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I. INTRODUCTION

LACTC is the state-designated Regional Transportation Planning
Agency (RTPA) and performs some functions of a Metropolitan
Planning Organization (MPO) for the Los Angeles Region, as man-
dated in California's Transportation Development Act (TDA) of
1971, as amended in 1981. 1In accordance with its responsibility,
LACTC has contracted with Price Waterhouse for the conduct of
this triennial performance audit. This Phase II report documents
the findings, conclusions and recommendations in the Operator
Absenteeism area of the Southern California Rapid Transit Dis-
trict (RTD). Two separate Phase II reports present the results
of the other two tasks -- Workers' Compensation and maintenance
absenteeism. A consolidated executive summary, incorporating all

three tasks, has also been prepared under separate cover.
This introductory section briefly describes the Operator Absen-
teeism task background and objectives, and the report

organization.

A. BACKGROUND

Driver absences, costing SCRTD an estimated $18.6 million an-
nually, is a high-priority issue area for this phase. Currently,
RTD operators are not available for driving duties for approxi-
mately 32 days annually per operator, exclusive of vacation,
holidays, military leave, indefinite leave, suspension and time
spent on non-driving duties. Sick leave accounts for 19.7 days
of this total and is the largest category of absence. 1In per-
centage terms, total lost time represents 13.2 percent of a
standard 260 day work year, and sick leave represents about 7.6

percent.
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RTD's driver absence rates are high relative to other government
agencies. The Bureau of Labor Statistics reported time lost due
to absences up until 1981. 1In 1979 and 1980 the national absence
rate reported for all government employees was less than 6 days
per employee per year. The same rate was reported for all public
transportation employees. In 1983 the City of Los Angeles
reported that, on average, employees were absent Jjust under 9
days per person per year (City of Los Angeles, Sick Time Use).

Absences and lost time are cited in the FY80-82 audit and the
FY83-85 as an improvement area. The reasons for this
determination were threefold: 1) No improvement was made in this
area during the current audit period; 2) Operator absence rates
are more extensive than previously thought due to RID's practice
of applying weekday absences to full week drivers; and 3) RTD
appears to have comparatively higher absence rates than their
peers.

B. OBJECTIVES

The objectives for this task focus on investigation of absences
and lost time from the standpoint of management control. SCRTD
has historically used a behavioral perspective focus and incen-
tive programs for improving attendance. This is an appropriate
approach, which is made more effective through strengthening
management controls. Our focus for this task is on higher-level
management commitments to absence control. Based on this focus,
our specific objectives for the investigation of operator

absenteeism and lost time are:

o Defining the location and extent of driver absences

o Review the adequacy of management controls and
reporting to promote improved performance
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o Recommending changes in controls and reporting which
would improve the measurement and accountability for
improved performance on those factors which can be

influenced by management

o Developing a cost monitoring strategy which is audit-
able and would reinforce management efforts to reduce

absence cost.

Our review has resulted in several recommendations for this
improvement area that can help improve the visability of lost
productivity and dollars from absenteeism, reinforce cost savings
and improve management accountability.

C. REPORT ORGANIZATION

Following this introduction, is the report of operator absen-
teeism findings, conclusions and recommendations. The report is
organized into five additional sections:

II. Characteristics of Operator Absences which reviews ab-

sence definitions, historical absence rates, and pro-
files current absences and absenteeilsm.

III. Contract, Work Rules, Programs which reviews the cur-

rent labor contract provisions, work rules and manage-

ment programs.

IV. Operator Absence Program Survey presents the approach

and results of the transit operator survey conducted

for this report.

V. Suggested Approach to Absence Control reviews the cur-

rent attendance programs in use for excellent atten-
dance, occasional absences, and poor attendance per-

formance; and suggests program improvements, con-



VI.

straints, changes and potential benefits which are
recommended for implementation by RTD.

Reporting and Costing recommends a definition for

tracking and comparing absence rates, and defines an
absence cost monitoring methodology.
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IT. CHARACTERISTICS OF OPERATOR ABSENCES

This section of the report presents an analysis of operator
absence rates at the RTD. It is divided into three parts:

o} Definitions -- This section defines the terms used in

this report to describe operator absence.

o} Historical Absence Rates -- This section summarizes the

findings from this performance audit's Phase I report
which provided the basis for a more detailed analysis
of operator absence. It also describes the differences
among the estimates of absence rates which have been
developed in this audit and in the prior (FY80-FY82)
audit.

o Current Absence Patterns -- This section presents a

detailed analysis of RTD operator absences based on
data supplied by the RTD from its Transit Operator
and Trends System (TOTS). The key findings from this
analysis include:

- Absenteeism is concentrated in & small portion of
the RTD operator workforce.

- Absenteeism is distributed across all twelve tran-

sit operating divisions.

- The overall absence problem is characterized al-
most equally by one-day and month-long (or longer)
absences.

- The use of voluntary overtime appears to be re-
lated to short-term absences.
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- The avallablility of scheduled leave has no signi-

ficant impact on absence rates.

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

A, DEFINITIONS

The analysis of operator absences presented in this report relies
upon a number of terms which may not have a universal definition.
Accordingly, we present the following definitions to aid in the
interpretation of this report:

o Absence -- The Webster's dictionary defines absence as
the '"the state or time of being absent'. 1In our
analysis of operator absences, we have interpreted
absence to mean absent from the workplace. An operator
working in another position, such as providing relief
for a supervisor, would not be considered absent even
though another operator would have to be available to
fill his/her assignment. ''Absence' is further quali-
fied to exclude vacations and holidays, which are in-
stead referred to as ''scheduled leave'.

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

teeism as ''chronic absence from work''. The objective
of this task is to define potential strategies which
RTD may employ to reduce absenteeism. For the purposes
of this report, chronically absent drivers have been
defined as the worst-performing 20 percent of drivers
who average 81 days of absence per operator per year.
This was determined to be a reasonable target group for
reduction of absenteeism by the performance auditor and
RTD management.
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Absence rate -- This refers to the number of days

absent per operator per year. It is used to compare
operator absences among types of operators, divisions
and time periods.

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

includes sick leave as a major category of absence, and
is defined as absences due to 1llness or injury away
from work.

Industrial injury -- Also known as injury on duty, this

refers to absence caused by a disabling injury which
occurred while an operator was on duty.

Request off -- This refers to an absence initiated by

an operator, usually wunpaid, and subject to the
approval of the operator's supervisor. Also termed
"off-with-permission' or OWP.

Miss/Absent without pay (AWOP) -- This refers to an

operator being late for his/her assignment without
proper notification to or approval of the appropriate
supervisor. 1In the historical absence rates presented
in section B, below, this category includes all opera-
tors that missed their assignment irrespective of
whether they worked later that day. In the absence
profile presented in section C, this category is
restricted to operators who either did not report at
all or reported late and did not pick up another
assignment.

Other leave -- This refers to a number of types of

absences, most of which are not subject to disciplinary
action. For the historical absence reported in Exhibit
Vi-8 of the Phase I Audit Report for the current audit,
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this absence category included military leave, miss-
out/AWOP, suspensions, instruction and 'other leave
from the definitions used in the Transportation Depart-
ment's 3-5 report. For the new absence rates estimated
in Phase 1 of this audit, 'other' leave was based on
the 3-5 report definition. In the absence profile pre-
sented below in section C, other leave is comprised of
a number of pay codes from the Transit Operator and
Trends System (TOTS) as documented in Appendix A to
this report. These are clarified in the Exhibits and
text of this section.

o Ordered Call Back (OCB) -- This refers to instances

when a driver is ordered to work on his/her scheduled
day off, and only occurs after all voluntary call backs
are depleted.

o Suspensions -- This refers to an operator absence
initiated by management in response to an operator's
performance.

o Voluntary Call Back (VCB) -- This refers to an employee

who volunteers to work on his/her scheduled day off at

overtime.
The pay and displinary provisions related to these absence cate-
gories in the RTD-UTU contract are further defined in Section III

of this report and Appendix A.

B. HISTORICAL ABSENCE RATES

The operator absence rates reported in the performance audits of
the RTD, as well as rates monitored internal to the RID, have

been developed using different criteria and base data and as a

result must be carefully interpreted. The purpose of this
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section is to clarify the meaning and use of three different
measures of absence that are referred to in the current (FY83-
FY85) audit:

Absence rates determine via the 'prior audit" method,
previously summarized in Exhibit VI~-8 of the Phase I
audit report, were used solely to evaluate a four-year
trend in absence rates. This trend revealed that the
RTD's operator absence rate had been stable, despite
its identification as & priority improvement area in
the prior (FY80-FY82) sudit. There are several limita-
tions with this data, however, which preclude its com-
parison to other estimates of absence rates.

Absence rates estimated in Phase 1 of the current
audit, which indicated that the average RTD operator is
absent approximately 36 days per year, were intended to
resolve the limitations of the "prior audit" calcula-
tion. However, due to summarization of the source
data, the Phase I estimate included long-term absences
which are typically not the focus of absence control
efforts and which can skew the calculation of '"average"

absence rates.

Absence rates estimated in Phase II of the current
audit, and described in this report, omit long-term
leave and indicate an average rate of approximately 32
days per operator pér year. The database used to
establish this estimate, as well as the other measures
of absence described in section C below, is regularly
updated by the RTD and can serve as an on-going absence
monitoring tool.

The distinction among these rates are further explained below.
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1. Four-Year Absence Trend Via Prior Audit Method

In the FY80-FY82 performance audit, absence rates were estimated
from the RTD Transportation Department's weekly 3-5 report. 1In
the current (FY83-FY85) audit, we found that these 3-5 reports
omitted weekend absences while including weekend drivers and
therefore understated absence rates by approximately 30 percent.
We also understand that weekend absences were omitted from the
3-5 report from initiation only to expedite what were then com-
pletely manual recordkeeping procedures, and was not a deliberate
attempt by the RTD management to understate the amount of
absence. '

Since the 3-5 report is the only readily-available source of
historical absence rates, the data presented in Exhibit II-1 is
useful only for reviewing a trend in absence rates over the
four-year period from FY82 to FY85. These numbers are consistent
and comparable. These historical data indicate that overall
absence rates have shown slow growth overall (i.e., 6 percent),
although there is evidence of both improvement and decline in
each of the absence categories. Given that operator absences had
been cited in the previous audit (FY80-FY82) as a priority for
improvement, this slow growth in absence rates was the primary

rationale for reviewing absences in more detail in the current
(FY83-FY85) audit.

We emphasize that the data reported in Exhibit I1I-1 are not
comparable to the absence data presented elsewhere in this
report. These data are included solely for the purpose of
documenting historical absence rates. They include absences
which do not contribute to absenteeism (such as use of operators
in other positions) and which have been omitted from the current
absence profile presented in section C below.




EXHIBIT II-1

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT

SUMMARY OF BUS OPERATOR ABSENCES AND LOST TIME
CALCULATED VIA PRIOR AUDIT METHOD (&)

Annual Days Lost Per Operator(e)

Type of Absence

or Lost Time(b) Ezgg(c) §X§§(d) §X§ﬁ(d) FY85
Sick Leave 17.0 17.8 18.5 17.0
Request Off 7.4 5.8 4.3 4.0
Other Positions _ 3.2 3.0 3.8 4.0
Other Absences(P) 3.2 3.5 4.8 7.5
Total 30.8 30.1 31.4 32.5

(a) All statistics from the Transportation Department's 3-5
reports. These data are understated by approximately 30
percent due to omission of weekend absence data, and are
included only to provide a trend comparison with previously

summarized data 1in the Fr&do audit.

(b) Includes military leave, missouts/absent without pay, suspen-
sions, instruction and other leave.

(¢) From FY80-FY83 audit; full-time and part-time operator data
were converted to full-time equivalent rates.

(d) Compiled by SCRTD Office of Management and Budget.

(e) Expressed in full-time equivalents.

NOTE THAT THESE DATA ARE NOT COMPARABLE TO DATA IN EXHIBIT I1I-2.
PLEASE REFER TO THE TEXT FOR EXPLANATION.

WM
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o Comparison of Absence Rates Estimated in Phase I and 11

of the Performance Audit

In Phase I of the current (FY83-FY85) audit, Price Waterhouse
estimated absence rates based on a 50 percent sample of daily
reports from all twelve RTD transportation operations divisions.
This sample was drawn for a five-month period, and was designed
to yield a reasonably accurate estimate of the average absence
rate inclusive of both weekday and weekend absences. This esti-
mate indicated that the average RTD operator was absent from work
approximately 36 days per year, exclusive of vacation, holidays,
military leave, time spent in instruction, and use of operators
in other positions in FY85. The latter three categories had been
included in the absence rate estimates referenced above in
Exhibit II-1. They were omitted from the 36-day estimate because
they are either obligatory or do not denote absence from the
workplace.

In Phase II of the audit, a different set of data were made
available by the RTD to facilitate a detailed analysis of absence
rates. These data included all absences by all operators at the
RTD between June 1985 and May 1986, and were drawn from the
Transit Operator and Trends System (TOTS) for FYB6. An automated
database was specially constructed by the RTD based on specifi-
cations provided by Price Waterhouse. Although we have not
independently verified the conformance of the data to the speci-
fications, we believe that the RTD provided its best efforts in
meeting these specifications.

