 bonus For perfect a tten- Quasi-experimental Absenteeism decreased for group 
(1969) (19) (1 week) 3 groups participated that participated in develop- 

in developing program & program log program - absenteeism did 
was imposed on 3 groups iiot change for control groups 

or the groups where program was 
imposed. 

- - - - - - - - - - - - - - - - - - - 



INVI SI IGAIOR 
(I)AJE) 

(i IUV (1968) 

Ad a ins 
(19511) 

Kent 
(1951) 

Scobe I I 

19111) 

Co Wright. 
O (19113) 

Shoemaker & 
Reid (1980) 

Robertson et al. 
(1980) 

- - - - - - - - - - - - - - - - 

DOCUMENIED ATTEMPTS 10 IMPROVE AITLNI)ANCE 

P0 P11 I All ON ( Fl ) CON I 1101 METHOD RESEARCH DESIGN 

Production & 2-6 month attendance periods per longitudinal 
clerical employees year: $100 or hO hours pay (absenteeism rate 

(11l2) (whichever is greater) for per- of 1st incentive 
fed, attendance period compared 
$50 or 20 hours pay (whichever with like period 
is greater if absent only 1 day 1 year early) 
or no more than 3 occurrences 
of tardiness 

Heating and Supply Pay in cash the week before Longitudinal 
Company Christmas for any unused 

sick leave 

Employees of a seal I Payment of cash for good Longi tudirial 
manufacturing co. attendance (15 months) 

Electric mfg. co. Workers paid time and one- Longitudinal 
employees half for hours over 35 

worked each week 

t,5(Ju industrial Wage increases for perfect or Long i tud i na I 
employees near perfect attendance (3 months) 

15 state insti- A 3 pronged behavioral modifica- Quasi-experimental 
tution employees tier, approach which was targeted 

at 15 employees with high abseii- 
teeism rates. The program included 
counseling, letters of conumenda- 
tion for improvement and a 
rewards lottery. 

State university lottery-based incentive Quasi-experirnuntal 
business students 

Sz i lagy i Nonsupe rv I surs in a Leader rewards I wig i hid I na I 

(198(J) merchaiidizing organ- 
Ization (182) 

Norris Kenncott, Copper Employee wel mess I oiigi itidinal 
(1981) Corp. employees program 

participating in 
lnsigtit program 

RESULTS 

Absenteeism decreased 
38% for production workers 

*16% for office workers 
*311% average for both groups 

Absenteeism successfully 
decreased 

Absenteeism decreased to 
2.3% 

Absenteeism decreased 30% 

Absentee i sin decreased 67% 

11 of 15 employees 
responded favorably. lhe 
total unit rates improved 
from a 11.69% moan to 8.5% 
during the program. 

No significant di 
between the significant. 
reductions in absenteeisms 
for both fixed & variable 
reinforcement 

Performance-contingency 
reward significantly 
i nfl uence a b sen tee i sin 

52% improvement in 
a ttendance 



DOCLJMENIEI) ATTEMPTS 10 IMPROVE AITENDANCE 

INVESt IGAIOR 
(DAlE) IOPUIAIION (N) CONTROL. METHOD RESEARCH DESIGN RESULES 

Orpen Black female factory Attendance Bonus Uuas i-experimental Small bonus resul ted in 
(1981) workers (116) decreased absenteeism 

Carlson & lull Small Mt'g. company Gaming Longitudinal Minimal reduction of 
absenteeism but signif- 
icant attitude improvements 

Chapi ik Scturnl Vehicle Positive attention, approval, Quasi-experimental 
(1982) Drivers & frugal incentive 

Jurner tennessee State Well pay longitudinal Significant reduction 
(1982) 35.500 in sick leave 

Young Precision Forms Co. Incentive of 1 free day Longitudinal Sick days greatly 
1982) employees each absence per quarter reduced 

Harvey eta I. Employees of a noii- Wel I pay Long i 111(1 na I Absentee i sin reduce 
(1983) profit organization 

Ilarvey Iwo midwest. orgariiza- Time bank & well pay longitudinal Absenteeism reduced in 
'.0 (1983) tiori employees both organizations 

Scltne 11cr & I udiis t r i a I Text i le Attendance bonus plan 1 0119 itid i na I Absence occurances 
Kopelmari (1983) Workers (213) increased 13.9% 

SICK PAY PROGRAM 

Wiuikler 51 public schools lliiee sick-leave policies were Experimental- 1) signiFicantly higher 
(1980) in Cal iforriia and examined For impact on absence regression 2) sigisi Ficantly lower 

Iiscuiisin rates. analysis (1 yr.) 3) signiFicantly lower 
1) Income protect ion plan 

(no loss in income For 
excess sick leave) 

2) Proof of illness 
3) Report to superior 

Pocock New product. i on hit. roduct ion of a s i ck pay l.ong i tud i na I F requency of a b sen tee i sm 
(1973) employees (1i511) program increased 100% 

TEAM BUILDING 

Stewart Data entry dept. Installation of a new computer tOIlcJi tudinal Absenteeism decreased 35% 
(1976) (250) system - team approach encouraged (3 years) 

- - - - - - - - - - - - - - - - - - 
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INVES1 IGATOR 
(DALE) Nl'(JI Al I (JN( Il 

DOCUMIHIED ATTEMPTS 10 IMPROVE ATIENDANCE 

CONTROL METHOD RESEARCH DESIGN IftSULTS 

TECHNOLOGICAL CHANGE 

Billings, llimoski Dietary dept. of Technological change (job Quasi-experimental Absenteeism did not change 
& Breatagh (1917) a large hospital changed but were not enriched) over time or differ with 

(123) control group. 

TRAINING I'ROGRAMS 

Copenhave u Food service Supe rv I sors received human Long i tud i na I Absen tee I so decreased 1% 
(1973) employees in a relations tra ining - supervi sors during tra I ri ing period 

hospital involved in implementing job 
enrichment 

Wexlcy & 21 department heads 2 management training programs Quasi-experi- Absenteeism was lower for 
Nemeroff of a medical center compared: *role playing, mental (random both groups of supervisors 
(1915) (absenteeism data appraised session & assigned assignment) receiving training. 

collected from 3-6 goals 
randomly selected 
subordinates) 

o tin Inc & Bevan I i ye compa n i es Al I sa I a r led concept Long i tud i na I Absen tee i Sm went up 
19/5) iii each company. 
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I. INTRODUCTION 

The purpose of this Phase Ill Report is to present the results of a survey of 

attendance improvement incentives valued by selected clerical, managerial, and 

professional employees at SCRTD. More specifically, the survey included all 

SCRTD employees who are not represented by the Amalgamated Transit Union 

and the United Transportation Union. 

Section II details how Nominal Group Technique (NGT) was used as an 

"open-ended" approach to quickly gather from a broad spectrum of em- 

ployees perceptions about what causes absenteeism and what might be 

done to improve it. The structured questionnaire for the mail-back survey 

of valued incentives was designed based on the information collected from 

the nominal groups. 

Section III describes the mail-back survey which was administered to: (1) 

I 
quantify observations about what causes absenteeism gathered from a 

much larger cross-section of employees, and (2) collect more detailed in- 

I 

formation concerning the types of incentives and rewards which employees 

reported might improve attendance. 

I 

I 

I 

I 

Section IV compiles the basic information collected in the survey to create 

a profile of the absence culture at SCRTD. 

Section V describes employees' preferences for various alternative features 

of an attendance control program. The degree of similarity for important 

employee subgroups is checked in this section. Specific program design 

questions are addressed by a section of the survey which asked about 

trade-offs which employees would be willing to make. 

C. 1 
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Section VI summarizes the important highlights of the Phase Ill report and 

lays the foundation for the final report of this project. 

Appendix A provides a listing of all unsolicited written comments which 

were collected from the survey. 
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II. THE NOMINAL GROUP TECHNIQUE; WHAT WAS DONE 

the original SCRTD "Request for Proposal", management asked for a 

large-scale survey of the target population of employees. In order to maximize the 

usable information generated, we have learned that a vital step in the process is 

customizing the survey to reflect the client organization's context and perceived 

needs. 

IThere are a variety of methods which could be used to elicit detailed, organi- 

zation-specific information. One of the richest methods for doing this is the one- 

Ito-one interview. However, it is also the most expensive. A suitable alternative 

method which has major advantages over individual interview is the Nominal 

I 
Group Technique (NGT). 

NGT is a structured interview-session which can be attended by any number 

of people. The unique aspect of this technique is that individuals respond to spe- 

cific questions by filling out ballots, questionnaires, etc. This information is then 

collected and displayed on a flip chart or an overhead transparency. This infor- 

Imation can be discussed in a relatively open manner because individual's ano- 

nymity have been preserved. Compared to other discussion techniques, NGT 

I 
group members usually report feeling more free to express their opinions and to 

evaluate the opinions of their peers. 

I 

I 

I 

I 

1 

I 

I 

Therefore, in January of 1986, five NGT groups were held at SCRTD main 

headquarters. Groups were composed of approximately 10-14 employees from 

throughout SCRTD who were selected by their division heads. We specifically re- 

quested that employees not be selected for having especially high or low absence 

rates. Likewise, we did not specifically want extremely vocal employees who 

would dominate the groups, nor did we want extremely silent types who would 

have nothing to say. 

The participants in these groups represented the diversity of employees who 

work for SCRTD. Sixty-three percent were men. About 37% were union members. 

About one third were black. The participants fell into the following age categories; 

Age <25: 2% 

C. 3 



25-35: 29% 

36-45: 32% 

46-55: 29% 

56> : 6% 

The purpose of the NGT meetings was to generate information which would 

help us understand the context of absenteeism at SCRTD. This information, in 

turn, would help us better design the survey, To reach this objective, an NGT 

session was divided into three parts. The first part was the introduction in which 

the facilitator, Professor Steve Markham of Virginia Tech, introduced himself and 

explained the nature of the meeting. About 15% of the employees volunteered 

afterwards that they had expected a very different meeting. They were very 

pleasantly surprised by the meeting. Professor Markham also had each member 

introduce him/herself to the group so as to break down some of the natural re- 

serves and formality of the members. The remainder of the session was equally 

divided into discussions about: (1) what causes absenteeism at SCRTD, and (2) 

what are alternative methods for addressing this issue. 

How was this agenda accomplished? The basic method was straight forward. 

In both parts, participants were asked to respond to some Likert-scales described 

below. These results were aggregated on the spot, recorded on a flip chart, and 

then discussed by the entire group. Second, open-ended questions, also de- 

scribed below, were used to generate topic items and to stimulate group dis- 

cussion. Third, individuals were asked to rank these items on 3x5 cards. The 

results from each of the group's responses to Part A (what causes absenteeism) 

will be discussed first. Next, all of the sessions' responses to Part B (what options 

might work) will be summarized. 

NGT-Part A: What Causes Absenteeism at SCRTD? 