The Phase 1 and Phase II driver absence estimates are provided in
Exhibit I1-2. It is important to note that the Phase 1 and Phase
II numbers are not directly comparable for three reasons. First,
the definition of absences are inconguent. The Phase I audit
number includes absence days due to suspension, and absences
occurring on OCB and VCB days. These are excluded from the Phase
I1 audit numbers as suspensions result from absence control




EXHIBIT II1-2

COMPARISON OF ANNUAL DAYS ABSENT PER OPERATOR
PHASE I AND PHASE II ESTIMATES

Phase I Audit (8)  phase IT Audit (P)

Sick Leave 23.2 19.7
10D (c) 2.8
Request Off 5.2 3.7
Miss/AWOP 3.1 1.9
Other 3.1 3.9
Suspensions 1.3 _(a)
Total 35.9 32.0

(a) Compiled by Price Waterhouse from daily reports (Division
Statement of Operating Personnel for the period 1/27/85
through 6/29/85

(b) Compiled by the RTD from the Transit Operator and Trends
System (TOTS) for the period 6/85 through 5/86

(¢) Included in sick leave
(d) Omitted
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strategies (rather than driver-initiated absences) and the Phase
IT1 study focuses on absences from scheduled work days only. OCB
and VCB comprise assignments on unscheduled work days and were
accordingly omitted as a controllable absence. Second, the Phase
I report utilized the total actual number of drivers as the
denominator in calculating absence rates. The Phase II report
uses full-time equivalent drivers as the base for calculating
absence rates, adjusting partial year drivers accordingly.
Third, the Phase I data source is entirely manual and the Phase
IT data is automated with checks and balances. Further, the
Phase I data is used to make daily decisions about manpower,
whereas the Phase II data is used to develop performance trends
and support payroll. The risk of errors in reporting (for the
purposes of establishing absence rates) is substantially higher
in the Phase I data than is the case in Phase II.

C. PROFILE OF CURRENT ABSENCE RATES

A profile of RTD bus operator absences was developed to help
determine where RTD management efforts to reduce absenteeism
should be targeted. This profile is based on operator pay data
obtained from RTD's Transit Operator and Trends System (TOTS) for
the period June, 1985 through May, 1986. This data was prepared
by RTD on special request from Price Waterhouse. We have not
independently verified that the data conforms entirely to the
specifications that we provided to the RTD. We believe, however,
that the data was prepared with the RTD's best efforts and is
sufficiently accurate (given previous estimates of absence rates
described in the previous section) to support the conclusions

drawn in this report.

It is important to note that this absence profile excludes cer-
tain type of absences which were believed by the RTD to overstate
the extent of operator absenteeism. The types of absences exclu-
ded from this analysis are: 1) indefinite sick leave; 2) indefi-
nite unprovoked attack; 3) indefinite industrial injury leave;
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and &) indefinite excused leave. Collecdtively, these categories
of indefinite leave represent approximately three days per opera-
tor per year. Indefinite leave includes any absence extending

beyond 30 calendar days.

A summary of absences rates for full-time, part-time and full-
time equivalent operators is provided in Exhibit 1I-3. This data
verifies a finding presented in the prior (FY80-FY82) audit that
full-time operator absence rates exceed those of part-time opera-
tors. The distribution of absences by type is similar to that
reported in the Phase I of this audit, and in the prior audit.
It is important to note, however, that the part-time absences
rates presented in this exhibit are considerable higher than the
6.41 days per operator reported in the prior audit. We under-
stand that this is primarily due to the nature of the source data
used in the prior audit (the lower rate is expressed in full-time
equivalent, or about half of its real value). Nonetheless, it
appears that there has been some growth in the part-time operator
absence rates that has previously gone undetected. Specifically,
absence days per part-time driver have increased from 12.8 days
to 21 days over the last four years -- a 64 percent increase in

the part-time driver absence rate.

A detailed profile of current absence patterns identifies some
promising avenues for improving RTD operator attendance as well
as factors which apparently do not affect absence rates. The
profile consists of five parts, the principal findings of each
include:

o} Absenteeism is concentrated in a small portion of the

workforce -- Most RTD bus operators have good to

excellent attendance records. We found that the top 60
percent of the workforce accounted for only 20 percent
of all absences. Chronically-absent operators, which



EXHIBIT II-3 .

SUMMARY OF FULL-TIME AND PART-TIME
OPERATOR ABSENCES RATES (8)

FULL-TIME (b)
FULL-TIME PART-TIME EQUIVALENT

Sick 20.2 11.2 19.7
Injury on Duty 2.9 0.8 2.8
Request Off 3.8 2.5 3.7
Miss/Absent Without Pay 1.9 2.6 1.9
Other

Disciplinary 0.1 0.1 0.1

Non-Disciplinary 3.8 3.8 3.8
Total 32.7 21.0 32.0
Number of Operators 4,426 545 4,699

(a) Days absent per operator per year
(b) One part-time operator equals a half full-time equivalent.

Source: Transit Operator and Trends System (TOTS) data, 6/85-5/86
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represent 20 percent of the workforce as per the defi-
nition, were found to account for over half of all

absences.

Absenteeism 1is distributed across all twelve transit

operating divisions -- We found that work location

(i.e., operating division) is not a strong determinant
of absenteeism. Although absence rates do vary on a
division-by-division basis, there is no strong correla-
tion between the division-specific absence rates of
full-time and part-time operators, nor is there & cor-
relation between absence rates and span of control (as
measured by the number of operators and supervisors
assigned to a division). These findings suggest that
other, non-locational factors have a stronger effect on
absenteeism (e.g., seniority, shift).

The overall absence problem 1is characterized almost

egually by one-day and by month-long (or longer)

absences -- The distribution of RTD operator absences
in respect to duration presents two very different con-
siderations in reducing absenteeism. First, one-day
absences at RTD account for 26 percent of total days
lost and occur among &all operators. Second, absences
of one month or more account for 34 percent of total
days lost, and are almost totally attributable to
chronically-absent operators. Based on the distribu-
tion of all absences, drivers average about nine

absence instances per year.

The use of voluntary overtime to recoup lost wages

tends to be associated with short-term absences =-- The

RTID's contract with the UTU provides that any operator
working on their regularly-scheduled day off 1is
entitled to overtime pay, irrespective of the number of
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hours worked in the balance of that week. Since opera-
tors which volunteer for overtime work receive first
preference in the assignment of that work, and since a
considerable amount of overtime work is available,
there are many opportunities for operators to recoup
any loss in wages resulting from a short, unpaid
absence by volunteering for overtime work (known at the
RTD as voluntary call back, or VCB). We found that VCB
pay hours were highest for operators with short-term
absences, which may indicate that the VCB provision of
the RTD-UTU contract encourages short-term absences.

o] Absenteeism does not appear to be related to the avail-
ability of scheduled leave -- The absences of all oper-

ators and of chronically-absent operators were compared
on a monthly basis to the amount of scheduled leave
(vacation and personal holidays) taken. While absences
among chronically-absent operators did exhibit some
seasonality, there was no relationship between absences
and scheduled leave (an inverse relationship -- iadi-
cating a rise in absence rates when scheduled leave was
unavailable -- was expected) for either chronically-
absent operators or all operators.

In summary, this absence profile suggests that the RTD management
needs to take two major factors into consideration as part of its
strategy to reduce absenteeism and the cost of absence. First,
chronic absenteeism is limited to a rather small proportion of
the workforce. These operators have both long-term and short-
term absence, but do not appear to be concentrated in respect to
their work location. 8Second, short-term absences are character-
istic of the entire workforce and appear to be influenced by the
voluntary overtime provision of the RTD-UTU contract.
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1. Distribution of Absence in the Workforce

Most full-time and part-time operators at the RTD have good to
excellent attendance records, and absenteeism appears to be
concentrated in a small portion of the workforce. This finding
is illustrated in Exhibits II-4 and II-5, which present cumu-
lative frequency distributions of operator absences for full-time
and part-time operators, respectively. This type of distribution
expresses the percentage of total absences (in terms of days
lost) attributable to a given percentage of operators, where the
operators are sorted from best (no absences) to worst {(up to 365
days of absence) relative to attendance.

The distribution of absences for full-time operators, shown in
Exhibit II-5, can be used to define three groups of RTD operators
that may require different consideration in developing a strategy
to reduce absenteeism:

o The best-performing 60 percent of the full-time work-
force is responsible for only 24 percent of all
absences. Of this group, it 1s important to note that
150 operators (3.4 percent of all full-time operators)
had perfect attendance records. This group averages 26

days lost per operator per year.

o The next 20 percent of the full-time operator workforce
accounted for 25 percent of all absences. This group
has marginally poor performance, and averaged 41 days

of absence per operator per year.

o The worst-performing 20 percent of the workforce is
responsible for over half of total absence at the RTD.
This group averages 81 days of absence per operator per

year, and represents a great cost to the RTD.
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SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
DISTRIBUTION OF ABSENCE IN THE
PART-TIME DRIVER WORKFORCE

PERACENTAGE OF DRIVERS
100 [ -

90 f

B0 F

70 b

60 |

50 |

40 |

30 |

20 |

10 |

0 | | | 1 1
0 10 20 30 40 50 60 70 80 90 100

CUMULATIVE PERCENTAGE OF TOTAL DAYS LOST




I1-13

The distribution of absences among part-time operators, shown in
Exhibit II-5, closely reflects that of full-time operators:

o The best-performing 60 percent of the part-time opera-
tor workforce accounts for only 23 percent of all
part-time operator absences. This group averaged 8.1
days of absence annually per operator. It includes 25
operators (4.5 percent of the part-time workforce) who
had perfect attendance records.

o The next 20 percent of part-time operators accounted
for 23 percent of all part-time absences. This group
averaged 24.2 days of absence annually per operator.

o The worst-performing 20 percent of part-time operators
accounted for 54 percent of part-time absences. This
group averaged 57 days of absence annually per
operator.

The findings illustrate the diversity of the RTD operator work-
force in respect to attendance. The findings also indicate that
the greatest overall improvement in attendance can be gained by
focusing attention on those relatively few operators who are
responsible for most of the absence problem.

2. Distribution of Absences by Work Location

Absence rates were analyzed by work location (the twelve Trans-
portation operating divisions of the RTD) to determine if loca-
tion was significant factor in explaining differences in absence
rates and absenteeism. Additionally, absence rates were compared
to the span of control at the divisions (as measured by total
operators assigned and the ratio of operators to supervisors).
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The divisions are discussed in terms of cost center number, which
correlate with the following locations:

o 01 - Alameda

o 02 - Los Angeles

o 03 - Cypress Park
o] 05 - South Central
o 06 - Venice

0 07 - West Hollywood
o 08 - Chatsworth

o 09 - E1 Monte

o 10 - East Los Angeles
o 12 - Long Beach

o 15 - Sun Valley

o 16 - Pomona

o

18 - South Bay

Absence types reported include sick, off with permission (OWP or
request off), occupational injury (IOD), absent without permis-
sion (AWOP), and other (i.e., unexcused absence, family emer-
gency, bereavement, jury duty, personal court time and union

business).

With the exception of a peculiar, negative correlation between
part-time operator absences and the number of part-time operators
assigned to a division, we found no relationships to exist which
would indicate that absence or absenteeism 1s significantly
different according to work location. - This suggests that other,
non-locational factors (such as the type of shift worked) have
stronger influence on absence that does location.

Full-time operator and chronically-absent full-time operators
absence rates are illustrated in Exhibits II-6 and II-7, respec-
tively, according to each RTD operating division. These rates
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EXHIBIT I1-7
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are provided separately for all operators and for chronically-

absent operators. An analysis of these rates indicates that no
consistent distinctions exist among the divisions relative to
absence rates:

o The distribution of absence rates for all full-time
operators is closely grouped with most divisions being

plus or minus four days per operator from the average
absence rate.

o] The distribution of absence rates for chronically-
absent operators shows little wvariation among the
divisions.

o There is no strong correlation between the number of
operators assigned to a division and the division's

absence rate (r = @, where 1.0 indicates a strong
relationship).

o There is no strong correlation between the ratio of
operators to supervisors at a division and the absence
rate at a division (r = §.31).

These findings suggest that absences among full-time operators
are more strongly affected by non-locational variables than by
the division itself. Further, absenteeism is a characteristic of
all divisions. The only noticeable concentration of absence
appears to be the relatively‘high rate of industrial injury
occurring at Division 9.

Part-time operator and chronically-absent part-time operator
absence rates by division are illustrated in Exhibits II-8 and
I11-9, respectively. It indicates more of a variation than do the
full-time operator absence rates.
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EXHIBIT 11-9
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3. Duration of Absences

The duration of absences refers to the number of consecutive work
days that & person is absent from work. It is useful to review
the toteal days 1lost to absence control efforts should be

concentrated.

The duration of full-time operator absences, shown in Exhibit
I1-10 indicates that absence control efforts should be focused on
both one-day and month-long (or longer) absences:

o] One-day absences account for approximately 25 percent
of total days lost by full-time operators at the RTD.
Significantly, about four-fifths of these one-day
absences will be unpaid, since they are comprised
primarily of request for time off, sick leave (not paid
on the first day) and absent without pay.

o One~day absences are more frequent among chronically-
absent operators, even though they represent a lower
relative percentage, as shown in Exhibit II-11. On
average, chronically-absent operators have 1¢.3 one-day
absences per operator, whereas all full-time operators
average 8.3 one-day absences.

o Absences of 21 days or more account for about 34 per-
cent of total days lost by full-time operators at the
RTD. These absences are composed largely of sick
leave, and are attributed primarily to chronically-

absent operators.

The duration of part-time operator absences and chronically
absent operators, as shown in Exhibits II-12 and II-13, indicates
a pattern similar to that of full-time operators:

o] One-day absences account for approximately 36 percent
of total days lost by part-time operators at the RTD.

2y
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SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
DURATION OF DRIVER ABSENCES
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EXHIBIT I1-12

SOUTHERN CALIFORNIA RAPID TRBANSIT DISTRICT
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EXHIBIT 11-13
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Sick leave is the leading cause of absence in this
category, although absence without pay and misses are
also prevalent and in fact are considerably more
frequent than for full-time operators.

o One-day absences are more frequent among chronically-
absent part-time operators than among all part-time
operators, as was the case with full-time operators.
Chronically-absent part-time operators average 10.3
one-day absences per operator per year, whereas all
part-time operators average 8.3 days.

o Absences of 21 days or more account for 24 percent of
total days lost by part-time operators at the RTD.
These are almost exclusively attributed to
chronically-absent operators.

These findings indicate that the RTD has two types of absence
problems to contend with. First, short-term absences are preva-
lent among all operators. Second, month-long or longer absences
are also significant, and appear to be concentrated among
chronically-absent operators. This requires a balanced strategy
for attendance improvement that is fair to employees while at the
same time protecting the RTD from excessive costs. Based on
average duration figures, on average, RTD drivers incur 9
instances of absence per year.

4. Relationship of Absences to Overtime Pay

The labor contract between the RTD and the UTU provides for pay-
ment of overtime whenever an operator works on their day off,
irrespective of the number of hours actually worked in the
balance of the week. One form of overtime, called voluntary
overtime or voluntary c¢all back (VCB), allows an operator to
volunteer for overtime work on their scheduled day off. If
overtime work is required (a frequent occurrence), it will be
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assigned to operators on VCB before any others are considered.
Accordingly, it 1is perfectly legal under RTD-UTU contract for
operators to make up (or exceed) wages lost through an unpaid

absence by volunteering for overtime.

The use of voluntary overtime among all full-time operators is
widespread, as indicated in Exhibit II-14. Exhibit II-15 also
indicates the wide use of voluntary overtime among chronically
absent full-time operators. On average, a full-time operator
works a VCB assignment 5.8 times per year. This allows an
operator to make up for 8.7 days of unpaid absence, which is
coincidentally almost equal to the average number of one-day
absences per full-time operator per year.

The extent of VCB pay and the extent of one-day absences noted
above suggest that the VCB provision acts in a significant way to

offset wage loss.

5. Relationship of Absences to Scheduled Leave

Full-time operator absences were compared to scheduled leave
(vacations and personal holidays) on a monthly basis to determine
whether the availability of scheduled leave had any influence on
absence rates. Vacation, which comprises the majority of sched-
uled leave, is bid for on a seniority basis. An inverse rela-
tionship between absences and scheduled leave was expected, which
would illustrate an increase in absence rates when scheduled
leave was less available.

As shown in Exhibits II-16 and II-17, there is no relationship
between absence rates and scheduled leave for either all full-
time operators or for chronically-abseﬁt full-time operators.
This is indicated by the fact that peaks in scheduled leave are
not accompanied by decreases in absence, and vice versa. The
only discernible pattern in these two graphs is that absence
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SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
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EXHIBIT IT-15

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT
RELATIONSHIP OF ABSENCES TO OVERTIME FOR
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EXHIBIT 11-16

SOUTHERN CALIFORNIA RAPID TRANSIT DISTRICT ,,
RELATIONSHIP OF ABSENCES TO SCHEDULED LEAVE
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EXHIBIT I1-17
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rates among chronically-absent operators exhibit some season- .

ality. These rates are higher in the period between August and
December than in the rest of the year.
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III. CONTRACT, WORK RULES, PROGRAMS

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

This review consists of those segments of the contract which
directly, or indirectly, apply to absences. The specific labor
agreement reviewed is between the SCRTD (the District) and the
United Transportation Union (UTU), effective February 1, 1985 and
covering all bus operators. Relevant sections of this contract
are provided in Exhibit III-1.

In addition, the Operator's Rule Book, published by the SCRTD
Transportation Department was reviewed for content applicable to
the Labor agreement, along with a description of the programs
sponsored by SCRTD management.

A. LABOR AGREEMENT

In reviewing the labor agreements between the UTU and SCRTD, both
scheduled and unscheduled absence types were examined, along with
the provisions regarding overtime.

1. Scheduled Leave

Scheduled leave implies an orderly, predictable set of absences
have been arranged between the District and the UTU based upon an
agreed process. The two absence types in this category are
holidays and vacations.



Topic

SIGNIFICANT PROVISIONS OF UNITED TRANSPORTATION UNION (UTU)

CONTRACT WITH SOUTHERN CALIFORNIA RAPLID

TRANSIT DISTRICT (SCRTD) RELATING TO OPERATOR ABSENTEFISM

Citation

Provision

Discipline Rule

Article 27, Section 1

{a)

(b)

(c)

(d)

{e)

Before an employee covered by this Contract 1is dis-
charged or disqualified from any type of service, a
hearing shall be held at which time the employee may
present his/her case. The employee and the Union shall
be notifled {n writing of the specific charge, time and
place of hearing sufficliently in advance to afford the
employee the opportunity to arrange representation and/
or witnesses, 1f desired, with the understanding that
the District will not compensate any asuch witnesses for
time spent at hearing. The first level hearing will be
conducted by the Division Manager, or in his/her ab-
sence from that Division by his/her representative.

If any employee falls to attend his/her hearing, he/she
may be discharged or diaqualified, whichever is applic-
able, unless satisfactory explanation is furnished for
his/her failure to attend.

The hearing shall be convened as promptly as circum-
stances will reasonably permit, but in no event later
than five (5) days from the date when the Operator 1ia
charged with the offense or held from mervice whichever
is earlier. ’

It 18 agreed that elither party may have a transcript
made of the hearing at its own expense and by providing
its own transcript stenographer.

1f, after review of a suspension, discharge or dia-
qualification, It 1s mutually agreed that an employee
who was suspended, discharged or disquallflied, was
completely blameless of charges regarding the offense,
he/she ghall be reinstated to hias/her former positlion
without loss of senlority and will be pald wages lost
as though he/she had not been suspended or discharged.

It is mutually sgreed that no entfy shall be made on
the employee's record of such suspension, discharge or
disqualification, i{f by mutual agreement the employee
was found to be completely hlameless.

If, however, after such a review, it 13 found that the
employee In question was not completely blameless, then
the partiesa may mutually agree upon a reduction of the
penalty and upon what, i{f any, porticn of the wages he/
she would have earned should be restored to him/her.
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Topic

Discipline Rule
(continued)

Missouts

SIGNIFICANT PROVISIONS OF UNITED TRANSPORTATION UNION (UTU)

CONTRACT WITH SOUTHERN CALIFORNIA RAFPID

TRANSIT DISTRICT (SCRTD) RELATING TO OPFRATOR ABSENTEEISM

Clitation

Provision

Article 27, Section 2

Article 27, Section 3

()

(a)

(a)

At any hearing or investigation, at any level of the
grievance procedure, the employee and/or Unlon repre-
sentative will be allowed to get whatever information
18 desired from the employee's personal record file and
then shall be forwarded to the General Chalrman's
office a copy of all Chief of Tranait Policy reports
which are fnrwarded to the Nirector of Transportation,
upon which charges are to be flled by the District
agalngt an Operator. The reports referred to herein
are to be forwarded to the General Chairman at the same
time the Director of Transportation forwards them to
the Division Manager, for preparation of the charges.

Major infractions of the District's rules are excesalve
absenteeism, missouts/AWOP, falsification of sick
reports and will subject the employee to suspension or
discharge.

Certain absences indicated as follows will be excluded
from the application of thia rule: 1} Jury duty; 2)
military leave; 3) court appearances under subpeona; 4)
medical appointments upon at least 48 hours' notice and
subsequent proof of such visit; 5) bereavement leave;
6) day of admissifon of an immediate famlily member to a
hosplital; 7) removal from service by the District's
doctor; B) occupational injury or {illness; 9)
earthquake, fire or flood if the employee 18 peraonally
affected; 10) absences authorized by the Division
Manager.

Progressive discipline schedule: a) a sixth absence in
a floating six-month period shall reault in counseling
of the employee; b) a Beventh absence In a floating
six-month period shall sublect the employee to a
suspension of up to three (3) days; c) an elighth
absence in a floating six-month period shall subject
the employee to Section 1 of this Article. (It is
underatood that an Operator who misses out will be
charged with a miass-out not an absence for that day.)

Operators must report for their assignments at the
scheduled time or they will be charged with a missout
unless they notify the Dvision Dispatcher of thelr
inability to report, due to 1l1lness, not less than
forty (40) minutes prior to thelr scheduled report
time. When an operator is prevented from reporting on
time due to an emergency, and presents acceptable proof
of sald emergency, the Division Manager will waive the
charge of a missout on the Operator's record.
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STCNIFICANT PROVISIONS OF UNITED TRANSPORTATION UNION (UTU)

CONTRACT WITH SOUTHFRN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO OPERATOR ARSENTEEISM

Topic Citation Provision
Missouts (b) 1f, after a hearing has been held, in the event one is
{continued) held, and charges have heen sustained subject to ap-

Absent Without Perwission
(AWOP)

BEmployee's Safety

Article 27, Section 4

Article 39, Section 2

peal, and discipline is assessed, it shall be assessed
in the following manner:

1st missout - Caution

2nd missout - Warning 1

3rd missout - Counsel with training and assessment

4th missout - 2 day suspension

Sth missout - 3 day suspension

6th missout - Subject to the provisions of Section 1,
Article 27 - Hearing Before Discharge or
Disqualification

Any perlod of ninety (90) days between missouts will
automatically start an operator back as no missouts.

Employees absent lePout permisgion will be subject to the
following discipline”:

18t occasion - 1 day suspension

2nd occasion
within 12 months -~ 2 day suspension

3rd occasion
within 12 months -~ Subject to the provisions of

(a)

Article 27, Section 1 - Hearing
Pefore Discharge or Disqualifica~
tion

1t {s further agreed that if the operator is physically
{njured as a result of such robbery, or as a result of
an unprovoked attack by another persen, such injury
resulting in a loss of time, he/she shall be pald 1007%
of the time lost during the first seven (7) days of
disahility and 807 of the time lost thereafter. 1f
workers' compensation benefits are provided during this
period, the basis of payment will be as shown above
less the Workers' Compensation Benefits.

Operators sustaining injury shall be paid for all time
lost as the result of an unprovoked attack when medical
veriflcation is provided. Payment will be limited to a
maximum of two (2) years for any one incident.
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. SIGNIFICANT PROVISIONS OF UNITED TRANSPORTATION UNION (UTU) . .
CONTRACT WITH SOUTHERN CALIFORNIA RAPID
TRANSIT DISTRICT (SCRTD) RELATING TO OPERATOR ABSENTEEISM

Topic . Citatlon Provision
Paymentg for Injury on Article 47, Sectlion 5 Except as provided in Article 39, (Employee's Safety), an
Mty employee who 18 Injured while on duty resulting In loss of

time, shall be pald for the balance of his/her assignment on
the day of injury at hls/her regular rate of pay. He/she
ghall also be pald for the time lost during the walting
period (first three (3) days following date of injury, for
which no Workers' Compensation Benefits are provided). This
payment shall be at benefit rates provided under Workers'
Compensation Act.

Sick Leave Article 47, Section 1 (a) Fmployees with one (1) or more years of acciumulated
service under the terms of this Contract, who are off
work due to any bona flde sicknesa or injury and have
secured a verlfied medical doctor's report approved by
the Divialon Manager showing nature of 1lllness, date of
treatment, hospitalization, or both, shall be allowed
paid sick leave.

{b} Employees shall accumulate sick leave in accordance
with the following schedule:

48 hours (6 days) after one year of service

56 houra (7 days) after two years of service
64 hours (B days) after three years of service
72 hours (9 days) after four years of service
96 houra (12 days) after five years of service

(c) Employees will be ellgible for aslck leave on their
anniversary date in accordance with the above schedule

Section 2 {(a) Payment shall be computed on the basis of eight (8)
hours per day each work day sbsent. Any unused sick
leave shall ,be accunulative for A maximum perlod of
2,120 hours.% Sick leave will be charged against the
oldest sick leave avallable to the employee.