At the beginning of each session the following questions were distributed to 

each person. These questions are included here in the text as they appeared on 

the handouts. Also listed here are the aggregated responses from each of the five 

groups: 
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Exhibit I 

1. 1-low serious is absenteeism among the office/clerical staff for this organization? (i.e., not bus 

drivers or mechanics) 

not at all 1 2 3 4 5 6 7 extremely serious 

Group 1: - - 20% 40% 40% - - 

Group 2: 0 17% 33% 33% 0 33% - 

Group 3: 10% 20% 0 40% 10% 10% 10% 

Group 4: - - 36% 9% 45% 9% - 

Group 5: 9% 27% 9% 36% 18% - - 

The above data indicate that there is very little agreement among participants 

about the seriousness of absenteeism. One might wonder how there can be such 

a diversity of opinion. This issue was answered during the discussion. Appar- 

ently, there are wide differences in absenteeism levels and absenteeism norms 

between the divisions in SCRTD. The variance in the results of the responses to 

this question suggested to us the need to obtain division number from each re- 

spondent to our planned survey. (The data in Exhibit 1 validate the Phase I Report 

findings which showed significantly different absence rates between the major di- 

visions at SCRID.) 

The responses to the second Likert question on the handout, "How serious is 

absenteeism in your own department?" were almost identical to the first question. 

In other words, if a person believed that absenteeism was a serious problem at 

SCRTD by circling a 6 or a 7, they invariably chose a high number indicating that 

it was just as serious in their own department. (This could simply mean that they 

did not know how serious the problem was for SCRID as a whole, and had as- 

sumed that the problem in their own department was indicative of the entire or- 

ganization). 

The next question on the initial handout asked: 
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Exhibit 2 

3. \Vhat is the organization's average number of absence incidents per individual? (i.e., not for bus 

drivers or mechanics) 

incidents: 0-3 3-6 6-9 9-12 12 > 

Group 1: 20% 2O% 20% 20% 20% 

Group 2: 13% 25% 25% 25% 13% 

Group 3: 20% 40% 30% 10% 0 

Group 4: 17% 42% 25% 17% 0 

Group 5: 17% 25% 42% 8% 8% 

In response to this question there is even more diversity of opinion than in the 

previous question. It is clear that participants were not aware of the absenteeism 

levels for the organization as a whole. (The responses to the next question on the 

handout ["Flow many different times were you absent in 1985?"l are not surprising. About 

95% of the respondents felt that their own number of incidents was the same as 

or less than the organization's average. In other words, practically nobody 

thought that they were higher than the average, even though statistically speaking 

about 50% of them should be.) The responses to these questions indicated to us 

that: (1) we needed to get individual perceptions of absence levels and actual ab- 

sence information on individuals (if at all possible), and (2) there is a need for a 

system-wide communication effort to establish standards of what is acceptable 

absenteeism. 

NGT-Part A: Ranking of Causes 

After the group had finished discussing the meaning of their responses to the 

above questions, Professor Markham moved onto the next step in which he passed 

out the following questions and asked members to take 10 minutes to silently list 

responses. 
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Exhibit 3 

List 8 organizational or administrative or environmental reasons why people are absent here: 

1. 

2. 

3 ....................... 

List 8 personal or emotional or subjective reasons why people are absent here: 

I 1. 

I 3. 

IAfter the group finished writing, Professor Markham requested each person 

in turn to offer an item to be listed on a flip chart in the front of the room. During 

this process, the groups engaged in discussion as to exactly what was meant by 

an item. When all the items had been listed on the flip chart and had been fully 

Idiscussed, each person was requested to rank the 4 most important reasons (ei- 

ther subjective or objective) why SCRTD employees were absent. The most im- 

Iportant item was to be given a 4, the next most important item a 3, etc. Thus, the 

items with the higher number of points represent the most important items to the 

Igroup. Because the total number of points in a session will vary according to the 

number of participants in the group, percentages are used. - The results for the 

Igroups are as follows: 

I 

I 

I 

I 

I 



Ranking % of Total Points 

30% 

2 23% 

3 16% 

4 10% 

5 9% 

6 6% 

7 6% 

I 

Exhibit 4 I 
Group 1: Problem Rankings 

ITEM 
Apathy among SCRTD workers 

Medical illness (with some abuses) 

Family problems 

Bad shift scheduling 

SCRTD building is in a dangerous place 

Dissatisfied with the organization 
Drugs & alcohol 

The next group had more participants and generated more items. Their dis- 

cussion took very different directions compared to the first group as the following 

table shows. 

Rankine % of Total Points 

1 15% 

2 14% 

3 11% 

4 11% 

5 l0% 
6 8% 

7 8% 
8 7% 
9 5% 
10 5% 

11 4% 

12 2% 

Exhibit 5 

Group 2: Problem Rankings 

ITEM 
Job stress 

Poor communication with mgt./Iow employee involvement 

Lack of positive incentives for good attendance 

Drugs & alcohol 

Dissatisfaction with pay-for-performance increases & methods 
Inconsistent application of attendance discipline 

SCRTD is in a dangerous location 

Dead-end career with poor training 
Low job satisfaction 

Family problems (especially single parents) 

No pride 

Real medical illness 

Note that there are many more alternatives listed by the second group com- 

pared to the first group. Yet there is not the clear consensus that was achieved in 

Group 1 in that the first item in Group 2 drew on 15% of the total possible points 

whereas the first item in Group 1 drew 30%. 
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Ranking % of Total Points 

1 26% 

2 14% 

3 12% 

4 12% 

5 10% 

6 8% 

7 8% 

8 4% 

9 3% 

10 2% 

11 2% 

Exhibit 6 

Group 3: Problem Rankings 

ITEM 
Job dissatisfaction (due to routine work/poor supervision) 

Personal reasons 

Work avoidance due to others' absences 

No positive rccoiition for good attendance 

Family problems 

Medical illness 

The "use it or lose it" sick pay policy 

Lack of child care 

Dead-end careers 

Used up vacation time 

Weather (both good and bad) 

Group 3 was very vocal in explaining how poor supervisory practices caused 

absenteeism in a variety of ways. (Both poor human relations skills and poor 

planning skills were mentioned.) with Group 5) is the only group 

to rank "Personal Reasons" so highly. 

Ranking % of Total Points 
24% 

2 16% 

3 16% 

4 9% 

5 8% 

6 7% 

7 6% 

8 4% 

9 4% 

10 3% 

11 1% 

Exhibit 7 

Group 4: Problem Rankings 

ITEM 
Poor mgt. practices (low expectations) 

The "use it or lose it" sick pay policy 

Real sickness 

Apathy and burnout 
Day after pay day and 3-day extension policy 

Drugs & alcohol 

Lack of enforcement of attendance policy 

Lack of child care 

No positive recognition for attendance 

Transportation problems 

Weather (both sunny or rainy) 

The top item in Group 4 was expressed in slightly different language com- 

pared to Group 3, but the critical incidents that were shared by participants were 
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essentially the same. (Item l's parenthetical comment is a shortened version of 

the employee notion that many supervisors have such a low initial expectation of 

their subordinates that even the best employees become discouraged through this 

self-fulfilling prophecy). 

Exhibit 8 

Gioup 5: Problem Rankings 

Rankine 0/ of Total Points ITEM 

1 17% Personal reasons 

2 14% No positive incentives for recoiition of good attenders 

3 13% Job stress 

4 10% The "use it or lose it sick pay policy 

5 9% Real medical illness 

6 8% Lack of child care 

7 7% Overwork/overtime due to manpower shortage/absences 

8 5% Transportation problems 

9 4% Poor mgt. treatment of employees 

10 2% I-lard to get approval for absence, so call in sick 

11 2% Drugs & alcohol 

12 2% Family problems 

13 1% SCRTD is in a dangerous location 

14 1% Poor & stressful working conditions 

This group focused on discussing the lack of positive recognition in general, 

and especially with respect to recognition for good attenders. 

A number of observations can be noted when examining group responses in 

total. 

(1) Each group had a different set of top four reasons: 

Group 1: Apathy, medical illness, family problems, bad shift scheduling; 

Group 2: Job stress, poor management practices, lack of positive incentive 

or rewards for good attendance, drug and alcohol abuse; 

Group 3: Job dissatisfaction due to poor supervision, personal reasons, 

work avoidance, no positive recognition for good attendance; 
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Group 4: Poor management practices, "use it or lose it" sick pay policy, 

real sickness, apathy and burnout; 

Group 5: Personal reasons, no positive incentives or recognition, job 

stress, "use it or lose it" sick pay policy. 

(2) Even though each individual was asked to rank order only 4 alternative expla- 

nations, the groups averaged 11 choices with a range from 7 to 14. Thus, there 

is not a clear convergence on just a few explanations. Rather, a wide variety 

of reasons seem to capture the participant's thinking. 

(3) Because of the wide diversity of responses, a wide mix of questions will be 

called for in the survey. Key areas of interest include: 

(a) job dissatisfaction, 

(b) leadership/supervision practices, 

(c) the need for positive incentives, 

(d) apathy, burnout, or depression, 

(e) health-related issues, 

(f) job stress. 

Overall, there appear to be a number of external factors affecting absen- 

teeism. Many participants were extremely vocal about problems of poor su- 

Ipervision and burnout. Combined with the issues concerning employee 

perceptions of absence and their expectations, we decided that about 5O% of 

Ithe questionnaire would be devoted to these issues and 50% would be de- 

voted to an examination of incentive program features. In order to get a better 

Ihandle on these issues, the second part of each NGT session was devoted to 

an exploration of ways to reduce absenteeism. 

NGT-Part B: What Options Might SCRTD Consider? 

For the second part of each NOT session, the following structured ques- 

tions were given to each participant. (These are included here as they ap- 

I 



peared on the handouts. Also listed here are the aggregated responses for 

each group.) 

Exhibit 9 

1. How well does management do in recognizing or rewarding your accomplishments? 

never attentive / 2 3 4 5 6 7 extremely attentive 

Group 1: - 40% 0 20% 20% 20% - 

Group 2: 30% 20% 20% 10% 20% - - 

Group 3: 37% 37% 9% 9% 0 0 9% 

Group 4: 31% 15% 8% 23% 23% - 

Group 5: 17% 17% 8% 17% 16% 16% 8% 

The responses to this question indicate: (1) that there is considerable vari- 

ation between employees in terms of their perceptions of the amount of recogni- 

tion or rewards given, and (2) that SCRTD management might consider these 

results low because for 4 of the 5 groups between 40% and 65% of the participants 

fell into the two lowest response categories. The groups' discussions of these re- 

sults indicated that many of their perceptions were related to the pay-for-perfor- 

mance system and its administration. To expand on the topic of recognition, a 

second question was asked. 

Exhibit 10 

2. Ilow well does management give recognition or rewards to people with perfect attendance records? 

never 1 2 3 4 5 6 7 extremely well 

Group 1: 40% 20% 20% 0 0 20% - 

Group 2: 60% 10% 0 10% 10% 0 10% 

Group 3: 90% 10% - - - - - 

Group 4: 75% 0 8% 17% - - 

Group 5: 42% 8% 17% 8% 0 8% 16% 

This question received the most negative responses of all the questions used 

in this set. Between 50% and 100% of the participants in each group rated man- 

agement in the lowest two response categories; there were very few responses in 
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the 5, 6, and 7 categories. When queried, the groups explained that there are 

isolated programs (such as for the telephone operators) which do focus on at- 

tendance, and a few people were thinking of the bus operators' program which 

contains a major component about absenteeism. Their discussion also suggested 

that there were: (a) real needs in this area, and (b) opportunities for improvement 

in terms of SCRTD's management practices in this area. A final point raised in two 

of the groups is that recognition should not be reserved for perfect attenders, but 

that there should also be some type of recognition for "excellent" or "good" atten- 

ders. In anticipation of the responses to the above question, a follow-up question 

was asked. 

Exhibit 11 

3. If you had a perfect attendance record for the past year, how would you feel about it? 

1 wouldn't care 1 2 3 4 5 6 7 I'd feel really proud 

Group 1: - - - - - 20% 80% 

Group 2: - - 10% 20% 10% 10% 50% 

Group 3: - 17% 0 8% 8% 44% 33% 

Group 4: - 8% 0 8% 8% 38% 38% 

Group 5: 17% 0 8% 8% 8% 8% 50% 

The responses to this question indicate that there may be some intrinsic value 

for employees if they could achieve a perfect attendance record. Across all 

groups, between 50% and 100% of the participants fell into the two highest re- 

sponse categories indicating that they would feel very proud of a perfect attend- 

ance record. Also note that there is a wide dispersion of minority opinion. When 

questioned during the session, some of these employees indicated that they were 

so tired or burned out that they just didn't care. A vocal minority argued that 

management should instead focus on recognizing and rewarding the quality of 

work done. 

Given that a large majority of respondents indicated that (a) they believed that 

very little attention is given to perfect attenders and (b) they would really feel 

proud if they could achieve perfect attendance, we considered another question, 

that is, who should "recognize" the good attenders? Thus, the final structured 
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question had multiple parts so we could compare the relative importance of each 

different people to each other. 

The questions along with the responses from each group follow. 

Exhibit 12 

4. If you had a perfect (or nearly perfect) attendance record for the past year, how important would 

each of the following be in recognizing it? 

Mv supervisor: 

not important I 2 

Group 1: - - 

Group 2: - - 

Group 3: 20% 0 

Group 4: - 0 

Group 5: 8% 8% 

3 4 5 6 7 extremely important 

- 20% 0 60% 20% 

- 10% 30% 40% 20% 

10% 20% 10% 20% 20% 

0 0 17% 50% 33% 

0 0 17% 25% 42% 

Notice that most respondents strongly felt that recognition from the supervi- 

sor is important. The two highest categories, when combined, capture between 

40% and 80% of the group members. 

Exhibit 13 

Mi' co-workers: 

not important 1 2 3 4 5 6 7 extremely important 

Group 1: - - 20% 0 20% 40% 20% 

Group 2: 20% 0 20% 10% 20% 20% 10% 

Group 3: 10% 20% 50% 0 0 10% 10% 

Group 4: - 25% 25% 25% 24% - - 

Group 5: 17% 17% 25% 0 8% 17% 17% 

There is a sharp overall drop off when comparing the importance of co-work- 

ers and the importance of the supervisor. Note, however, that there is still an im- 

portant minority in the top two response categories. 
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Exhibit 14 

Other employees: 

not important I 2 3 4 5 6 7 extremely important 

Group 1: 40% 0 0 40% 0 0 20% 

Group 2: 10% 0 30% 20% 20% 10% 10% 

Group 3: 30% 10% 20% 30% 0 0 10% 

Group 4: 8% 33% 17% 33% 8% - - 

Group 5: 33% 25% 8% 17% 0 0 17% 

There is even more of a drop off in the response to the importance of fellow 

employees in recognizing good attendance. Of the three studied so far, this one 

is the lowest. 

Exhibit 15 

Mv fami4: 

not important 1 2 3 4 5 6 7 extremely important 

Group 1: 40% 0 0 0 0 40% 20% 

Group 2: - - 20% 20% 30% 30% - 

Group 3: 20% 20% 10% 0 10% 20% 20% 

Group 4: 17% 0 8% 17% 33% 0 25% 

Group 5: 42% 8% 0 17% 0 8% 25% 

Responses to this last question show an extremely bi-modal pattern. In Group 

1, for instance, about 40% of the respondents are in the lowest category for whom 

recognition from their families (if they have one) is not at all important. At the 

other extreme, the remaining 60% are in the two highest categories. We predict 

that there will be vocal employee criticism regardless of the communication pro- 

gram chosen by the SCRTD Design Team. The results for the next question are 

more clear. 
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Mv neithhorhooa': 

not important / 2 3 

Group 1: 40% 0 0 

Group 2: 40% 30% 0 

Group 3: 7Q% 30% - 

Group 4: 59% 25% 0 

Group 5: 67% 8% 0 

Exhibit 16 

4 5 6 7 extremely important 

20% 0 20% 20% 

10% 10% 10% - 

0 8% 8% - 

17% 0 8% - 

The responses to this question clearly show that the neighborhood is the least 

important source of recognition for the participants. 

Overall, based on both the above data and the follow-up discussions, group 

members made clear their feelings that the supervisor is the key source of recog- 

nition and the neighbors are the least important. A separate, but vocal minority 

each defended the importance of co-workers, family members, and other SCRTD 

employees in the recognition process. 

NGT-Part B: Ranking of Options 

In order to get a clearer picture about all of the alternatives SCRTD manage- 

ment should consider to improve attendance, the participants were asked to rank 

their top 4 choices from their responses to the following questions: 

Exhibit 17 

List 8 things management might do to get employees to come to work more frequently: 

2. 

3 ....................... 
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List 8 ways of recognizing or rewarding attendance which appeal to you: 

IThe responses to these questions were listed on a flip chart to encourge de- 

tailed discussion. Based on this discussion each NGT participant listed her/his top 

4 ideas most likely to get employees to come to work. For Group 1 a summariza- 

tion of these methods most likely to reduce absenteeism is shown below. (Note ' also that, as in Part A, each group generated their own sets of items. Thus, each 

group might not have all the same items as another group. Because these lists 

I 
are not exhaustive nor identical between groups, these group results should be 

interpreted as (1) suggestive and (2) laying the foundation for the survey to follow.) 

IExhibit 19 

Group 1: Options 

Rankirnz % of Total Points ITEM 

II 20% 

2 19% 

Stronger discipline policy 

Cash Bonus (at least 50) 

3 14% Training in human relations skills (for better morale) 

1 
4 14% Pay back unused sick days at 75% 

5 l2% Awards and/or certificates of merit 

1 
6 7% 

7 5% 

Reduce stress at work 

Home visitation or call-backs by supervisors 

8 5% Transfer unused sick time to another employee 

I9 5% Mandatory physicals & drug screening 

I 
It is interesting to note in the above group that there was general recognition 

of the need for a strong, clearly enforced discipline program for poor attenders. 

I 
This was also the only group to rank cash bonus that highly. From the above list 

"awards" "positive the item called means personal recognition" in Group 2 below. 
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Ranking % of Total Points 

28% 

2 13% 

3 

4 11% 

5 11% 

6 

7 6% 

8 6% 

9 5% 

Exhibit 20 

Group 2: Options 

ITEM 

Positive personal recognition 

Rcduce job stress 

Exchange sick days for holidays 

Stronger discipline with termination for excess 

Flex-time 

Peer group absence-monitoring boards 

Relocate SCRTD main building 

Cash bonus 

Stop the punishment mentality 

Of all the NGT groups, this one had the clearest agreement: positive personal 

recognition came out a clear first. One contradiction that should be noted is that 

11% of the total points were given to "stronger discipline code is needed which 

results in termination"; whereas, 5% of the total points were given to "discontinue 

the punishment mentality about absenteeism." When queried, this group's par- 

ticipants said that this was the result of the extraordinarily big differences between 

divisions and between supervisors in terms of how the attendance policy is ad- 

ministered. 

Group 3's responses were somewhat different from Group 2's. They are listed 

below. 
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Exhibit 21 

Group 3: Options 

Ranking % of Total Points ITEM 

19% Improve mgt.'s communication/human relations skills 

2 18% Positive recognition/incentives 

3 14% Improve pay-for-performance system & promotions 

4 9% Give all depts. the same absence policy 

5 8% Day care center 

6 8% Cash bonus 

7 7% Flex-time 

8 6% Compensatory time off for good attendance 

9 5% Improve work environment 

10 3% Unlimited sick leave accumulation 

11 2% More unity & teambuilding in departments 

12 1 % Investigate chronic absentee employees 

For this group, improvements in management communication and human re- 

Ilations skills and personal recognition rank highly as the best ways to reduce ab- 

senteeism. 
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Exhibit 22 

Group 4: Options 

Rankinz 0/ of Total Points ITEM 

1 14% Cash bonus 

2 14% Personal recognition program 

3 12% Flex-time 

4 12% Uniform absence code enforcement 

5 Paid time off for perfect attendance 

6 7% Make-up time for medical appointments 

7 7% Improve conditions with a gym/health center 

8 7% Eliminate "use it or lose it" sick pay policy 

9 5% Make jobs less routine and boring 

10 5% Return unused sick pay at 75% 

11 2% Improve management's attitude 

12 2% Create more team feelings 

13 2% Stop counting incidents; count total hours 

C. 10 



Note that both cash bonus and personal recognition came up as the two most 

preferred options. Finally, the ranking of the last group's options are listed be- 

low. 

Exhibit 23 

Group 5: Options 

Ranking % of Total Points ITEM 

1 22% Positive recognition/incentives 

2 16% Allow more discretion to schedule absences 

3 15% Flex-time 

4 14% Paid time off for perfect attendance 

5 12% Change "use it or lose it" sick pay policy 

6 7% Create positive morale & mgt. attitudes 

7 4% Change point system from incidents to total hours 

8 4% Uniform enforcement of attendance policy 

9 2% Cash bonus 

10 2% Treat employees like adults 

11 2% have more problem-solving groups like this 

For this group, greater discretion in scheduling absence, flex-time and paid 

time-off were ranked highly after the first choice of personal recogntion. 

NGT-Part B: Program Suggestions 

A final page was distributed to the participants which asked them to focus 

specifically on how a positive program might be designed. 

Exhibit 24 

If you were designing an award for perfect attendance, what would it look like? 

2. 

3 ....................... 
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Exhibit 25 

If you were going to receive a perfect attendance award, how would you want to receive it? 

I(\Vhcre?, when?, how?, with whom?, ctc.) 

1 
2. 

IThe preponderance of answers to these open-ended questions were in line 
with our initial expectations. Most people wanted some type of award. (such as a 

Icertificate or piece of jewelry), a cash bonus, and/or time off. Most also wanted 

some type of acknowledgement from the Board of Directors, General Manager, 
and their supervisors. An awards banquet was mentioned frequently. 

Summary 

Overall, the Nominal Group Technique was very well received by the partic- 
Iipants, and it produced a rich description of perceptions about the absence culture 
at SCRTD. This information is extremely useful for custom-tailoring the valued in- 

Icentives survey. More importantly, it provides a detailed source of information to 
use to design and validate the statistical results of the survey. A number of con- 

Isistent themes were common to all of the groups, including: 

I 
(1) a need for some type of positive recognition, 
(2) dissatisfaction with the current handling of this problem, 
(3) a concern about the work place and it's influence on absenteeism. 