(b) When the employee 1s entitled to recelve Unemployment
Compensation Disablility Benefits or Workers' Compensa-
tion Beneflts there shall be charged against the
employee'a sick leave account only that portlon of the
day's sick leave which, when added to the henefits paid
for such day, shall equal the eight (8) hour payment.

Section 3 (a) Sickness allowance will begin after one (1) full work
day absence and will be computed weekly, provided doc-
tor's report as required by Section 1 of thls Article
is submitted at the end of each pay period.

0 3o v a8eq
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(b) In the event an employee 1s hospltalized or sick ten
(10) or more consecutive work days, sick pay shall
begin on the first full work day of absence.
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SIGNIFICANT PROVISTONS OF UNITED TRANSPORTATION UNION (UTU)

CONTRACT WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO OPERATOR ABSENTEEISM

Clitation

Provision

Sick Leave
{continued)

Overt Ime

Need for Additional Oper-
ators on Fxtra List

Section &

Article 3, Section 4

Article 13, Section B

(c)

(d)

(e)

(a)

(b)

(a)

An employee entitled to sick leave shall have twenty
(20) days, as provided In Article 26, after date of
return to duty to furnish the required doctor's report
and it shall be consldered as a claim. Sick leave pay
will be at the stralght time hourly rate of pay in
effect on the last day of duty before sick leave.

Sick leave pay will not be allowed for any case of
venereal disease, intemprance, use of illepgal drugs or
where alckness or injury 13 caused by illegal or un-
lawful acts.

Any employee who does not perform service in any anni-
versary year shall not be entitled to sick leave pay in
the following anniversary year unless he/she returns to
work within that year.

Seventy-five (75) percent of an employee's unused sick
leave will ge paid to the employee upon the employee's
retirement. One hundred (100) percent of an
employee’'s unused sick leave will be pald to the
benefliclary In the event of death before retirement.

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

Operators shall be pald one and one-half (1-1/2) times
the straight time hours for all work performed on their
scheduled or assigned days off with a minimum of twelve
(12) hours' pay time, except as provided in Article 16,
"Special Rules'". It 1is understood that an Operator
working his/her full assignment will not recelve less
pay than he would have received on a regular work day.

An OCHB Operator will be guaranteed twelve (12) hours'
pay time within an eleven (11) hour spread.

An Operator laying off of his own accord will be pald
for all hours worked at one and one-half (1-1/2) times
the straight time hours and the minimum of twelve (12)
hours will not apply.

When the Extra Board has been exhausted snd there Ls need
for additional Operators, they shall be called to work In
the followlng order:

(a)

Extra Operators who have volunteered to work on thelr
bid day or days off and shall be assigned to work on
that day In their position on the Extra Board.
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SIGNIFICANT PROVISIONS OF UNITED TRANSPORTATION UNION (UTU)

CONTRACT WITH SOUTHFRN CALTFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO OPFRATCR ABSENTEEISM

Cltation

Provision

Need for Additlionsl Oper-
ators on Extrea List
{cont {nued)

(b)

(c)

(d)

(e)

(£)

Regular Operators who have volunteered to work on thelr
bid day or days off and shall be asslgned to whatever
work remains to be assigned subject to rest and quali-
fications, and will be pald on the basls of an Extra
Operator. 1If a Regular Operator has volunteered to
work on his/her bild day off and the remalning work to
be assigned will not leave him/her available for his/
her regular tun, he/she shall be passed and another
Regular Operator who has volunteered for work on his/
her bid day off will be used if that work leaves him/
her avallable to work his/her regular assignment.

When Operators referred to in (a) and (b) above have
been exhausted, Extra Board Operators on their bid days
off may be required to perform service. They shall be
assigned to work on that day in their position on the
Extra Board, except as provided in Section 4(c) of this
Article.

When Operators referred to in (a), (b) and (c) have
been exhausted, Regular Operators on thelr bid days off
may be required to perform service and will be paid on
the basls of a Regular Operator. This work will be
distributed as evenly as possible.

Operators desiring to perform work referred to in this
Section shall file a Request to Work form with the
DPivision Manager at least twenty-four (24) hours prior
to 12:01 a.m. of the day service is to be performed.
Operators will be required to file new Request to Work
forms when any of the following occur: Division Shake-
Ups or change in days off of the Operators. Operators
desiring to have their names removed from the list
shall give notice in writing to the Division Manager at
least twenty-four (24) hours prior 12:01 a.m. of the
day that the Operator wishes to cancel sald request to
work.

Requests by Regular Operators for work on days off will
be filed in alphabetical order at the effective date of
the June Shake-Up. Regular Operators filing request
after the effective date of June Shake-Up will be
placed at the bottom of the rotating group. Those
Regular Operators used under (b) above will rotate as
they are used on a dally basis so as to afford each
Operator one (1) day's work on a given day of the week
before any Operator receives two (2) day's work. Lack
of qualifications and/or required rest, as outlined 1in
(b) above will be considered reason for passing the
Operator. The Orerator passed will remaln flrst out
for work. The Union may review such records.

oL 30 9 23ed
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Need for Additional Oper-
ators on Extra List
(continued)

Holidays

SICNIFICANT PROVISIONS OF UNITED TRANSPORTATION UNION (UTU)

CONTRACT WITH SOUTHERN CALTFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO OPERATOR ABSENTEEISM

Provision

Citagion

Article 44, Section 1

()

(h)

(a)

1f Operators are not assigned in accordance with the
provisions of this Section, they shall be pald in
accordance with the following:

If an Operator i{s not marked up for work but is suhse-
quently used on a scheduled off day, he/she will be
pald time and one-half (1-1/2) for work performed with
a minimm of twelve (12) hours' pay time, and in addi-
tion, he/she will receive a four (4) hour run-around
allowance.

If an Operator 1s not marked up for work and does not
work on a scheduled off day, he/she will receive twelve
(12) hours' pay time.

The following procedure will be used in calling VCB
Operators on their second VCB day, who have signified
that they would not check for assignments con thelr
second VCB day as outlined in this Section:

1. That the mark-up employees do not call VCB or OCB
Operators before 9:00 a.m. when marking up the
Extra Board for the following day's mark-up. Ex-
ceptions to this 9:00 a.m. restriction will be
that an additional twenty-four (24) hours' notice
may he given prior to New Year's Day, and the
opening day of the Los Angeles County Fair in
Pomona. Prior notice for these three zﬁ) excep-
tionz will be in writing and Operators notified in
advance will be guaranteed pay for the hollday.

2. When calls are made and the VCB or OCB Operator is
not at home, that he/she be passed and no message
left at his/her home.

3. After all VCB and OCB Operators have been ex-
hausted, and additional employees are atill
needed, the Division Dispatcher will again call
those VCB Operators whom he/she had not been able
to contact previously. This procedure will also
be followed after the Extra Board has been posted
and the need arises for an additional Operator.

The following days shall be conaidered as legal holl-
days: New Year's Day, Memorial Day, Independence Day,
Labhor Day, Veteran's Day, Thanksgiving Day, Chrlstmas
Day.
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SIGNIFICANT PROVISIONS OF UNITED TRANSPORTATION UNION (UTU)

CONTRACT WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO OPFRATOR ABSENTEEISM

Citation

_Provision

Holiday
{continued)

Section 2

Section 3

Section 4

(b)

(c)

(a)

(a)

(b)

(a)

(b)

In the event one (1) of the legal holidays falls on a
Sunday and the following day (Monday) 1s officlally
declared a legal holiday, then that day only will be
considered a holiday within the meaning of the Article.

In addition to the above, the employee's birthday, the
employee's anniversary date and three "bonus Holldays'
(personal preference day) will be recognized as holi-
days.

Employees who do not work on & legal holiday, his/her
birthday, or his/her annlversary date as shown 1in
Section 1 of this Article, will be pald eight (8) hours
at the straight time rate of pay for each of these
holidayas, provided all such employees complete his/her
work assignment on his/her last scheduled or assigned
work day prior to the holiday or his/her first
scheduled or assigned work day after such holiday. An
employee on leave of absence, absent on account of
slckness or failing to complete their work assigmment,
on elther of those daye before or after such holidays,
will not be considered as having worked.

All employees who work any of the legal holidays out-
1ined, will be paid two and one-half (2-1/2) times
thelr straight time hours for service performed with a
minimum of twenty (2D) hours pay time for the day's
work.

Operators working on the legal holidays and who are
relieved before completion of the day at their own
request, or who are absent from duty and unavsilable
for service for part of the day, shall receive pay for
only the portion of the day worked, at 2-1/2 times
their straight time hours. The minimum allowance of
twenty hours shall not apply.

An employee who works on his/her birthday or anniversa-
ry date will receive an additional twelve (12) hours’
pay at the straight time rate of pay over and above any
other compensation he/she receives that day.

If the operator 1s relleved before completion of the
day upon their request, or is absent from duty and
unavailable for service for part of the day, the
operator will receive payment for time worked plus an
additlonal allowance at time and one-half (1-1/2) for a
comparable number of hours with a msximur of twelve
hours additional pay time.
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SIGNIFICANT PROVISIONS OF UNITED TRANSPORTATION UNION (UTU)

CONTRACT WITH SOUTHERN CALIFORNIA RAPID

TRANSIT DISTRICT (SCRTD) RELATING TO OPERATOR ABSENTEEISM

Topic Citation

Provision

Holiday
(continued)

Vacation Article 43, Section 1

Section 2

Section 6

Section 7

(¢) If an employee's birthday or anniversary falls on any
one of the legal holldays, the workday immediately
preceding or following the birthday or anniversary will
be treated as their birthday or anniversary.

(d} The bonus holidays will be a guaranteed day off and the
employee will not work on that holiday. The employee
will bid his/her cholce for the bonus holldays at the
June Shake-Up. Operators not prepared to select their
bonus holidays at that time will be passed and will bid
from those bonus holiday positions avallable at the
time bid is received. Employees are not permitted to
select any other holday as a bonus holiday. The
pistrict reserves the right to determine the number of
employees selecting any particular date as their bonus
holiday.

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

(a) Vacations will be allowed at straight-time rate of pay
ag follows:

weeks vacation
weeks vacation
weeks vacation
weeks vacation
weeks vacatlon

1-4 years -
5-9 years -
10-16 years -
17-25 years -
26 or more years -

oCco0 o
W N

(a) Payment for vacation will be on the basis of forty-five
(45) houra per week times the number of weeks for which
employee has qualified for vacatlon.

(a) It ia understood and agreed that employees will be
given preference to vacation periods 1in senlority
order. Vacations will be bid by Divisions.

Any employee who, by reason of i{llness, injury, or leave of
absence, is absent from his/her duties for one hundred (100)
days or less during the year's service, will be entitled to
a full vacation. An employee absent from his/her duties for
more than one hundred (100) days during the year will be
entitled to one-twelfth (1/12) of his/her normal vacation
for each month, or major fraction thereof which he worked .
Fmployees absent because of occupatlonal injury or occupa-
tional illness, occasloned by working for the district, will
not be subject to this latter provision.
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SIGNIFICANT PROVISIONS OF UNITED TRANSPORTATION UNION (UTU)
CONTRACT WITH SOUTHERN CALIFORNIA RAPID
TRANSIT DISTRICT (SCRTD) RELATING TO OPERATOR ABSENTEE1SM

Footnotes:

Under the terms of the previous contracts, effective June 1, 1979 (hereinafter referred to as the 1979 contract) and
June 1, 1982 (hereinafter referred to as the 1982 contract) the third missout was assessed a one-day suspension.

Neither the 1979 nor 1982 contracts contained any reference to Absent Without Permission (AWOP) .
The current contract does not define AWOP, but the Operator's Rule Book, on page 16, describes it as: ""Operators who

fall to report in person, or by telephone or telegraph, within elght (8) hours after their scheduled report time are
considered to be AWOP and are subject to disciplinary action."

The 1979 contract did not contain & limitation on the time over which payments would be made. Thias provislon is found
in both the 1982 and current contracts.

Under the 1979 and 1982 contracts, the maximum accumulation of sick leave was 1,448 and 1,832 hours, regpectively.

Under the terms of the 1979 contract, only 501 of an employee's unused sick leave would be pald upon retirement.
Starting with the 1982 contract, this became 75%.

Under the terms of the 1979 contract, employoees with one year of service recelved only one week of vacation, and thirty

years of continuous service was required for six weeks of vacation. These were changed in June 1980 and June 1981,
respectively to the current provisions.
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a. Holidays

The UTU recognizes the following legal holidays:

New Years Day Thanksgiving

Memorial Day Christmas

Independence Day Employee's Birthday
Veterans Day Employee's Anniversary

In addition to these holidays are three ''bonus holidays' which
are classified as legal holidays (Article 44, Section 1).

If an employee fails to complete a work assignment without an
excusable reason -- on both the last scheduled work day before
the holiday, and first scheduled work day after the holiday --
the employee will not be eligible for a paid holidays (Article
44, Section 2).