I 
The NOT experience had other benefits which are hard to quantify, but nev- 

Iertheless important. In particular, the group members seemed enthusiastic about 
sharing important, job-related information. When this enthusiasm spreads 

I 
throughout the organization, it usually results in (a) a temporary reduction of ab- 

senteeism, and (2) a positive reception of the follow-up survey by employees who 

I 
had heard about the NOT meetings. 

Although nominal groups are a rich source of information, this information is 

often difficult to quantify and interpret. As a result, a more structured survey is 
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needed. The next section of this report will describe the results of the valued in- I 
centives survey which was based in part, on the NGT results. 

(_ ., 

1 

I 

I 

I 

I 

LII 

El 

I 

Li 

Li 

I 

I 

LI 

I 

I 

I 



Li 

I 

I 

I 

I 

I 

Ill. THE SURVEY BACKGROUND 

The purpose of this section is to (1) explain the methods used to administer 

and analyze the survey, and (2) discuss the results of the survey in terms of the 

absence culture at SCRTD. 

IMethods 
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Based on the information collected through the NGT sessions, a 4 page 

questionnaire about absenteeism attitudes and practices was developed. During 

February 1986, the valued incentives survey was mailed to the homes of the ap- 

proximately 2,000 managerial/clerical employees. These types of surveys usually 

result in a return rate of approximately 10% to 15%. In order to improve this re- 

sponse rate, the cover letter attached to the survey explained that 10 names would 

be selected in a lottery from all completed responses. Each winner would receive 

a prize of $50. We believe that the use of this feature helped to considerably raise 

the overall response rate. Thus, about 620 usable surveys were returned, which 

is a response rate of about 30%. SAS (Statistical Analysis System) Version 82.4, 

a mainframe statistics package, was used to compute the statistics in this report. 

Results - Demographics: 

In order to better understand the entire set of results, let us create a profile 

of the typical respondents. (This profile is almost identical with the composition 

of the NGT groups.) About 31 % of the respondents were female; 69% were male. 

About 18% were single; 66% were married; 1 % were widowed; and 16% were di- 

vorced or separated. The average number of dependents was 2 (standard devi- 

ation = 2.28). Only 22% of the respondents indicated that they had no 

dependents. Thus, there were significant numbers of single parents. There was 

a clear majority of non-union workers, about 73%. (However, union members re- 

ported a significantly higher amount of absences.) The average worker has been 

C.23 
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with SCRTD about 9.8 years. The average age is 43 years, ranging from 21 to 69. 

More than half of the respondents (about 56%) regularly worked overtime in 1985. 

More than half (55%) have no direct subordinates. (Thus, there is a high repre- 

sentation of supervisors and managers in this group.) Supervisors had an aver- 

age span of control of 29 direct subordinates. (This figure is high because a 

number of garage managers reported up to 200 or more direct subordinates.) 

Overall, respondents to the survey were relatively older, with a fair amount of ex- 

perience, and with many family responsibilities. 

Absence Culture 

Before implementing any attendance improvement program, an analysis of 

the organization's attendance culture can help pinpoint areas of possible im- 

provement and indicate what types of programs might be more likely to succeed. 

For these respondents, the average commute to work is 43 minutes, not unu- 

sual for the Los Angeles area. This is important to note because the length of the 

commute was strongly related to the frequency of absences with a correlation of 

r= .27 (p <.0001). This may contribute to the 3.1 average number of tardies, which 

ranged from 0 (reported by 63% of the respondents) to 150 incidents. 

Overall, the average number of total hours absent for 1985 was estimated by 

respondents to be 37.6 hours (or 4.7 days). At one extreme someone reported 800 

hours of absence. At the other extreme, 22% of the respondents indicated that 

they had perfect attendance in 1985. Compared to the organizational records 

collected and reported in the Phase I report, there is either an underestimation by 

employees of their absence rate, or an underrepresentation of chronic absence 

employees in this survey. In terms of frequency of absences, employees reported 

they were absent, on average, about 3.9 times: therefore, an average absence oc- 

currence lasted for 1.2 days. 

In Phase I of this project, we were able to collect a random sample of about 

720 employees absence records drawn from this same target population. For this 

group of employees, organizational records indicated that the average number of 

incidents of absence (not counting tardies ) was 5.3 for the period of November 1, 

1984 to October 31, 1985. This is higher than the self-reported data above. Or- 
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ganizational records indicated an average of 120.2 total hours of absence (from 

all sources). This figure translates into about 14.7 days, which is clearly higher 

than the average of 4.7 days reported by participants in the above section. 

This difference should not be interpreted as meaning that participants were 

intentionally underreporting their absences. One explanation for the discrepancy 

might be that participants did not count certain categories of absence (such as jury 

duty or military leave) which were incorporated into the organizational records' 

total figure. 

Yet another explanation for this difference is that the people who sent back 

our survey were not employees with chronic absence. This explanation was in- 

vestigated in the following manner. First, we located all the employees (N =201) 

for whom we could match a survey and an absence record. We then compared 

these to all individuals (N = 404) for whom we had a survey but no absence record. 

There was no significant difference between both groups self-reported levels of 

absenteeism. However, when we compared the absence records for employees 

with a survey (N201) versus employees without a survey (N=520), there were 

significant differences. Those people who did NOT return our survey had a sig- 

nificantly higher frequency of absence incidents (5.42 vs. 3.58, p <.0001) compared 

to those who returned the survey. There was also a significant difference in total 

hours of absence. Non-respondents averaged 136.4 hours versus 68.8 hours for 

respondents (p < .0004). 

Therefore, readers should exercise caution in interpreting the results of the 

survey because the employees with extremely high levels of absenteeism are un- 

derrepresented. (Later data analyses will isolate this high absence group who did 

respond to our survey.) 

As a final positive note, one of the criteria we examine to understand an or- 

ganization's absence culture is the correlation between the self-reported absence 

levels and the matching organizational records. if the correlation is low, it means 

that employees are not aware of their own absence levels. if the correlation is 

high, then it means that, employees are aware of and may be monitoring their ab- 

sence behavior. For the 201 employees for whom we had matching data, there 

were high correlations between self-reported incidents and recorded incidents (r 
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= .60, p<.0001) and between self-reported total hours and recorded hours 

(r=.71, p<.0001). 

Only 1.6% of the respondents indicated that they believed that they were ab- 

sent more often than other employees. About 13% felt they were absent about the 

same as other employees. This means 85% of the respondents believed that they 

were absent less often than other employees. If respondents have overestimated 

their own performance in terms of absenteeism, they may also have peculiar no- 

tions about what's acceptable attendance behavior. In response to the question, 

"Speaking for yourself, what's an acceptable level of absenteeism at SCRTD?" 

employees felt on average that 54 hours per year (or 6.7 days) was acceptable. 

This figure, however, belies a great deal of variation. At one extreme, only .9% 

of the respondents indicated that 0 was acceptable. At the other extreme 10% of 

the respondents felt that anywhere from 96 hours to 300 hours was acceptable. 

When asked to estimate management's goal for attendance, 29% of respond- 

ents thought it was perfect attendance as shown below. 

7. \Vhat do you think managem 

29 % 

10 % 

16% 

]7 0/0 

4% 

25% 

Exhibit 26 

ent's goal for absenteeism is for you? 

Perfect attendance 

1 or 2 days a year 

3 or 4 days a year 

5 or 6 days a year 

7 days a year or more 

Management does not seem to have a clear goal. 

Given the fact that the respondents to this survey were primarily older, less 

absence prone workers more likely to be in the managerial ranks, it is noteworthy 

that a full 25% would indicate that management doesn't seem to have a clear goal 

An organization's absence culture can also be viewed in terms of other key 

attitudes, as the following results indicate. (Recall that the response categories for 

this section of the survey range from "SA" for Strongly Agree to "SD" for Strongly 

Disagree.) 
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Exhibit 27 

1. Management's standards for attcndancc are high ................... 

SA MA PA PD MD SD 

26% 23% 21% 8% 9% 13% 

The responses to these questions makes an interesting counterpoint to the 

management goal question. On one hand 25% feel that there is no clear goal; on 

the other hand, by summing the responses to all three categories of "agree", 70% 

can agree to some extent that management's standards are high. 

Exhibit 28 

1. Absenteeism is a problem around here ............................. 

SA MA PA PD MD SD 

47% 16% 14% 6% 9% 7% 

Again by summing across the three agree categories, a full three quarters 

(77%) of the respondents agree to some extent that absenteeism is a problem. 

As a result, the high standard held by management is not enough to alleviate the 

problem. 

The following two questions explore possible problems with absence rules or 

norms. 

Exhibit 29 

7. The sick pay rules are too liberal here .......................... 

SA MA ?A PD MD SD 

23% 11% 13% 14% 14% 26% 

2. Being absent occasionafly is one of the benefits of this job ...... 

SA MA PA PD MD SD 
1l% 11% 15% 10% 10% 43% 

First, there is no consensus concerning sick pay rules. About an equal num- 

ber believe that the rules are too liberal as believe that the rules are not too lib- 



eral. Second, it is a positive indicator that a majority of respondents do not 

believe that being absent occasionally is one of the benefits of the job. The re- 

sponses to the first question indicate (1) that the rules need to be re-examined, 

and (2) that enforcement across departments must be checked. 

Job satisfaction (or dissatisfaction) represents an important aspect of an or- 

ganization's absence culture and climate that can affect employee attendance. The 

following questions examine that aspect. 

16. I am satisfied with my job ....................................... 

£4 MA 7,1 

36% 30% 16% 

MD SD 
4% 6% 7% 

19. The physical working conditions here are excellent ................. 

SA MA ?A ?D MD SD 
17% 22% I9% 10% 13% 18% 

20. My supervisor is an excellent person to work for .................. 

SA MA 
29% 26% 19% 

7D MD SD 
6% 13% 

It is encouraging to see that a majority of respondents are satisfied with their 
job and find that their supervisor is a good person for whom to work. Reactions 

to the physical conditions are less positive, with a significant minority of people 

responding in the three disagree categories. These conditions are important to 

understanding absenteeism because all three are statistically significantly corre- 

lated with the reported number of hours absent. Satisfaction with the job is cor- 

related with r=.44 (p<.000l) with working conditions and r=.39 (p<.000l) with 

satisfaction with supervisor. Satisfaction with supervisor and satisfaction with 

working conditions are also correlated (r=.34, p<.0001). 

Another explanation for the perception of absenteeism as a problem is the 

lack of reward for good attendance, 
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Exhibit 31 

10. Good attendance is rewarded here . 

SA MA PA PD MD SD 

4% 5% 11% 12% 13% 54% 

Of aU the questions from the survey examined so far, the responses to this 

one are the most negative. In just the "SD" category there are 54% of the re- 

spondents who strongly indicate that good attendance is not rewarded at SCRTD. 

Following this line of reasoning, do employees feel a need to be recognized 

for good attendance? The next question addresses this. 

Exhibit 32 

31. I really like the idea of being recognized for good attendance.... 

SA MA ?A TD MD SD 

43% 20% 22% 5% 4% 6% 

It's clear that most of the responses (85%) fall to the agree half of the scale. 

Equally important, this distribution validates and supports the NGT results that 

recognition is important to employees. 

Finally, do employees feel that if they tried harder, they could improve their 

attendance records? 

Exhibit 33 

30. if I tried harder, I could improve my attendance 

SA MA PA ?D MD SD 
14% 9% 15% 10% 9% 43% 

(N = 132 dropped. See below.) 

The above frequencies do not include those individuals who reported perfect 

attendance records. Thus, for the remainder, less than half (35%) agreed some- 

what with the notion that they could improve. A large number (43%) of the re- 

spondents strongly disagreed with this statement. There is a statistically 

r -J 



significant correlation of r= -.19 ((p<.0001) with this question and hours absent. 

In other words, people who strongly disagreed with this statement had higher ab- 

sence rates. Furthermore, older workers significantly tended to be in the SD cat- 

egory. People who felt that their absence levels were lower than others (even 

though it is usually not true), were much more likely to strongly disagree with the 

idea that they could improve attendance if they tried. Finally, union members 

tended to feel that they could not improve their attendance records (r=-.23, 

p< .0001). 

Summary 

These survey data seem to describe an absence culture at SCRTD in which: 

(1) there is little agreement about the standards for absence behavior, 

(2) the sick pay rules may be too lax, 

(3) there is both a lack of reward for attendance, and a strong desire for 

recognition, and 

(5) uncertainty that individuals can improve their attendance behavior. 

The reader should that note some contradictions exist in these perceptions. 

For example, while absenteeism is perceived as a problem, most respondents 

(NOT counting the perfect attenders) do not believe they can improve. Thus, there 

is a need to examine the data in the following section and to be aware that em- 

ployee attitudes are only one element that should be considered in designing an 

attendance improvement program. 
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IV. THE ABSENCE SURVEY--WHAT IS VALUED 

Having described the absence culture at SCRTD, this section investigates 

what might be valued by employees as a means of reducing absenteeism. The 

Isecond half of the valued incentives survey investigated respondents' perceptions 

of positive programs along with other administrative actions which SCRTD man- 

1 
agement can select from to address the absence problem. 

In this section we will explain employee preferences and design consider- 

ations in the following four categories: 

(1) employee program preferences, 

(2) supplemental administrative actions, 

(3) recognition programs, and 

I 
(4) communication programs. 

Each of these categories are necessary components of a well-designed at- 

I 
tendance control program. If any one area is ignored in the design process, then 

the chances of success for the overall program are seriously diminished. 

In the second half of this section, we will explore program trade-offs in re- 

Isponse to the following questions: 

1 
(1) If a lottery is used, would employees prefer smaller prizes with a higher 

chance of winning or fewer prizes of higher value? 

(2) In terms of rewarding attendance, would employees prefer larger 

I 
awards associated with longer time intervals or smaller awards given 

more frequently? 

El 
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(3) in terms of commitment to improvement, would employees prefer larger 

awards for perfect attendance, or smaller awards for less-than-perfect 

attendance? 

(4) In terms of possibly cashing-in unused sick leave, would employees 

prefer to receive a higher percentage for a perfect record, or a lower 

percentage for a less-than-perfect record? 

Results: Employee Program Preferences 

Absenteeism is very costly, especially when an organization provides a paid 

sick plan for employees. However, if absenteeism costs could be reduced it may 

be possible to share some of these savings with employees. To determine what 

type of program might be a good investment to reduce absenteeism, we asked 

employees to imagine that it was decided that absenteeism had been reduced 

enough so that everyone could receive $1,000 or the equivalent. With their $1,000, 

we asked how they would PERSONALLY choose to spend it among the programs 

listed below. They were then asked to distribute the $1,000 in any way they 

wished. They could distribute all $1,000 to one program or a few dollars to each 

item, or any other combination. In any case, the total number of dollars distrib- 

uted should add up to $1,000. Based on these instructions employees, on aver- 

age, distributed the $1,000 as shown in Exhibit 34. 
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PROGRAM ALLOCATION PREFERENCES 
I(All Survey Respondents) 

I 

$ 500 should be given as a direct cash bonus at the end of the year. 

$ 167 should be converted into additional vacation days. 

I$ 137 should be used to buy back any unused sick days. 

$ 95 should go directly into an account to be given at retirement. 

$51 should be added directly to my hourly wage or my salary. 

should be used to improve employee benefits. 

$ 39 should be used for another purpose such as: (fill in)__________________ 

The cash bonus is very clearly the first choice given the above list of alterna- 

tives. A word of caution should be noted here about the predominate position 

given to cash. Employees' preference for this may be overstated. This could, in 

part, be explained by the fact that it was first on the list. In addition, in the NGT 

groups cash was not given the same weight as, say, personal recognition or the 

need for more uniform enforcement of attendance policies. 

Note 

that an average of $39 was allocated to the "other" category. Examples 

of some of the other types of programs are listed below: 

IAlternative Programs to Encourage Attendance: Employee Comments 

IImprove work environment 

$100 for no miss-out or sick all year 

I$1000 to be added to sick benefits in case of illness. 

$1000 to prepay medical insurance/underwrite deductible. 

$1000 to buy back any unused sick days pro-rated to number of unused 
days." 

TMUnused funds should be returned to operating costs." 

$1000 "for individual choice of these items." 

I 



$500 for reduced medical payments and $500 for retirement fund. 

$500 for IRA. 

$1000 for precious metals (gold) 

$500 for an account to be given at retirement "or employee elected 
termination." 

$1000 for reduced costs. 

"everyone shouldn't receive the $1000, only those with 
good attendance should be rewarded." 

$100 to support a total employee fitness center. 

$1000 for health club. "This would cut down on sick time." 

$1000 for long term illness. 

$250 for educational goals. 

$200 for employee morale. 

$500 for in-service training. 

$1000 for providing emergency day care. 

$1000 for more security. 

$1000 to cut the budget. 

$150 for emergency funds. 

$500 increase insurance benefits 

$200 for automatic savings 

$1000 for deferred compensation 

"Should not even be considered." 

$1000 for child day care 

$500 Savings 

$200 for Gifts: Tickets for sports, concerts or other types of gifts 

$500 for monthly cash bonus 
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"Payback should be related to individual contribution - inversely 
proportional to percentage of sick leave used." 

Given that in the NGT groups and in the survey there was evidence of wide vari- 

ation in respondents, we wondered if the same programs would appeal equally to 

two important subgroups. To investigate this issue, the average male response is 

contrasted below with the average female response. (The Phase II report indicated 

that women have a significantly higher level of absences than men.) 

The following symbols will be used to show various levels of statistical sig- 

nificance. If p<.1O, then a "+" will be used. If p<.05, then a will be used. If 

p<.Ol, then a will be used. "P" refers to the probability of saying there is a 

significant effect when it might be due to chance. The smaller the number, the less 

likely a false conclusion will be made. 

Exhibit 35 

PROGRAM ALLOCATION PREFERENCES 

Men vs. Women 

(n = 421 v n = 190) 

M v W 

S 477 v 558k should be given as a direct cash bonus at the end of the year. 

5 158 v 185 should be converted into additional vacation days. 

$_l43 v 126 should be used to buy back any unused sick days. 

S ill v 59* should go directly into an account to be given at retirement. 

5 59 v 37 should be added directly to my hourly wage or my salary. 

$19 v 28 should be used to improve employee benefits. 

542 v 33 should be used for another purpose such as: (fill in)_______ 

* indicates siificant mean differences at p < .05 

* * indicates significant mean differences at p < .01 
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There are two very important differences between the men and women. First, 

the men allocated significantly less money to be given as a direct cash bonus. 

Second, they allocated a much higher amount to be placed in a retirement ac- 

count. These differences could be a reflection of the fact that the sample included 

single women with children whose immediate concern is month-to-month take- 

home-pay. These women might feel that they do not have the luxury of planning 

for retirement. This difference might also be explained if the women in the sample 

are in lower paying jobs at SCRTD, or they perceive their jobs as temporary. 

We also wanted to highlight any possible differences between perfect atten- 

ders and high absence employees because this latter group is underrepresented 

in the survey. Therefore, we divided the survey respondents into three groups: 

(1) perfect attenders (N =132), (2) medium absence employees (N =280), and (3) 

high absence employees (N = 178). (The last group was composed of those em- 

ployees who reported more than 32 total hours of absences.) We dropped the 

middle group from the following analysis to highlight the differences from the ex- 

treme groups. We then compared the lowest and highest absence groups as 

shown below. 
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Exhibit 36 

PROGRAM ALLOCATION PREFERENCES 

Perfect Attenders vs. high Absence Employees 

(n = 132 V n = 178) 

PA v HA_ 

5 447 v 547' should be given as a direct cash bonus at the end of the year. 

167 v 182 should be converted into additional vacation days. 

5 215 v 89' should be used to buy back any unused sick days. 

1 
5 126 v 73 should go directly into an account to be given at retirement. 

IS 58 v 45 should be added directly to my hourly wage or my salary. 

5 18 v 12 should be used to improve employee benefits. 

S 39 v 48 should be used for another purpose such as: (fill in)__________________ 

indicates siificant differences 

Once again, there are two important differences between these groups. High 

absence employees prefer more cash. Perfect attenders would like to buy back 

unused sick days. For both groups, the last three alternatives are much lower than 

the first four. 

Results: Administrative Actions 

I 
Earlier in this report we discussed various aspects of the absence culture at 

SCRID. There are a number of administrative methods to reduce absence which 

I 
were pointedly brought up in the NGT groups. Therefore, we asked survey re- 

spondents to consider some administrative methods of reducing absenteeism for 

I 
employees in this survey. We asked them which method(s) they thought would 

most discourage absenteeism. We then asked them to imagine that they had a 

total of 10 points, and that they should distribute these points across the items 

I 



listed below in any combination, so long as it totals 10. The average allocations 

of these points are shown in Exhibit 37. 

Exhibit 37 

ADMINISTRATIVE ACTIONS 

All Survey Respondents 

1.08 Good attendance should be a requirement for working overtime. 

_2.52_ Good attendance should be a requirement for raises. 

2.26 Excessive absenteeism should result in progressive discipline (& possible termination). 

1.1 5_ For any absence, an employee should be required to call-in to their supervisor. 

.86 When excessive absences occur a formal warning should be written & put in the employee's 

folder. 

_L18_ For an extended sick absence, an employee should bring in an M.D.'s note. 

1 .06_ Supervisors should give one-to-one counseling to problem employees. 

The first choice of all respondents, that is "good attendance should be a re- 

quirement for raises", was not mentioned in any of the NGT groups. However, the 

second most popular administrative action concerning the use of progressive dis- 

cipline and terminations was very strongly emphasized in the NGT groups. One 

of the central concerns about this issue which also came out in the groups was the 

need for uniform enforcement of the attendance policy which is an important fea- 

ture of the second highest item. 