Employees who work any of the legal holidays receive pay two and
one~half times their regular pay, with a minimum of twenty hours
pay time for the days work (Article 44, Section 3).

b. Vacations

The following table summarizes the wvacation plan in accordance
with the UTU agreement:

Vacation Service Requirement
Duration (in years with the District)

0 weeks <1 year of continuous service

2 weeks 1 year of continuous service

3 weeks 5 years of continuous service

4 weeks 10 years of continuous service

5 weeks 17 years of continuous service

6 weeks 26 years or more continuous service
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Under the terms of the UTU contract, employees are compensated
for vacation at forty-five hours per week. Employees are
entitled to their full vacation time if they have been absent up
to one-hundred days or less due to illness, injury or leave of
absence. Absences exceeding this level entitles the employee to
one-twelfth of their wvacation of their normal vacation for each
month worked.

2. Unscheduled Leave

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

absences.

a. Non-Sick Leave

Non-sick leave includes the following absence types: Leave of
Absence; Military Duty,; Bereavement and Jury Duty.

o) Leave of Absence

Employees covered by the UTU agreement may be granted
leaves of absence limited to ninety days in any twelve
month period without 1loss of seniority. Special
consideration will be. given to employees in instances
involving death in the family, illness in family or
major confirmed personal problems. Extended leave may
be granted through joint agreement of the District and
UTU (Article 31, Section 1,A).

The employees covered by this contract shall lose their
seniority due to a leave of absence because of injury
or illness unless the leave extends beyond twenty-four
months. However, by mutual consent of the parties
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exceptions this rule may be made. Within thirty days
prior to expiration of the two year leave of absence, a
recommendation by the District's medical doctor or by
the employee's physician shall extend the leave. If
there is a disagreement between the parties, a third
physician will make a determination at a cost to be
shared by the UTU and the District equally {Article 31,
Section 1,B).

Military Duty

The provisions in the UTU agreement concerning Military
Duty are governed by Section 395 of the California
Military and Veterans Code under which employees are
allowed up to thirty days off annually, with eight
hours compensation for each work day lost.

Bereavement

When an employee experiences a death in the immediate
family, three days will be given off from work with
pay. Floating bonus holidays may be used in
conjunction with Bereavement Leave (Article 49).

The immediate family is defined as wife, husband,
daughter, father, mother, brother, sister, grandparents
or grandchildren of either spouse (Article 49).

Jury Duty

Under the terms of the UIU agreement, employees must
notify their supervisor of an appearance before a Jury
Commissioner if it is non-District business. The
employee is allowed reasonable time to appear before
the Commissioner. If loss of time from work 1is
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necessary for such appearance, the employee will
receive a maximum of two hours' pay time at the
straight time rate of pay (Article 40, Section 3).

b. Illness/Injury Related Absences

Illness/Injury related absences is comprised of the following
absence types and related issues: Sick Leave; Missouts; Absent
Without Permission; Employees' Safety; Payments for Injury on
Duty and a review of the Discipline Rule.

o} Sick Leave

Employees covered by the UTU agreement are entitled
to the following provisions as concerns sick leave:

Service Requirement Allowable
(in years with the District Sick Leave
<1 year of continuous service 0 days
1 year of continuous service 6 days
2 year of continuous service 7 days
3 years of continuous service 8 days
4 years of continuous service 9 days
5 or more years of continuous service 12 days

Unused sick leave 1s cumulative for a maximum period of
2,120 hours (265 days). Sick leave will be charged to
the oldest sick leave available to the employee
(Article 41, Section 2).

Sickness allowance begins after one full work day and
is computed weekly (Article 47, Section 3).

To receive paid sick leave, the employee must have one
or more years of accumulated service under the terms of
this contract, and be absent with & bona fide sickness
or injury. A verified medical doctor's report approved
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by the Division Manager showing nature of illness, date
of treatment, hospitalization or both, must be submit-
ted (Article 47, Section 1).

If the employee is entitled to receive Unemployment
Compensation Disability Benefits or Workers' Compensa-
tion Benefits, the employee's sick leave will only be
charged for the amount necessary to add with the afore-
mentioned Benefits for an eight hour payment (Article
47, Section 2).

An employee entitled to sick leave has twenty days
after the date of return to duty to furnish the
required doctor's report, which shall be considered a
claim. Sick leave pay is at the straight time hourly
rate of pay in effect on the last day of duty before
sick leave (Article 47, Section 3,C).

Sick leave pay is not allowed for any case of veneral
disease, intemperance, use of illegal drugs or where
sickness or injury is caused by 1illegal or unlawful
acts (Article 47, Section 3,D).

There is no payment for accumulated sick leave if an
employee 1s terminating from the service of the
District. However, an employee will receive 75% of
unused sick leave upon retirement, or 100% upon death
while employed by the District (Article 47, Section 4).

Missouts

If an operator is unable to report for their scheduled
time, due to illness, the Division Dispatcher must be
notified at least forty minutes in advance of this
time. Failure to meet this requirement results in a

missout charged to the operator's record.
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In the case of an emergency where advance notice is not
possible, the Division Manager will waive the missout
charge upon presentation of acceptable proof by the
operator {Article 47, Section 3).

If, after a hearing has been held -- in the event one
is held -- and charges sustained subject to appeal,
discipline =-- if assessed -- shall be done in the
following manner:

1st missout Caution

2nd missout - Warning

3rd missout Counsel with training and assessment
4th missout - 2 day suspension

5th missout - 3 day suspension

6th missout - Subject to provisions of Discipline

Rule, Article 27.
Absent Without Permission

Employees absent without permission will be subject to
the following discipline:

lst occasion - 1 day suspension

2nd occasion

within 12 months - 2 day suspension

3rd occasion - Subject to provisions of
Discipline Rule, Article 27

Employees Safety

1f an operator, while working for the District, is
injured during a robbery or unprovoked attack, and is
unable to work as a result, the operator will be
entitled to paid time-off.
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In such instances, payment will amount to 100% of the
time lost during the first seven days of disability and
807 of the time lost thereafter. Where Workers
Compensation Benefits are received, payment £from the
District will be equal to the previously mentioned
amount less Benefits collected.

Operators sustaining an injury will be paid for all
time lost as a result of the unprovoked attack when
medical verification is provided.

Payment will be limited to a maximum of two years for
any one incident {(Article 39, Section 2).

Payments for Injury on Duty

An operator who is injured while on duty resulting in a
loss of time, shall be paid for the balance of their
regular assignment on the day of injury. In addition,
the operator will also be paid for the time lost during
the waiting period -- the first three days following
the date of injury, for which no Workers Compensation
Benefits are provided (Article 47, Section 5).

Discipline Rule

Employees covered by the UTU agreement who are
threatened with discharge, or disqualification from any
type of service, are guaranteed a hearing to present

their case.

The employee and the UTU shall be notified in writing
of the specific charge, time and place of hearing
sufficiently in advance to afford the employee the
opportunity to arrange representation and/or witnesses.
However, the District will not compensate witnesses for
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time spent at the hearing. The first level hearing
will be conducted by the Division Manager, or in case
of absence, by a representative of the Division
Manager's (Article 27, Section 1,A).

Failure of the employee to attend the hearings is
grounds for a disqualification or discharge, unless a
satisfactory explanation 1is provided (Article 27,
Section 1,B).

The hearing is to be convened as quickly as possible,
but not later than five days from the date when the
operator is charged with the offense or held from
service, whichever is earlier (Article 27, Section
1,C).

After the review of a suspension, discharge or disqual-
ification it is mutually agreed that an employee who
was suspended, discharged or disqualified was blame-
less, the employee shall be reinstated to their former
position without loss of seniority and be paid lost
wages. In addition, no entry of this will be made on
the employee's record.

I1f, however, after the review it 1s found that the
operator being reviewed was not completely blameless,
then the parties may mutually agree upon a reduction of
the penalty and upon what, if any, portion of wages
should be restored (Article 27, Section 1,E).

Major infractions of the Districts' rules are excessive
absenteeism, missouts/AWOP, falsification of sick
reports and will subject the employee to suspension or
discharge.



III-10

However, certain absences are excluded from the appli-
cation of this rule: 1) jury duty; 2) military leave;
3) court appearances under subpeona; &) medical
appointments wupon at least 48 hours notice “and
subsequent proof of such visit; 5) bereavement leave;
6) day of admission of an immediate family member to a
hospital; 7) removal from service by the District's
doctor; 8) occupational injury or illness; 9)
earthquake, fire or flood if the employee is personally
affected; 10) absences authorized by the Division
Manager (Article 27, Section 2,A).

The progressive discipline schedule for operators is:

sixth absence in a

floating 6 month period counseling
seventh absence in a
floating 6 month period suspension of up to
three days
eighth absence in a hearing in accordance
floating 6 month period with Section 1 of

this article

3. Overtime

The UTU agreement guarantees operators one and one-half times
their straight hour time rate for all work performed on their
scheduled or assigned days off with a minimum of twelve hours'
pay time, except as provided in Article 16, Special Rules.

An OCB operator is guaranteed twelve hours pay time within an
eleven hour spread (Article 3, Section 4).
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Need for Additional Operators on Extra List

When the Extra Board has been exhausted and there is a
need for additional operators, they shall be called to
work in the order described below.

The first group of operators contacted are Extra
Operators who have volunteered to work on their bid
day or days off. They will be assigned to work on
that day in their position on the Extra Board.

The next level of operators contacted are regular
operators who have volunteered to work on their bid
day or days off. They will be assigned to whatever
work remains open, and will be paid as an Extra
Operator. However, if the regular operator will not
be available to their next assigned run because of the
overtime work, they must be passed over. Part-time
VCB's are honored when this group has been exhausted.

If the above procedures have been exhausted and
additional operators are still required, Extra Board
Operators on their bid days off may be required to
work. They shall be assigned to work on that day in
their postion on the Extra Board.

In the instance that additional operators are still
required, Regular Operators on their bid days off may
be required to work. Their pay will be on the basis
of a Regular Operator.

Regular Operators desiring additional work must file a
Request to Work Form with the Division Manager at
least twenty-four hours prior to 12:01 A.M. of the day
service is to be performed.
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Requests by Regular Operators for work on days off
will be filed in alphabetical order at the effective
date of the June Shake-Up. Regular Operators filing
requests after the effective date of the June Shake-Up
will be placed at the bottom of the rotating group.

B. WORK RULES

In addition to a review of the labor agreement, an examination
was made of documents relating to SCRTD Work Rules.

The review of SCRTD Work Rules was completed using the RTD
Operator's Rule Book revised in November 1985, from Edward J.

Nash to all bus operators. The subjects covered relate to the
provisions of the UTU Labor agreement reviewed by Carlier, and
are distinguished between scheduled absences and non-scheduled
absences.

1. Scheduled Absences

The only scheduled absence -- as defined by this study --
included in the RTD Operator's Rule Book is Leave of Absence.

o} Leave of Absence

Operators requesting five or fewer days off must submit
a Miscellaneous Report. A Personal Leave of Absence of
over five days may be granted upon request when
practical. Personal leaves are limited to ninety-days
in a twelve month period.

A written request on Form 38-33 must be submitted to
the Division Manager for approval for more than f£five
days (1.45).
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2. Unscheduled Absences

The unscheduled absences and related issues in the RTD Operator's
Rule Book includes the following: Reporting Sick; Sick Operators
Travel Restrictions; Doctors Release; Returning From Sick Leave;
Extended Sick Leave; False Sick Reports; Employee Injury On Duty
and Absent Without Permission.

a. Reporting sick

Operators must give the District as much notice as possible when
calling in sick. An operator is charged with a missout if they
fail to report sick to their Division within 40 minutes of the
sign-on time (1.72).

b. Sick Operators Travel Restrictions

Operators off duty due to illness, injuries or indefinite sick
leave, are not allowed to leave the District service area without
permission from their Division Manager.

Operators living outside the District service area are exempt
from the restriction, but limited to travel within their area of

residence (1.73).

¢. Doctors Release

Operator's must bring a Doctor's Release when they have been
off-duty due to illness or injury for four or more working days,
and present it to their Division Manager prior to returning to
work.

The release must indicate the nature of the illness or problem
for which the operator was treated. If the release does not
indicate the nature of the illness, the driver will be allowed to
return to work pending a check with the Doctor by the District.
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An employee absent thirteen occasions in any twelve consecutive
month period due to illness will be required to present a medical
release to return to work for each subsequent absence. Failure
of an operator to present a Doctor's release, when required, will
result in the operator being withheld from service without a
penalty to the District (1.75).

d. Returning from Sick Leave

Operators returning from sick leave must report their intentions
to do so to their Division, in person or on the telephone no
later than 11:00 A.M. the day before resuming duty. They will
not be required to produce a release from a medical doctor unless
their absence has been four workdays or more.

An operator on indefinite sick leave must obtain clearance from
their Division Manager when reporting their availability for duty
(1.76).

e. Extended Sick Leave

Operators on extended sick leave must inform the District at no
more than thirty day intervals relative to their condition and
probable date of return to duty. Failure to keep the District
informed, report for treatment as ordered by the Doctor, or
provide the District with the required "Attending Physician's
Statement" (Form 95-5) can result in suspension or discharge
(1.78).

f. False Sick Reports

Operators must not feign illness to procure sick leave, or to
avoid a missout or work assignment. Falsification of sick
reports can result in suspension or discharge (1.80).
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g.- Employee Injury (on Duty)

Each personal injury suffered by an employee must be reported to
the Radio Dispatcher immediately, and a written report on
"Employee's Report of Injury" form must be submitted to the

Division Manager on day of occurrence.