The responses to these sets of programs were analyzed for men and women 

to determine if important differences existed. 
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IExhibit 38 

ADMINISTRATIVE ACTIONS 

Men vs. Women 

M v W U1.02 v 1.21 Good attendance should be a requirement for working overtime. 

I2.50 v 2.58 Good attendance should be a requirement for raises. 

I 
2.39 v 1.99* Excessive absenteeism should result in progressive discipline (& possible termi- 

nation). 

I1.13 v 1.21 For any absence, an employee should be required to call-in to their supervisor. 

.85 v .89 When excessive absences occur a formal warning should be written & put in the 

Iemployee's folder. 

I1.30 v .93 + For an extended sick absence, an employee should bring in an M.D.'s note. 

1.02 v 1.14 Supervisors should give one-to-one counseling to problem employees. 

I* indicates significant differences at p < .05 

+ indicates significant differences at p < .10 

Men felt more strongly than women that excess absenteeism should lead to 

Iprogressive discipline and termination. The men also felt a bit more strongly than 

the women that an employee should bring in an M.D.'s note when absent. We also 

I 
analyzed the differences in responses between employees with perfect attendance 

records and those who were frequently absent. 

I 

I 

I 

I 
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Exhibit 39 

ADMINISTRATIVE ACTIONS 
Perfect Attenders vs. High Absence Employees 

PA V HA 

1.30 v 1.01 Good attendance should be a requirement for working overtime. 

2.92 v 2.16* Good attendance should be a requirement for raises. 

2.57 v l.86** Excessive absenteeism should result in progressive discipline (& possible terrni- 

nation). 

.84_ v l.45** For any absence, an employee should be required to call-in to their supervisor. 

.84 v l.0J_ When excessive absences occur a formal warning should be written & put in the 

employee's folder. 

.80 v 1.36 For an extended sick absence, an employee should bring in an M.D.'s note. 

.79 v 1.05* Supervisors should give one-to-one counseling to problem employees. 

* indicates significant differences at p < .05 

** indicates significant differences at p < .01 

The differences between perfect attenders and high absence employees is 

very evident in terms of their reactions to the different administrative actions. 

Perfect attenders feel much more strongly than high absence employees that (1) 

good attendance should be a requirement for raises, (2) excessive absenteeism 

should result in progressive discipline and termination, (3) employees should not 

be required to call-in, and (4) supervisors should not give one-to-one counseling. 

The high absence employees feel just the opposite. In short, high absence em- 

ployees appear to seek administrative actions which are less punitive and which 

require less personal responsibility. These data suggest polarization between the 

groups, and the likelihood that, regardless of which administrative actions are ul- 

timately selected, there will be individuals who may perceive the programs as un- 

fair. 

Results: Recognition Programs 
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In our other research and consulting experience, we have come to realize that 

(1) most employees seek for recognition, but (2) most managers and many workers 

are reluctant to give recognition for good attendance. We have collected both 

national survey and field experimental data which indicate that formal recognition 

programs substantially reduce absenteeism. Furthermore, employees who have 

reasonable attendance records will not be motivated by a discipline program be- 

cause they have already met the standard. However, they may be motivated to 

I 
improve their attendance records if they find such efforts rewarding. With this 

caveat in mind, the next set of questions refers to the recognition alternatives. 

I 
We asked participants if they qualified for a good attendance award, how would 

they MOST LIKE TO BE RECOGNIZED. As in the previous questions, they had a 

total of 10 points to distribute to an item or any combination of items. 

Exhibit 40 

I 
RECOGNITION PROGRAMS 

All Survey Respondents 

1 
1.15 An embossed, framed Certiflcate of Merit with your name. 

I 

1.58 Your name entered in a lottery with a chance to win a prize. 

.65 A formal luncheon with your boss paid for by SCRTD. 

I 
.94 A personalized item to wear (i.e. inscribed jewelry,clothing) or use at work (i.e. desk acces- 

sories). 

. I A formal luncheon with other excellent attenders. 

4.73 A small cash award. 

I 
Very clearly, a small cash award is the first preference. Next, the lottery, the 

Icertificate, and the personalized jewelry form a triad. It is clear that the luncheon 

with the boss is not very attractive; nor is the luncheon for perfect attenders. 

I 
However, the NGT groups had expressed the point that the actions of the supervi- 

sor are critical to the success of the program. 

In the next exhibit we analyzed the responses by gender. 

I 



Exhibit 41 

RECOGNITION PROGRAMS 

Men vs. Women 

M vW 
1.06 v 1.34+ An embossed, framed Certificate of Merit with your name. 

1.60 v 1.51 Your name entered in a lottery with a chance to win a prize. 

.77 v .44 A formal luncheon with your boss paid for by SCRTD. 

1.03 v .77+ A personalized item to wear (i.e. inscribed jewelry,clothing) or use at work (i.e. 

desk accessories). 

.85 v .72 A formal luncheon with other excellent attenders. 

_4.59 v 5.05 A small cash award. 

+ indicates the means are significantly different at p < .10 

* indicates the means arc significantly different at p < .05 

indicates the means are significantly different at p < .01 

This comparison of men with women reveals agreement on the importance of 

the cash award and a number of interesting contrasts. For example, while neither 

group much cares for the idea of a formal luncheon with their boss, the women 

appear to especially dislike that idea. At a slightly lower level of statistical confi- 

dence, it appears that the men are more attracted to having some type of person- 

alized item to wear while the women are much more attracted to the Certificate of 

Merit. Let us now turn our attention to the perfect attender's vs. the high absence 

employees' preferences. 
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Exhibit 42 

RECOGNITION I'ROGRAMS 

Perfect Attenders vs. High Absence Employees 

PA v FIA 

1.64 v 1.061 + An embossed, framed Certificate of Merit with your name. 

1.40 v 1.31* Your name entered in a lottery with a chance to win a prize. 

.66 v .60 A formal luncheon with your boss paid for by SCRTD. 

.96 v .91 A personalized item to wear (i.e. inscribed jcwclry,clothing) or use at work (i.e. 

dcsk accessories). 

98 v .80 A formal luncheon with other excellent attenders. 

4.37 v 5.15* A small cash award. 

indicate the means are significantly different 

Some important differences are highlighted by the above comparison. Perfect 

attenders place a lower value on the small cash award and a higher value on the 

Certificate of Merit. Perfect attenders also are more attracted to a lottery than the 

poor attenders. 

Results: Communication Programs 

A key element of a successful attendance improvement program which is of- 

ten overlooked is that of communication. Good attendance awards can be com- 

municated in many different ways. Of the programs listed below, we asked 

employees WHICH WAY APPEALS THE MOST? Once again, they were to distribute 

10 points among the following items. 
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Exhibit 43 

COMMUNICATION PROGRAMS 

All Survey Respondents 

2.48 Personal congratulations and a letter from your supervisor. 

2.51 Personal congratulations and a letter from your general manager. 

_1.O1 A notice to be posted so other employees could see it. 

_l.26_ Your name and/or picture in the SCRTD newspaper. 

.93 A letter of congratulations sent to your home. 

.18_ A notice in your local newspaper. 

1.28 A formal awards ceremony. 

In the above list, the first two items are clearly the highest, which is consistent 

with the statements gathered from the NGT groups. However, it is hard to see how 

a high rating for personal congratulations and a letter from one's supervisor fits 

with the very low rating given in the above section for the idea of going to lunch 

with your supervisor. It may be that a luncheon is considered to be too personal, 

especially with women, and it may cross the personal boundaries of the 

supervisor/subordinate relationship. The two lowest items (a notice in the local 

newspaper and a letter of congratulations sent to the home) are so low that it is 

questionable as to whether they even need to be considered given the complexity 

and cost of implementing them. area. 
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Exhibit 44 

COMMUNiCATION PROGRAMS 

IMen vs. Women 

I M V 

U _2.35 v 2.80 Personal congratulations and a letter from your supervisor. 

1 
2.70 v 2.10 + Personal congratulations and a letter from your general manager. 

88_ v 1.30 + A notice to be posted so other employees could see it. 

Your in SCRTD _l.21 v 1.39 name and/or picture the newspaper. 

1 
.87 v 1.03 A letter of congratulations sent to your home. 

.22 v .12 A notice in your local newspaper. 

1.37 v 1.11 A formal awards ceremony. 

I+ p 

Again recognition by the employee's supervisor and the General Manager 

received 
the highest ranking. However, it appears that 1) women are more inter- 

ested in recognition from their supervisor for good attendance when compared to 

the men, and 2) the women are less attracted to the idea of receiving personal 

congratulations from the general manager. 
n 
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Exhibit 45 

COMMUNICATION PROGRAMS 
Perfect Attenders vs. High Absence Employees 

PA V hA 
2.26_ v 2.61 Personal congratulations and a letter from your supervisor. 

3.03 v I 
99** Personal congratulations and a letter from your general manager. 

.63 v 1.25* A notice to be posted so other employees could see it. 

_l.26 v 1.30 Your name and/or picture in the SCRTD newspaper. 

.79 v .88 A letter of congratulations sent to your home. 

.18 v .28 A notice in your local newspaper. 

_l.31 v 1.45 A formal awards ceremony. 

+ indicates the means are significantly different at p < .05 
* * indicates the means are significantly different at p < .01 

Once again, the comparison of employees with perfect attendance vs. em- 

ployees with poor attendance captures important perceptual differences. Perfect 

attenders are very strongly attracted to the idea of receiving personal congratu- 

lations from the general manager. In contrast, the current high absence employ- 

ees are more strongly attracted to public notices listing perfect attenders so all 

SCRTD employees could see it. 
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V. THE ABSENCE SURVEY RESULTS: POLICY TRADE-OFFS 

The last part of this section provides a more detailed assessment of program 

design characteristics. The previous section highlighted which programs were 

most attractive to different groups, however it did not address the problem of how 

to design the program if it is selected. There are important restrictions which must 

be taken into account since the reality of organizations is that there is a limit to the 

Iresources. Consequently, trade-offs must be made. This is exactly the notion be- 

hind the construction of the following questions in which employees are asked 

I 
what types of trade-offs they would find most desirable for specific programs. In 

order to help respondents focus on these questions, three levels (low, medium and 

high) for each trade-off are given. Another term for these levels is gradient. Thus, 

we are checking to see if employees make the same trade-off consistently over a 

variety of gradients. The examples below will help clarify this idea. 

I 
Results: Lottery Trade-offs 

I 

1 

I 

I 

I 

I 

LI 

I 

I 

I 

Given the fact that attendance lotteries appealed to a subset of the respond- 

ents, we would like to know if employees would prefer smaller prizes with a higher 

chance of winning or fewer chances of winning but much larger prizes. We asked 

respondents to assume that they had qualified for a lottery by having an excellent 

attendance record. Which of the following two choices would they prefer? (Em- 

ployees were asked to rank order each set with 1 for the first choice, 2 for the 

second choice, etc. Therefore, for all of the following questions, the lower the 

score, the more nearly unanimous would be an item's selection as first choice. 

Also, the lower the score, the higher the percentage of people who selected it as 

first). 

1.45 A. A 20 to 1 chance to win a prize of 10O, OR 

B. A 200 to I chance to win a prize of $1,500. 

Option A was slightly preferred over Option B. The score of 1.45 means that 

more people chose this as their first option. For this question, 54% ranked Option 

A as their first choice. In other words, respondents indicated that they would 

prefer a smaller prize with a higher chance of winning. 
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We then checked to see if this would remain the case if more money was at 

stake. We asked them which of the following three they would prefer in the next 

set of choices. 

1.69 A. A guaranteed $100 for qualifying for the lottery, 

2.04 B. A 20 to I chance to win a prize of $1,500, 

2.23 C. A 200 to I chance to win a prize of $10,000. 

At this medium level of pay-off, 59% of the respondents selected Option A as 

their first choice. This selection was consistent with the lower gradient. We then 

asked a more extreme case by having them select from the next set. 

1.30 A. A guaranteed $500 bonus for qualifying for the lottery, 

1.78 B. A 20 to 1 chance to win a prize of $10,000. 

In this case employees were much clearer: about 70% of the respondents 

selected Option A. Based on the choices of employees, (and if a lottery is se- 

lected), the general design rule is that, the lottery should maximize the probability 

of winning even though the actual size of the prize will inevitably be smaller. 

Results: Reward Size/Interval Trade-offs 

In terms of rewarding attendance a key administrative concern is whether re- 

wards should be given over longer periods of time or shorter. The inevitable 

trade-off is that if rewards are given for shorter intervals of good attendance, then 

the size of the reward must also be smaller given budgetary constraints. So, we 

asked if employees preferred larger awards which would be associated with Ion- 

ger time intervals or the reverse. 

1.50 A. For each 3 months of perfect attendance a $10 bonus, 

1.48 B. For each year of perfect attendance a $50 bonus. 

For this choice there is not a clear cut preference. Only about 51 % of the 

respondents chose the Option B. (Some respondents chose not to select either.) 

- However, when higher gradients were offered, the choice became clearer. 

n 
H 

I 

I 

I 

I 

I 

I 

I 

I 

Li 

I 

I 

I 

I 

U 

I 

I 



I 

I 

ri 

I 
2.46 A. For each month of perfect attendance a $10 bonus, 

1.71 B. For each 3 months of perfect attendance a $50 bonus, 

1 .79 C. For each year of perfect attendance a $300 bonus. 

With a score of 2.46, the first option is clearly the least preferred. A $10 bonus 

Ifor each month of perfect attendance is the least desirable of the alternatives. 

1.82 A. For each month of perfect attendance a $50 bonus, 

I1. 17 B. For each 3 months of perfect attendance a $300 bonus. 

About 83% (the largest majority so far) selected the longer time option. On 

one hand, a perfect year of attendance would result in more money ($1200 vs. 

$600), but it would also mean that: (1) each miss would be more costly ($300 vs. 

I 
$50), and (2) it would be difficult to maintain perfect attendance for the longer pe- 

riod of time: The next question asks if employees would really prefer the more 

difficult goal from a commitment point of view. 

Results: Commitment Trade-offs 

I 
One of the more interesting questions in Section Ill of this report had to do 

Iwith employees' perceptions about how successful they might be in trying to im- 

prove their attendance records. Therefore, it seemed worthwhile to ask in terms 

I 
of commitment to an improvement, if employees preferred larger awards for per- 

fect attendance, or smaller awards for less-than-perfect attendance. We asked 

Ithem of the choices below to identify which goal they would prefer. 

1.48 A. A perfect attendance record for $300 of cash, time, or the equivalent, 

1.51 B. An excellent attendance record (1 absence) for $100 of cash, time, or the equivalent 

As in all the previous sets of trade-offs, the low value option did not clarify 

Iemployees' preferences with a 51 % to 49% split. However, for the higher value 

options, employee preferences were much clearer. 

1.87 A. A perfect attendance record for $500 of cash, time, or the equivalent, 

1.72 B, An excellent attendance record (1 absence) for $300 of cash, time, or the equivalent, 

I 



2.37 C. A good attendance record (2 absences) for 100 of cash, time, or the equivalent. 

At this medium value level, Option C is clearly ruled out. Option B appears to be 

more popular. This type of finding would fit with the psychology theory of need for 
achievement. People who are high achievers will try to select goals that have a 

reasonable chance for success, but are still challenging. Option B appears to fit 

that description. 

1.31 A. An excellent attendance record (1 absence) for $500 of cash, time, or the equivalent, 
1.68 B. A good attendance record (2 absences) for 300 of cash, time, or the equivalent. 

About 68% of the respondents chose Option A. This fits with the idea about 

selecting a moderate goal, in this case, excellent attendance. 

Results: Cash-back Trade-offs 

In terms of possibly cashing-in unused sick leave, would employees prefer to 

receive a higher percentage returned for a perfect record, or a lower percentage 

for a less-than-perfect record? We asked respondents to imagine the following 

situation in which, for excellent attendance during the year, they were to assume 

they were permitted to cash-in all but 80 hours of your sick leave. Which of the 

following situations would be most preferred? 

1.41 A. Never be absent and receive 100% of the value of remaining sick days, 

1.57 13. Be absent only once and receive 80% of the value of remaining sick days. 

There is not a striking difference between the two choices, with a slight preference 

for Option A. For the medium level option, the following choices were offered. 

1.87 A. Never be absent and receive 120% of the value of remaining sick days, 

1.67 B. Be absent only once and receive 100% of the value of remaining sick days, 

l.38_ C. Be absent only twice and receive 80% of the value of remaining sick days. 

At the medium gradient above it is noteworthy that Option C was selected as 

a first choice by 80% of the respondents. Perhaps this is seen as the most realistic 
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trade-off. Finafly, employees responded strongly to the high level option as seen 

1.38 A. Be absent only once and receive 120% of the value of remaining sick days, OR 

1.61 B. Be absent only twice and receive 100% of the value of remaining sick days. 

Here there seems to be an inconsistency with the medium gradient because 

respondents preferred the more difficult task (to be absent once) and the higher 

reward. In would seem that for a substantially higher number of dollars, employ- 

ees would be willing to select the most challenging goal. 
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VI. SUMMARY AND CONCLUSIONS 

1 
This examination of preferences within the context of attendance improvement 

Iprovides insight into the design of such programs. First, the valued incentives 

survey indicates that employees overwhelmingly prefer cash bonuses to other 

Itypes of rewards, i.e. improved employee benefits, additional time off, etc. How- 

ever, a large proportion of employees did make other choices concerning what 

I 
they considered rewarding. On balance, almost one-half of the Si ,000 given in our 

hypothetical case was allocated to direct cash bonus. In fact some employee 

I 
groups, such as men and employees with perfect attendance records, made sig- 

nificantly different choices. One way to accommodate different preferences is to 

provide what is called a "cafeteria" plan. In other words, employees can be given 

a few alternative choices of equal economic value. Thus, a perfect attender might 

be able to choose among a cash bonus, additional days off, retirement savings, 

etc. Even though this would require additional staff time to administer, the at- 

tendance improvement awards would be the awards of highest value. Further- 

Imore, relatively infrequent rewards of higher value seem to be the best choices 

when designing these programs. 

I 
It has been our experience that positive attendance programs may not sub- 

stantially reduce absenteeism without the support of other administrative pro- 

grams. Personnel policies and attendance improvement programs must be 

Idesigned to consistently reinforce attendance behavior. For example, survey re- 

spondents believe that employees should have good attendance in order to qualify 

for pay increases (raises). Furthermore, positive programs tend to encourage re- 

latively good attenders to improve, whereas, employees with poor attendance do 

not value the rewards, or fee! that they cannot earn them. As such, their attend- 

ance records do not improve. Employees at SCRTD seem to recognize this fact, 

I 
in that they strongly suggest that "Excessive absenteeism should result in pro- 

gress discipline (& possible termination)." 

I 
Administrative practices that employees perceive as having less impact on 

absenteeism include a written warning, supervisor counseling, doctor's excuse, 

and overtime given only to good attenders. It should be noted here, that even 

I 



though some administrative practices are viewed as having less impact on ab- 

senteeism, a combination of these programs may communicate to employees the 

importance of good attendance. It is not surprising that employees with good at- 

tendance are likely to suggest stronger punishments for employee absenteeism 

than those with poor attendance records. 

Third, in previous research we have found that formal recognition of good at- 

tendance is an effective way to reduce absenteeism. However, there are a number 

of ways that employees can be recognized. As such, we have tried to identify what 

kinds of formal recognition that SCRID employees will find most rewarding. As 

was indicated by survey responses, a small cash award was clearly found to be 

most desirable. This directly contradicts some of our previous research. We have 

found recognition awards with tangible non-cash awards to be the most effective 

way to reduce absenteeism, If employees receive a tangible reward they have 

something that other employees can see and acknowledge. Cash, on the other 

hand, is often quickly absorbed into the family budget, and nothing is left to dem- 

onstrate that they had been recognized for good attendance. However, recogni- 

tion and cash bonuses are not mutually exclusive. 

It was interesting to note that a formal luncheon with the boss was not a pop- 

ular form of recognition especially among women employees. However, women 

are much more attracted to a framed certificate of merit than men. 

How awards are communicated has been identified as an important determi- 

native of the success of an incentive type program. Survey respondents clearly 

preferred personal congratulations and a letter from their supervisor or general 

manager. A notice in the local newspaper was not popular at all. It would seem 

that for an attendance reward to be meaningful, it must be communicated within 

the context of work. Furthermore, employees generally preferred to have a one- 

to-one communication as opposed to publicly announcing that they have good at- 

tendance. (However, women were more likely to prefer public recognition for good 

attendance than men.) 

Assuming budget constraints, employees were given choices concerning a 

lottery between the number of awards to be given and the amount of those re- 

wards. In other words, the more frequently that rewards were given the smaller 

the rewards would be or vice versa. They selected the programs where they had 
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the best chance of receiving the reward even though they knew that the reward 

would be smaller. First, In terms of the lottery programs, employees preferred 

having a chance at a larger number of small rewards as opposed to a few big 

awards. Second, they preferred programs where good attendance (could be ab- 

sent one or two days) was required as opposed to programs that had higher pay- 

offs but demanded perfect attendance. Finally, they preferred programs that had 

higher payoffs even though they had to maintain higher levels of attendance for 

longer periods of time. 

Keeping the above employee preferences in mind when designing a compre- 

hensive attendance improvement program will certainly increase the likelihood 

that employees will respond in terms of better attendance. In support of this goal, 

the final part of this overall project will focus on integrating the findings from the 

Phase I, II, and Ill reports. Thus, the Phase IV report will deal with the issue of 

translating this information into a program design for SCRTD. 



SCRTD Questionnaire Comments 

For the sake of readability - spelling, grammar and syntax have been corrected 

when necessary. 

Administrative Methods 

"Work that is reasonably related to one's capacity.' 

"Monitoring of attendance should be improved." 

Supervisors should give one-to-one counseling to problem employees "only if the supervisors set an excellent example." 

"Attendance information should be forwarded to the hiring supervisor during the interview process for in-house candidates." 