In case of injury, immediately inform your superior, who will
provide first aid or make arrangements for medical attention as
required. Medical attention is authorized only at a District
approved medical facility. All doctor, hospital and pharmacy
bills associated with an on-duty injury must be directed to the
Division Manager.

I1f the injury is such that a report cannot be made on the day of
occurrence, this information must be given to the Division
Manager who will make arrangements for a report to be made as
soon as possible (1.86).

h. Absent Without Permission

Operators who fail to report in person, Or by telephone or
telegraph, within eight hours after their scheduled report time
are considered to be '"Absent Without Permission' and are subject
to disciplinary action (2.07).

c. MANAGEMENT PROGRAMS

In addition to the contract and work rule provisions, RTD manage-
ment has implemented a number of programs intended to reduce
overall absenteeism. These programs include an operator incen-
tive program, light duty work assignments, visiting nurse and
employee counseling.
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1. Operator Incentive Program

There has been an operator performance incentive program in place
at the District since 1985 to erncourage all operators towards
positive attendance and outstanding performance. The recognition
program, "'In Pursuit of Excellence' allows operators to earn cash
awards, bonus holidays and certificates of merits. The program’s
goals are to identify and reward operators which in turn improves
morale and results in improved day-to-day operations.

There are two types of award periods -- monthly and annual. Each
award period is self-contained -- all operators begin with =&
clean slate, which enhances fairness. To be eligible, operators
must have driven for the entire award period. For monthly
awards, operators must have worked the entire month at the same
division. The types of awards are Annual Outstanding Operator
Award (highest award offered), Annual Meritorious Operator Award,
Monthly Manager's Award, and Monthly Operator Recognition Sweep-
stakes. Exhibit III-2Z outlines requirements to qualify for the
award, type of recognition, type of award, and when it is
presented. Management and staff support the program and believe
that it is fulfilling its intended purpose.

2. Other Related Programs

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

RTD operators have the opportunity to engage in a temporary work
status of light duty during rehabilitation/recovery from a dis-
abling injury which prevents them from conducting their normal
work duties. Participation in the program has not been mandatory
in the past, but employees have been encouraged to participate to
continue to accrue sick days, vacation and seniority from his/her




ANNUAL
OUTSTANDING OPERATOR AWARD

SOUTHERN CALIFORNIA REGIONAI. TRANSIT DISTRICT

OPERATOR RECOGNITION PROGRAM

ANNUAL
MERITORIOUS OPERATOR AWARD

MONTHLY MANAGER'S AWARD

REQUIREMENTS :

¢ Accumulate no more than
two instances of sick,
mlssours and unexcuaed
abgsencea, not to exceed
a comblned total of five
days

0 No suspenalons
0 No chargeable accldents

0 No chargeable passenger
complaints

@ No rule viclationsa

o No Lndefinlte leave
during year

RECOGNITION:

Hall of Fame
Qutstanding Operator Patch
Headway Coverage
Local News Release

AWARD :

Bonus Day(8 hrs. off or
pay)

$50.00 Cash Award
Certlficate of Recognitlon

PRESENTATION:

Operator Recognition Day

REQUIREMENTS:

Quallfy under one of two:
Attendance

0 Accumulate no more than
two insatances of slck,
missout and unexcused
absences coamblned, not to
exceed a total of five
days

No suspensions

No Ilndefinite leave

during year
Operations

No chargeable accldents

No chargeable passenger
complalnts

o No more than one charge-
able safety vlolatlon

¢ No more than one rule
violatlon

RECOGNITION:

Headway Coverage

AWARD:

$25.00 Cash Award
Certlficate of Recognitlon

PRESENTATIDN:

Operator Recognitlon Day

REQUIREMENTS :

Dlvialon Manager's select
operators based on overall
record

Slckness

Missouts

Suspenalons

Accldents

Pasgenger complaints
Conmendatlons

c 0 0 0 C O ©

Rule violatliona
Conslderation 1a also made
for improvement. Operators
only recelve this award
once.

Each year 144 operators are
selected.

RECOGNITION;
Hall of Fame

AWARD:

$35.00 Cash Award
Certificate of Recognitlon

PRESENTATION:

Divislon Moathly Award

EXHIBIT [11-2

MONTHLY OPERATOR
RECOGNITION SWEEPSTAKES

REQUIREMENT FOR A CALENDAR
MONTH:

No sick instances

No mlssouts

No unexcused absences
No chargeable accldents

C ¢ o0 o ¢

No chargeable passenger
complalnts

No rule violations

(=]

0o No landeflnite leave

Operators who achleve these
standards will be eliglble
to particlpate in a drawing
for a cash reward.

AWARD:

$100.00 Cash Award

PRESENTATLON:

Division Monthly Drawlng
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former position while on modified duty. The Risk Management
Department is examining ways to strengthen the program, with the
underlying objective of reducing long-term absences due to occu-
pational injuries and sickness. The Risk Management Department
has demonstrated some strengthening of the policy -- on September
1, 1986 the light duty program is scheduled to become mandatory.

A second program intended to reduce longer incidents of absence
is the home visiting program. The Transportation Department
participates in the District's Visiting Nurse program, where
division managers can request that the District's nurse visit
sick employees at home to check their progress. This program
strives to accomplish two objectives: 1) demonstrates that the
District is concerned with the employees state of health and will
strive to help sick employees free of charge, and 2) attempts to
discourage false reporting of illness by following up with em-
ployees. Managers do support the program, but recognize that
resources are constrained (i.e., a single nurse was employed to

cover this program District-wide in FY86).

Recognizing the constrained resources available under this pro-
gram, the Transportation Department has supplemented it with its
own home visiting program. Specifically, supervisors, assistant
managers and managers are encouraged to periodically visit chron-
ically absent employees in their homes. The visit is preceeded
by the letter shown in Exhibit III-3, expressing concern for the
emp loyee. The program offers positive enforcement of the need
for attendance and the employee's importance to the District.

A third program, the Employee Assistance Program, may also help
to reduce absenteeism in the longer term. The District offers
free drug, alcohol, financial and family counseling on a volun-
tary basis, although the employee may have to pay costs if he/she
is referred to another counseling organization due to the nature
of the problem. While these programs are intended to improve




EXHIBIT III-3

Transportation Home Visitation Letter

o S
RTD

DATE: _ ___________
Dear
Qur records show vou are ill]l, We regret you are not feeling
well and send good wishes for a speedy recovery. Naturally, we

also hope vou will soon be able to resume the duties of your
position which is so important to the successful operation of the

District.

if we can be of assistance to vou while you are recovering,

please do not hesitate to call the division. We will also make an

effort te come out and visit you at your convenience.

We do miss your needed service and look forward to your

return to work.

Sincerely,

Telephone:
Division:
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employee performance in the long-term, some managers have noted
that the program can result in higher short-term absences (e.g.,
alcohol rehabilitation).

A related program, drug and alcohol testing, is generally applied
for employees involved in an accident where an individual is
injured or property damage exceeds $1,000. This program is
intended to improve public and employee safety -- which has a
correlated impact on attendance. The program is focused on
deterrence of drug and alcohol abuse, through detection, rehabi-
litation and enforcement. While the program is strongly sup-
ported by management given the priority of safety, some managers
have indicated that it may result in an increase of one-day
absences amongst some employees.
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IV. OPERATOR ABSENCE PROGRAM SURVEY

This section describes the survey approach employed in obtaining
information about operator absence programs at selected U.S.
transit properties, and information regarding transportation
absenteeism policies.

A. APPROACH

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

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

Chicago Transit Authority (CTA)

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

Sacramento Regional Transit District (RT)

San Diego Transit Corporation (SDIC)

Seattle Metro (METRO)

Washington Metro Area Transit Authority (WMATA)

o © 0o 0 O O O

Initial contact was made by telephone interview to determine the
operator’'s willingness to participate in the survey and to see if
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formal absence programs were in place. A survey questionnaire
was designed to obtain information about how the operator's
absence control program was developed, the elements and coverage
of the program and specific absence data. Specifically, ques-
tions regarding where the policy is documented, how it 1is
applied, which employees are affected and whether the policy has
been challenged in arbitration were asked. Additionally, infor-
mation was collected regarding the types of absences covered, how
the absence 1is counted (e.g., incidents, duration), provisions
for progressive discipline and 1incentives and the application
period. Respondents were asked to supply absence data by absence
category (e.g., sick leave, I0OD, request off, AWOL, missout, and
vacation) to the extent available. Finally, documents such as
the absenteeism policy, specific programs, management guidelines,

the labor agreement(s) and work rules were gathered.

All transit agencies completed transportation employee question=-
naires with the exception Seattle Metro and the Chicago Transit
Authority. Follow=up telephone calls were conducted with all
operators to clarify information from the survey and from the
documents reviewed. The results of the survey are discussed in
the following sections and include RTID's current policies and
agreement with the United Transportation Union (UTU), establish-
ment of absence policies (Section B); a review of absence policy
contents and scope at other agencies, (Section C); a review of
the disciplinary, incentive and other programs used in addressing
absence issues, (Section D); and absence results, (Section E).

B. ESTABLISHMENT OF ABSENCE POLICIES

This segment of the Price Waterhouse survey presents information
on the establishment of absence policies/programs for the subject
agencies and RTD. The results are detailed in Exhibit IV-1 and

summarized below.




hgency

Date Adopted,
Date Effective

ABSFNCE FROGRAM SURVEY RESULTS

ESTABLISHMENT OF ABSENCE CONTROL

TRANSPORTATION FMPLOYEES

Fmployeas Covered

Absence Control

EXHIBIT 1V-1
Page 1 of 1

Southern California Rapid
Transit District (UTU)

Sacramento Reglonal
Transit District

San Diego Tranait Corpora-
tion

Metropolitan Transit
Comuission (Mirmeapolis)

Washington Metro Area
Tranalt Authority

February 1985

Agust 1984

November 1981
March 1986
{revised)

October 1985

All bus operators

PT and FT opera-
tora, clerical

PT and FT opera-
tors, clerical

PT and FT opera-
tore, clerical.
(Same policy co-
vers maintenance
eoployeea and all
wicn employees
in agency)

PT and FT opera-
tors, clerical.
(All bargaining
it employees.
folicy for main-
tenance employees
Is extremely sim-
llar)

Ffollcy
Deve loprent /
Where Documented Implementation Arbitration & Qutcome
Labor agreement; man- Negotlation
agement rules,
Separate policy (Board Management Implementation and application
adopted) prerogat ive of the policy has been sub-
jected to arbitration. Union
has lost 3 arbitratlions re-
garding management's right to
implement and need to negotiate
the policy. Union won arbitra-
tion regarding due process
requirements for each occur-
rence {absence).
Separate policy Management Mone.
prerogat ive

Separate policy; man-
agement guldelines

Separate policy

Management
prerogative.
Contract
clause allows
MIC to estab-
1igh standardsg
of performance
for employees.

Negotiated a-
greement .
(Separate from
the contract)
in lieu of ar-
bltration.

Policy cwrrently being arbi-
trated; uwnlon 1s challenging
management's right to implement
the policy. (Mo terminations)

tone, (There have been termi-
nations under the policy).
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Poge 2 of 2
ABSENCE FROGRAM SLRVEY RERILTS
ABSENCE OONTR{L. FROCGRAM (ONTENTS AND COVERAGE.
TRANSFORTATION FMPLOYFES
ﬂ)m_ns__l:tm'ai P_!x 1icy Voluntary O.T.
gick " Mins- How sheeree  Application  Doctor Verification of Payment Affected by
AgEy Leave I o AKP 13 counted Period Ilness/Flmess Required?  Schedule for Slek leave  1osa of Benefits At bendance?
Metropolitan Transit X X Incidents Rolling 12 Yes; certificate from at- Sick leave pay mot al- Sick leave credits ]
Commission axl duntion months. tending physlelan required lowsd durlng Arst 3 reduced ane day for
(MLrneapolis) to file claim for sick days of siclness, ex- each mnth of ab-

leave pay. Upon request  cept for hospltaliza-  sence other than

of MIC, employee shall tion. Recapture of sictness or military

sabmit to an exanlnation  one day of the duty. Earmed vaca-

by a physician designated walting period for tion not used to com-

by MIC. each of 5 working days pite days abeent.
absence die to 111-
mess.  Boployee sust
couplete one year of
service before he 18
entitled to pald sick
leave.

Washington Metro Area X X Incidents Rolling 365 WMATA may require a madi- Sick leave not paid NA N

Transit Astority

and duratlon days.
(Foint Sys-

tem)

cal evaluation to deter-
mine physical ftress for
a jdb after 7 ocoocurrences
of 1llmess.
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1. Date Adopted/Date Effective

Amongst the operators surveyed, absence control policies/progranms
were implemented between 1981 and 1986.

2. Employees Covered

The scope of employees covered by the absence policies at RTD is
limited to bus operators. All other survey respondents covered
operators and clerical workers (RT and SDTC) except at MTC and
WMATA, were policy covered all union employees.

3. Where Documented

Absence control programs are addressed in a number of documents
at each transit operator. Sick pay accumulation, notification of
absence, and similar pay related and absence allowance provisions
are generally found in the labor contrct.

4.  Absence Control Policy Development/Implementation

Because the RTID absenteeism policy for bus operators is primarily
governed by the labor agreement, policy development is based upon
negotiation.

Negotiation of policy is also done at WMATA, separate however,
from the labor contract negotiations.

Management prerogative is the source for policy development/
implementation at RT, SDTC and MTIC. 1In the case of MTC, a
contract clause allows management to establish performance
standards for employees.
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5. Arbitration Results

Most of the absence policies have recently been established so
they have not stood the full test of time and arbitration to give

any long-term impact. Surveyed operator results include:

o] RT -- Current policy arbitrated over management right
to implement and due process within the policy. Man-
agement's right to implement was upheld; the union's
concern for enhanced due process rights was also up-
held. There have been no RT terminations to date.

o MIC =-- Union challenged management's right to implement

the policy. Currently in arbitration. MTC has had no
terminations to date.

o] WMATA -- Successfully terminated employees for absence
policy violations.

o SDTC =-- No terminations to date.

C. ABSENCE CONTROL PROGRAM CONTENTS AND COVERAGE

The Price Waterhouse survey also obtained information regarding
absence control program content and coverage. Primary program
attributes are discussed below. The findings are outlined in
Exhibit IV-2.

1. Absences Covered by Policy

Three categories of absences were examined for their inclusion in
the respective agencies' transportation operators absenteeism
policies. These absence types were: Sick leave, injury-on-duty
(IOD), missout and absent without permission (AWOP).




Agney

Abseroes Coverad by Fol
Bk Wi=a-
leave T out AP

ABSENCE PROGRAM SLRVEY RESULTS

ARSTNCE, (INTR(L, PROGRAM (IINTENTS AND OOVERAGE

TRANSFORTATION EMPLONEES

How aheence  Application

Doctor Veriflcation of
11lness/Fltness Required?

Paryment:
Schadule for Sick Leave

1oas of Berefits

BPHIBIT V-2
0

Volutary O.T.
Affected by

At tendarce?

Southern Callfornia
Rapid Transit Dis-
trict (UTU)

Sacramento Reglonal
Transit District

San Diegp Tramait
Corporat lon

X X X X

is oounted Period
Incidads Sick leave -
ad dura- floating &
tion mmnths; Mlss-
oy - after
3 months o
incidents,
clean record;
AAOL/NIP -
12 months.
Incidents Rolling 12

(oocurrences) months.

Incidents Rolling 365
and duration days.
(Foint Sys-

tem)

Physican's report vequired
within 20 days of report-
ing to work.

District may request writ-

Payment for sick leave
1 employee has acom-
lated time for sick
leave and 1llness verl-
fied by physician's
report.  First day sick
ot pald unless
hospltalizad, or sheent
at least 10 days.

Before glck leave

ten evidence from physiclan credits may be ueed

of physical fltress to re-
turn o work after 3 days
sick leave; may require
doctor's certlficate be-
ture sick beneflts are

paid.

One polnt per day will be
from absence

if a doctor's veri-
Eication of 1llness is
subnitted. BEmwployees at-
tendad by doctor shall
secure doctor's ocerti £~

|

ig slck but does ot re-
quire attendance of doc-
tor, expense of doxctor's
certificate paid by SING
1f required by SO,

for any one illness,
a valting period of
ae full worldng day
mist expire.  Exoep-
tions are 1) employ-
ees with a minimm
acamulation of sick
leave as related to
years of service
(e.g., 1 yr. of serv
1oe with 12 days ac-
cuymilated sick
leave) , and 2)
hosplitelization.

No payment for flrst
day of absence due to
sickness or accident
unless the employee
has 25 days of aldk
lesrve accumilated.

Maximm amount is
265 days.

Arual sick leave
credits reduced by
1/12 for each mmth
an gperator is ab-
sent, excluding pald

vacat lon or paid sidk

leave.

Bployes must work

in the egpregate

200 days Ina 12
mmth perlcd to
oosx as a year of
sexvice for purposes
of accunmilating sick
leave. Working time
lost (not to exceed
90 days) de to
sickness, injury, of-
ficial tnln husiness
or leave of absence
shaltl be considered
days of work.

Yes; individuals
with poor atten-
dance records not
given 0.T.; per
cotract, employ-
ee will mot be
paid 0.T. mate wn-
less they work all
scheduled work 1n

the pay period.
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The RID policy was the most comprehensive in scope, covering all
four absence types. At RT, SDTC and MIC, only sick leave and

AWOL/AWOP are covered by the absenteeism policy, while WMATA only
includes AWOL/AWOP.

2. Counting of Absences

All survey respondents and RTD use a combination of the number of
incidents and duration to compile absence frequency. The excep-
tion to this is RT, which only counts the number of incidents.

3. Application Period
The application period -- the time frame over which incidents are
accumulated -- 1is & rolling twelve months for all survey
respondents.

The RTD employs a combination of application periods depending
upon the absence period. 1In the case of sick leave, it is a
rolling six months. For missouts, the period is a rolling three
months while AWOP/AWOL is a flating twelve months.

4. Doctor Verification of Illness/Fitness Required

In accordance with the terms of the labor agreement, RTD bus
operators are required to furnish a physician’'s certificate with-
in twenty days of returning to work after using sick pay. In
addition, the labor agreement requires a medical release stating
that an employee is well enough to return to work following an
absence due to illness of four or more days.

At the RT, an employee absent for more than three days may be
requested to furnish a physician's certificate before returning
to work. 1In other instances, an employee may be required to
furnish a certificate to receive sick pay benefits.
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The SDTC provides employees with incentives to secure a doctor's
certificate when returning to work from a sickness absence type.
If the employee is attended by a physician they will furnish a
certificate. However, if the sickness did not require a physi-
cian but SDTC requests a certificate, the SDTC must pay the
physician's bill.

Under the MTC policy, employees are required to furnish a certi-
ficate from the attending physican to receive sick leave pay.

The WMATA policy may require a certificate upon request by the
agency after the seventh occurrence of sick leave within the

rolling twelve month period.

5a Payment Schedule for Absences

Under the RTD policy, employees are eligible for paid sick leave
beginning with their first absence if they have accumulated sick
leave days and are hospitalized or absent at least ten days. In
other instances of sick pay, benefits are not paid for the first
absent day.

For RT employees, a waiting period equivalent to one full working
day must expire before any absence days are paid, with exceptions
to the rule for employees who have only worked for one year or
when an employee is hospitalized.

The SDTC does not pay for an employee's first sick day unless
they have accumulated twenty-five sick days.

The MTC requires an employee to have one full year of continuous
service before qualifying for paid sick leave. 1In addition, sick
leave pay is not allowed during the first three days of sickness,
except for hospitalization. However, employees may recapture
their waiting period time based on the duration of their illness.
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At WMATA, the first three days of absence due to sickness are not

paid for. However, if the absence extends beyond three days, all
absence days are paid.

6. Effect of Attendance on Voluntary Overtime

With the exception of SDTC, voluntary overtime is not affected by

an employee's attendance record at the agencies included in the
survey.

However, at SDTC individuals with poor attendance records are not
given overtime.

D. DISCIPLINE, INCENTIVES AND OTHER PROGRAMS TO IMPROVE
ATTENDANCE

The third part of the Price Waterhouse survey reviewed the
programs being used by other transit agencies to regulate, and
improve employee attendance. The results are presented in
Exhibit IV-3.

1. Provisions for Progressive Discipline

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

The current policy at the RTID is based on a number of absence
occurrences within a rolling six month time perioé. Under this
program, & sixth absence in the floating six months requires the
employee to receive counseling. A seventh absence in the same
period results in a suspension of the operator and an eighth
absence requires a discharge hearing.

One agency, RT, utilizes a three step discipline program. Under
the RT policies, thirteen occurrences of an absence type within a




Agency

ABSFNCE PROGRAM SURVEY RESULTS

DISCIPLINE, INCENTIVES AND OTHER FROGRAMS TO IMPROVE. ATTENDANCE

Provisions
for Progressive Discipline

Southern California
Rapld Transit Dis-
trict {UTU)

Sacramento Regional
Transit District

San Diego Transit
Corporat lon

Metropolitan Transit
Comnission
{Minneapolis)

6th absence in alx Floating
months - counseling; 7th
absence in six floating
months - suspenaion; 8th
abgence In same perlod may
require dlacharge hearing.

Pnter program formally with
3 occourrences; disciplinary
action taken at various
points; 10 occurrences
result in termlnation.

Points assigned for ab-
sences (e.g. 3 points for
first day of unexcused ab-
sence) ; disciplinary action
taken at various levels of
pointa accusulated; employee
subject to temminatlion when
51 points are accumilated.

Four step program based on
number of occurrences.
Bnter first step (lst re-
cord of wammli with vari-
ous casblnations of incl-
dents and duration (e.g., 1,

2, or 3 occurrences totaling

11 or more days) during pre-
vious six months. Fallure
to successfully complete 3
consecutive 3-month warning
perlods results in termina-
tion.

TRANSFORTATION EMPLOYEES

DG{IB! | !V—3

“Page 1 of 2

Other Programs to Improve Attendance

Incidents Controlled Forgivenesa Recognition Physical Visiting
by Discipline of Incidents for Attendance Counsel lng Fitness Nurse
Excessive absenteelsm,
missouts, AWOP, falslfi-
cation of sick report.
Sick leave, AW, covered For each month Initlal cowmsel- No

by policy; diacipline
for missouts 1s covered
separately in the labor
agreement .

Sick leave, AWOL, sign-
off cavered by polley;
discipline for missouts
is covered separately
in the labor agreement.

Sick leave, request off,
AWOL, late covered by

policy.

of perfect at-

tendance one oc-
currence is de-
ducted. Unused
occurrences can

not be banked.

None Annual awards pro-
gran recognizea out-
standing attendance.

None

ing by supervisor;
Bnployee Assistance
Program {outside
conseling) avall-
able.

Biployee Asgis- No No
tance Program

adopted by Board

7/1/86.

Brployee Asals- No Mo
tance Program in
effect for 3-4

yrs.
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TRANSPORTATION PMPLOYFES

EXHIBIT 1V-3
“Page 2 of 2

Other Programs to Improve Attendance

Provisions Incidents Coatrolled Forgiveness Recognition Physical Visiting
Apency for Progressive Discipline by Discipline of Incidents for Attendance Counsel lng Fitness Nurse
Washington Metro Area Points assigned for ab- fbsences and tardiness Fone Buployees can earm Baployee Assis- No No
Transit Authority sences by type (e.g., 1 other than for siclmess 1/2 day off per tance Program
or 10D covered by this quarter for perfect availlable.

point for late report, 8
pointe for AWAL); disci-
plinary action 1s based
on point accumilation;
employee subject to termi-
nation when 24 points are
accumilated .,

policy. Sick leave be-
ing addressed under a
separate policy.

atterddance.
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floating twelve month period will subject the employee to termi-
nation. An occurrence 1is considered one period of absence --

whether it be one day or several days consecutively.

The SDTC program utilizes a point system which assigns different
point values for different absences. For example, the first day
of an unexcused absence costs the employee three points. As the
points accumulate, the employee is subject to various discipli-
nary measures. Upon accumulating fifty-one points the employee
is subject to termination.

The MIC program is based upon the number of absence occurrences,
with various combinations of incidents and duration adding up to
a reported occurrence. The employee is given three opportunities
during three month intervals to comply with attendance require-
ments. Failure to do so may result in the employee's termination

from service.

Under the progressive discipline program at WMATA, a point system

is used which measures the level of absenteeism. Different
absence types -- such as AWOL, sick leave, or late reporting for
duty -- receive different point values. Within a floating twelve

month period, an employee is limited to twenty-four points. At
different stages 1leading up to the twenty-four points, an
employee is subject to various disciplinary measures. However,
upon reaching twenty-four, the employee is subject to termination
from WMATA. '

2. Incidents Controlled by Discipline

Generally, all of the survey respondents and RTD address sick
leave, AWOL and missout in their attendance programs. However,
there were some exceptions to this generalization.
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Both RT and the SDTC address missouts under policies separate
from the attendance program. In the case of sick leave at WMATA

for non-I0D absences, a separate policy from the attendance
program is used. '

3. Forgiveness of Incidents

All of the agencies surveyed along with RTD do not forgive
incidents of absenteeism with the exception of RT. The RT
elminiates one absence occurrence from the employee's record for
each month of perfect attendance achieved by the employee.

4. Recognition for Attendance

Two transit agencies -- SDTC and WMATA -- recognize excellent
employee attendance. The SDTC presents awards annually to
employees who have compiled outstanding attendance records.

The WMATA program features an incentive for employees by allowing
the employee one-half day off per quarter of perfect attendance.