Recognition 

"No recognition - I object to recognizing people for good attendance - perhaps for putting in extra hours without pay - but not 
for showing up for work." 

"1 would prefer no recognition." 

"Sounds as though we are back in school." 

Communications 

"1 really don't care for any of the items listed." 

"None of these mean anything." 

"All we currently get in our department is a form letter with our name typed in the name space, big thanks, huh?" 

10 points for "a certificate and a check!! (who cares who hands it. to you)." 

"None of these." 

"Post a notice with all employees listed and the top twenty and the bottom twenty highlighted." 

Two employees commented that personal congratulations and a letter from their general manager, should be placed in their 
personnel file. 

10 points for "an increase in salary and vacation time." 

"All of these are silly. I would prefer additional days off." 
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Genera) Comments 

"1 get nothing now for unused sick time (over 400 hours) so, of course I'm sick! 

"1 don't think a basic thing like attendance should be commended. It ought to be like breathing: automatic. No letter, picture 

or other is needed". 

"Lotteries underwhclm mc". 

"After 29 1/2 years with only I missout and 20 days sick, what (reward) do you think I should get. I would like an answer. I. 

75% of sick days 2. 100% of sick days 3. 120% of sick days 

Management's goal for absenteeism - "It depends who you are!! Also what department you are in!" 

"Do you really want to stop false absences? Move payday from Friday to Monday. The absence rate on payday weekends is 

approximately 10 times higher." 

Another employee suggested studying sick leave used with the days of the week used (Thursday and Friday, Saturday and Sun- 

day, etc.) 

"1 wouldn't want to be eliminated from a cash (time, etc.) award if I had less than perfect attendance." 

"RTD is a slow, backwards organization that lacks innovation and has very insecure management. Because of its slow progress 

most employees have very little morale, are bored, stagnant, and are not up to par with open job market skills. We get decent 

pay for very little individual output - after a while there is very little incentive other than getting paid and existing in a routine 

environment ..... RTD is not the place for individuals who arc assertive or aggressive - there is no profit goal and getting around 

the endless rules and consultant findings (usually not implemented) becomes a game." 

"The physical working conditions 'stink'." 

In response to question #26 - "My supervisor is an xxxx (expletive deleted)" 

In response to question #17 - "I lie about who I work for" 

An acceptable level of absenteeism at SCR'T'D "should depend on circumstances." 

The choices of a $10 bonus for 3 month's perfect attendance, 

$50 bonus for 1 year perfect attendance, 

$10 bonus for I month's perfect attendance, 

$50 bonus for 3 month's perfect attendance, 

S300 bonus for 1 year perfect attendance, 

Were all considered "cheap" by one employee. 

The choice of a $300 bonus for 3 months of perfect attendance was considered too much by one employee. 

"1 require no special recognition for doing what is right" in response to question #32 and #33. 

"Why would the district give time off as a reward for good attendance?" 
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"Some employees feel that sick days are an earned' day off, a fringe. Sick days should be used for only illness of employee. 
Those that do not consider sick day allocation 'earned' and use for miscellaneous days off should be rewarded economically and 
acknowledged openly." 

"No lottery please, it only costs $1.00 here for a chance at millions." 

In response to question on lotteries - "Why take a chance? Take all or any monies and do something for all perfect attendees." 

Question #33 - Once a year is often enough to recognize attendance "if recognition is significant." 

S50 bonus for each year of perfect attendance "a pittance - not worth it." 

According to one employee - absenteeism problems are due to being overworked, understaffed and being treated "as if you're an 

animal" by supervisors. 

"Do not make people who have to stay home because of illness or doctor's appointments feel guilty!" 

"The concept of pay-for-performance is novel, It is plain common sense at work. However, the manner in which the District 
allows managers to manipulate PFP is a traumatic and unnecessary experience. Mismanagement, in this area, injures the finest 
employee and contributes to absenteeism!" 

Question #17 - one employee does not tell people that he works for SCRTD because he doesn't like listening to peoples' com- 
plaints. 

"I am a]most always tardy - I'm almost always stuck in the office an extra hour or two at the end of the day." 

"1 want to be hassled about whether I'm doing a good job, I don't want to be hassled about being 5 minutes late." 

"Lotteries have absolutely no appeal to me." 

In response to cash bonus for periods of perfect attendance - "Forget this! I want a decent office back, 3 additional file cabinets 
and a copy machine that actually workr!" 

"The reason I hate my job is that certain people are allowed to show up to work several hours late and not only are not written 
up, but paid for the lost time, Our supervisors are rotten. They show favoritism in the worst way. I would complain, however, 
it is the whole attitude of management at my department XXXX. 

"1 believe that it is a very poor idea to reward individuals for good attendance -- particularly those employees in the non-contract 
category. I firmly believe that we are paid to perform service on behalf of the District, and not to simply attend work, And 
frankly the dedicated and productive employee who is most likely to receive the bonus really doesn't need that carrot.. The Dis- 

trict has one of the worst sick leave policies I've heard of. A mere six days per year for new employees is a skimpy allotment 
when you consider colds, flus, dental appointments, eye appointments, sick children, etc...Many of us have been known to work 
with fevers, coughs, etc. so that no salary would be lost. What is the impact of this on morale and the health of our co-workers? 
Do we wish to increase this practice .... Most non-contract employees are not replaced by "temps" when absent from work. 
They are expected to return and complete their work or the work is reassigned. Therefore, there is no cost-saving in reducing 
most non-contract absences. Frankly, the best thing the District can do to reduce absenteeism is to create a more pleasant work 
environment. It should judge employees on performance, not attendance," 

"I don't believe that when people are ill they should come in and spread their sickness throughout work." 
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At least six employees mentioned problems similar to the following: "During the Fall of 1985, I completed 25 years of contin- 

uous service to the District and its predecessor agency, the Los Angeles Metropolitan Transit Authority. At the close of busi- 

ness, one day, I had nearly 1600 hours of accrued sick leave credit. On the following day, I was entitled to receive less than 200 

hours. However, due to the 1680 hours maximum and no pay-off provision, I was able to receive less than 100 hours. Con- 

verting these figures to actual monetary amounts indicate that I "gave back" over $1500 to the District's sick leave fund. Ac- 

cording to XXXXXXXX of the Personnel Department, there are well over 100 other non-contract employees in the same 

position that I am in. The figure continues to grow yearly. BRAC employees are permitted to cash in sick leave under the 

contract agreement with the District. UTU employees are permitted to accrue up to 2 100:20 hours. If the District wants to 

improve attendance, it must first address this totally unfair discrimination directed at its long-time non-contract employee. Un- 

der the present policy, good employees are punished and irresponsible ones are rewarded. 

In response to question #32 and #33 "Just buy back my excess sick leave once a year like BRAC- that's plenty of recognition." 

In response to option of cashing-in all but 80 hours of sick leave- "Instances of absence should not be a qualifier to cash in ex- 

cess (above 80 hours) sick leave. The monetary factor will prove to be incentive enough to hold absences to a minimum." 

"Perfect attendance should not be the goal because employees would be encouraged to come in sick which could cause an epi- 

demic." 

"With only 4 floaters per year, I believe it would cut the absenteeism if we could take at least I week of our vacation and take 

them as individual days (for parent teacher's meetings, doctor appointments, other personal appolntments). 

In response to lotteries, bonuses, etc. for excellent attendance - This is unnecessary - come to work or be fired," 

"It is hard for me to accept that we have to pay people to come to work with the money they make now!" 

"Should consider flex time." 

"The most important factor is that the attendance policy is applied to all employees and that favoritism not be the deciding fac- 

tor!!!" 

"1-low about encouraging attendance through good management therefore fermenting interest in the job and people would enjoy 

coming to work in a challenging environment. That is the basic problem here - everything is negative including the quality of 

senior management." 

"If I was motivated by a challenging function, I would definitely improve my attendance." 

"Management's attitude is punitive and adversarial. It is unrealistic to expect people to never be ill, need doctor's appointments, 

and;or have personal emergencies. A goal-sharing, motivational attitude would be much more productive, and produce a more 

loyal, motivated stafT. 

One employee stated that the real problem with attendance was low morale. This person felt that management was not dealing 

with the actual issues, and should examine their motives for having attendance studied and examine their refusal to deal with is- 

sues straight forwardly. 

"The paternalistic, selective and punitive approach used by SCRTD only pisses me off and doesn't inspire me to better attend- 

ance." 

The following is the contents of a letter with only minor deletions and changes: 
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"Personally I believe it is counterproductive to treat adults as children by not expecting workers to understand their responsibil- 

ities and be held accountable for them. Specifically, to be awarded a job is in itself both a privilege and a responsibility. Initially, 

for most of us, being hired is somewhat of a reward for our experience, education, acquired abilities and being the most qualified 

person apparently for the position! 

'To reward or "bribe" workers for simply showing up to do what they're already accepting pay for is to foster a breakdown of 

disciphne and morale and in the process undermines the ability of management to exercise it's own responsibility for maintaining 

a well organized and productive work environment by substituting artificial and unjustifiable rewards. 

It is equally counterproductive, I think, to punish an employee or require to justify a reasonable amount of absence by furnish- 

ing "proof" of illness. 

Obviously, what is "reasonable" must be defined. A certain number of absences can be expected. All of us at one time or an- 

other can become sick or injured, or encounter an emergency or urgent matter which necessitates our absence. 

A former employer of mine offered as an incentive reimbursement for whatever unused sick leave remained at the end of a year. 

This seemed a very reasonable incentive and still does. As to how well it worked, I can't provide scientific statistics, however 

my observation was that responsible employees consistently came to work and problem employees were frequently absent any- 

way. What this does indicate, however is that either the solution is in helping employees learn to be responsible or simply hiring 

responsible employees in the first place. 

Recognizing employees for a job well done is a definite morale boost, however I'm not sure simply showing up for work is, in 

itself an accomplishment that merits an unusual degree of recognition or reward. If RTD is experiencing a problem with ex- 

cessive absenteeism, perhaps a couple of areas should be examined: 

1) l'hc work environment (job conditions, pay, benefits, etc. and job satisfaction) 

2) l'he personnel we are hiring. 

The upper 50% of' valued employees in the United States are those who simply show up everyday for work. The top 20% turn 

up on time, and the highest 10% actually perform their work completely on a consistent basis and do so with a good attitude! 

A more challenging area to overcome is the problem of integrity of certain members of management. Abuses of funds, privi- 

leges and company property are a poor example to employees and damaging to employee morale. 

As a public agency, the atmosphere within RTD's administrative management offices is understandably somewhat political. 

'To avoid an over-policed environment, perhaps an in-house educational program on ethics and integrity would encourage em- 

ployees and management to assume greater responsibility for their actions. Such a presentation might include where our funds 

come from, a breakdown of our costs, the costs and effects of absenteeism (as it relates on a daily, personal level at a given job 

as well as the "big picture" statistically), lost man hours, financial impact and the burden of shifted workloads on other employ- 

ees. Also, the costs and effects of abuses of funds, privileges and care of company property, pilfering and unauthorized use of 

company property should be examined. 

If such a program were introduced, it would need to be fully endorsed by top management on down." 
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