5. Other Programs to Improve Attendance

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

a. Counseling

All of the agencies included in the survey, along with RTD, offer
a counseling program to improve employee attendance. These coun-
seling sessions are a part of the attendance programs at the
transit agencies, and seek to make the employee aware of an
attendance problem, and seek remedies to it.
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b. Phvsical Fitness

Of the agencies surveyed, none currently sponsor a physical

fitness program, or incentives to participate in such a program.

c. Visiting Nurse

Of the agencies surveyed, none currently have a visiting nurse
program for employees sick due to sickness.

E. ABSENCE RESULTS

Only three of the seven operators surveyed provided absence in-
formation on drivers directly, albeit all complete the quarterly
APTA survey of '"Typical Absenteeism of Vehicle Operators.'" The
absence results, shown in Exhibit IV-4, are intended to show both
the distribution of absences and overall magnitude of driver
absence rates. While the APTA survey does provide operators with
definitions and guidelines, the actual data reported is not in-
dependently verified or audited, and may contain some misleading
data. Even with some potential for error, the information is
likely to be valid for the distribution of absence types -- which
information can be examined in conjunction with operator absence
control programs. Overall, RTD does appear to be in the upper
ranges of operator absence, even if some error exists.

12 SUMMARY

As demonstrated, absence control practices and policies vary
widely with every operator having some unique provisions and
practices. A large proportion of programs impacting absence are
codified in driver labor agreement. The RTD, however, is the
only agency participating agency which included the attendance
disciplinary policy in the labor contract, all others are sepa-
rate policies. All of the operators use a 12-month floating per-
formance period for disciplinary purposes, excepting RTD which

MTA LIBRARY
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ABSENCE PROGRAM SURVEY RESULTS
ABSENCE DATA FOR TRANSPORTATION EHPLOYEES(l)
AVFRAGE NUMBER OF DAYS/EMPLOYEE/YEAR, FY85 AND FY86

Sick Ask OFf/ Percent Vacation/

(2) Leave 10D Other AWOL Total of Workdays Holiday Total
FISCAL YFAR 1986
AGENCY
Chicago 3) & (4) 9.4 1.8 7.5 1.3 20.0 7.7% 17.6 37.6
Minneapolis' ( 14.0 - 6.0 1.3 18.8 7.21 12.5 31.3
NYCTA 9.8 1.7 6.1 2.0 19.6 7.5% 20.9 40.5
Sacramento 21.1 2.2 3.6 0.0 26.9 10.4% 20.7 47.6
San Diego 15.0 2.4 1.8 0.1 19.3 7.4% 18.5 37.8
Seattle 8.4 6.2 7.9 0.1 22.6 8.71 11.6 34,2
SCRTD(S) 19.7 2.8 7.6 1.9 32.0 12,37 14.0 46.0
WMATA 11.7 3.8 5.5 1.3 22.1 8.6% 17.2 39.5
FISCAL YEAR 1985
AGENCY
Chicago 5 10.5 2.3 6.0 1.5 20.3 7.81 15.9 6.2
Minneapolis () 15.1 - 5.2 1.6 21.9 8.4% 15.1 37.0
NYCTA 5 11.2 1.2 5.4 1.8 19.6 7.5% 18.9 38.5
Sacramento ) 16.7 4,2 2.0 0.8 23.7 9.1% 27.2 50.9
San Diego 12.8 2.5 0.7 1.6 17.6 6.8% 15.6 33.2
Seattle 8.5 4.8 6.9 0.3 20.5 7.9% 15.0 36.1
SCRTD(S) 20.3 2.9 8.3 3.1 34.6 13.3%1 13.3 47.9
WMATA 11.3 4.5 6.0 1.1 22.9 8.8% 16.3 39.2
Footnotes:
1. Source: APTA Survey, "Typical Weekday Absenteeism of Vehicle Operators'" FY 1985 to FY 1986 (YTD).
2. APTA figures are based on the first 3 quarters for FY 1986.
3. Data from Price Waterhouse Survey on Absenteeism.
4, "Injured on Duty" figures are included in "Sick Leave" totals.
5. Data from Price Waterhouse Survey on AbEence Programs,
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has a six-month performance period. The tolerance for termina-

tion due to absences vary widely among operators:

WMATA - 3 AWOL, or eight days in 12-months.

RT - 10 instances over 12-months.

MTC - 12 instances over 12-months, or 33 days.
SCRTD - B instances in 6-months (16 in 12-months).
MIC - 17 days of absence in 12-months.

O 0 O o ©O

Three of the operators utilize both instances and duration in the
discipline code, only Los Angeles and Sacramento (RT) utilize
instances alone. All of the operators surveyed include most
categories of unscheduled absence (i.e., sick, IOD, request off,
missout, AWOL and tardiness) in a single disciplinary program.
RTD has three separate programs for sick leave, missouts and
AWOP, and WMATA has two separate programs, one for sick and IOD

absences, and one for all other absences.

While RTD requires a doctor's release ensuring that an employee
is well enough to work, all other operators require a physician's
verification that the employee was sick and incapacitated rela-
tive to work. All operators, including RTD, have restrictions on
paid sick leave ranging from first day without pay (RTD, RT and
SDTC) to first three days without pay (MTC, WMATA). With the
exception of RTD, all operators base sick pay benefit accruals
based on the number of days worked in the recipient year. RTD
gives employees 100 percent of annual sick leave accrual on the
first day of each year. Only one operator surveyed (SDTC)
restricts the use of overtime based on attendance.

Overall RTD does have a number of programs and practices aimed at
attendance control, and is comparable to other operators in terms
of the number of programs used. However, within these programs
RTD is generally more relaxed and forgiving towards absences than
are the other operators reviewed.



V. SUGGESTED APPROACH TO
ABSENCE CONTROL



V. SUGGESTED APPROACH TO OPERATOR ABSENCE CONTROL

The purpose of this chapter is to identify specific absence con-
trol programs and actions which are expected to improve operator

attendance at RTD and reduce the overall cost of absenteeism.

The overall program for improvement, summarized in Exhibit V-1,
shows a substantial opportunity for cost reduction based on
better absence control. While several suggested programs have no
implementation cost listed, some of these have to be negotiated
with the union (UTU) and may result in increased costs in other
areas (e.g., quid pro quo). However, it 1is also important to
note that some suggested programs will benefit employees and may
help gain acceptance of disciplinary programs. The suggested
approaches to absence control are discussed in greater detail

herein.

A. OBJECTIVES OF THE ABSENCE PROGRAM

A successful absence reduction program strives to strike an
appropriate balance between the use of incentives and discipli-
nary measures which recognize the operating characteristics of
the organization. A balanced approach to absence control has had
the best reported results in absence reduction according to
available literature. In recognition of operator .performance at
SCRTD, we recommend a program which addresses the needs of three
primary groups of operators. The program recommended includes:

o Recognition of excellent performance fo} operators with
perfect or near perfect attendance. The RTD has
implemented a recognition program for high performance
which has worked well. Price Waterhouse suggests some
improvements to encourage individuals with near-perfect
attendance to become perfect attenders.



TARGET GROUP

A. Excellent
Attendance

B. Marginal
Attendance

C. Poor
Attendance

ABSENCE _REDUCTION SUGGESTIONS

SUMMARY OF
CONTHRACT
CHANGE
SUGGESTED IMPROVEMENT REQUIRED
1) FExpand Operator No
Recognition Program
- Annual
-~ Honthly
2) Modify Sick Leave Yen
Cash-in Program
3) Modify Stick Pay Yean
Provision
1) Combine Missour with Yen
General Abeence
Program

2) Limit VCB overtime to Yen
operators that worked
a full week

3) Operator Attendance - No
a major criterton for
conversions

4) Modify aick-leave Yes

accrual policy

$) Formallze Screening of No
job applicants for
attendance at prlor
workplace

1) Modify progressive Yen
discipline schedule
for exceaaive absen-
teeftsm - Enclude
extent of ahsence

2) Require Operators to Yes
provide a medical
verification when
returning to duty
from alck leave of 5
or more days

1) Clarify responaibi- No
litles and praocedures
for monltoring opera-
turs on long-term shsence

Total

EXHIBIT V-1

IMPLEMENTATION
SCHEDULF,

POTENTI AL ADDITIONAL
SAVINGS PER ANNUM COST ___ NET SAVINGS
$390,000 3jo,000 $360,000
linknown Unknown Unknown
(Savings to cost ratio 2 to 1)
$400,000 None $400,000
$220,000 None $220,000
51.85 million None §1.85
willion
207 reduction in Part- None $50,000
Time Absence - $50,000 winioun
Unknown None Unknown
Unknown None Unknown
$1.5 atllion None $1.5
alliion
Unknown None Unknown
Depends on District'a  Unknown Unknown
formal guldellnes
$4,410,000 $30,000+ $4, 380,000

January 1987

Late FY 1988

Late FY 1988

Late FY 1988

Late FY 1988

March 1987

Late FY 1988

March FY 1947

Late FY 1988

Late FY 1988

July 1987
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0 Management controls for marginal absence. Fully one-
quarter of operator absences are one day in duration,
and nearly half the absences are five or fewer days.
The only controls management has for marginal absence
is the disciplinary program for wmissouts. Price
Waterhouse recommends expanding programs in this area.

0 Disciplinary action for chronic absenteeism. RTD cur-
rently has two programs to combat chronic absenteeism
-- the absence disciplinary process and the prorating
accrual of wvacation related to driver attendance.
Price Waterhouse recommends several enhancements to
this program to help control chronic absenteeism.

As noted, RTD has recognized the unique needs of these three
groups of operators as demonstrated by the current program of
controls (i.e., discussed in Section III). The suggestions
presented in this chapter are intended to improve the effective-
ness of these controls and were developed based on the analysis
of RTD's programs (Section III), driver attendance (Section II)

and industry research (Section IV).

The potential cost savings figures were all developed using the
cost monitoring methodology presented in Section VI of this
report, and the absence characteristics provided in Section II.
RTD can replicate these calculations, or use the same methodology
and information to evaluate implications of other suggested
absence reduction programs, should they so desire. The cost
savings estimates are all conservatively stated. The savings are
estimated assuming that each program will only impact its primary
target group (i.e., excellent attenders, marginal attenders and
poor attenders) with no residual implications for the other two
groups of employees. This would not be the case in application,
as all programs apply equally to all employees -- even though
they are designed to have the greatest impact on a spcific subset

of employees.



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

Almost two-thirds of the recommendations require a contract
change, and account for almost 90 percent of the total estimated
savings. This inhibits management's flexibility to change and
adjust absences to some extent, but amplifies the importance of

sound analysis and cost evaluation of programs prior to
implementation.

B. CHARACTERISTICS OF EFFECTIVE ATTENDANCE PROGRAMS

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




In support of a balanced approach to attendance improvement,
Price Waterhouse conducted a limited review of available

literature.

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

o "Rewarding Good Attendance: A Comparative Study of
Positive Ways to Reduce Absenteeism,' with S.E. Markham

and R.W. Robers in Personnel Administrator, August
1985.

o "Absenteeism Control Methods: A Survey of Practices
and Results,'" with S.E. Markham, in Personnel Adminis-

trator, June 1982.

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

summarized below:

i Positive Attendance Programs

In respect to the use of positive attendance mechanisms, Dr.
Scott's 1985 article chronicled the results of a year-long field

test of four such programs: 1) a financial incentive program,

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

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

quarterly and annual awards for all employees having no more than

one (quarterly) or two (annual) absences; 3) a lottery program,
which included a quarterly drawing for a mantle clock or portable

television for all employees having no absences (which received
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two entries per qualified employee) or one absence (which

received one entry per qualified employee); and 4) an information

feedback program, which included monthly notification to each

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

The results of this experiment included:

o) The personal recognition program had the most dramatic

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

0 The financial incentives program produced a much less

dramatic reduction in absence, and it was statistically
significant. The prior two years' absence rates
averaged 6.4 percent (16.6 days) at this test site; the
rate was reduced to 6.0 percent (15.6 days) during the
year of the experiment.

o) The information feedback program likewise resulted in

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

o The lottery program resulted in a statistically signi-

ficant increase in absence rates, from 5.6 percent
(14.6 days) to 6.1 percent (15.9 days). This increase
in absence rates occurred despite the fact that the
number of employees qualifying for the lottery

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

did not perform may well have been a factor.

2. Summary of Absence Control Methods and Results

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

organization and their absence rate.

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

o A consistently applied attendance policy.

o An analysis of daily attendance information on at least

a monthly basis.

0 A screening of recruit's past attendance records before

making a selection decision.

0 Public recognition of an employee's good attendance.



o A centralized attendance wmonitoring system.

Another significant finding from the survey was that a decen-
tralized attendance monitoring system (such as that historically
employed at the RTD but now being phased out) was associated with
a higher absence rate than experienced by those organizations
having a centralized monitoring system. The reasons cited for
this include the potential for an inconsistent quality of absence
monitoring between individual supervisors (i.e., decentralized),
and the perception that centralized monitoring gives the
appearance of a higher 1level of management commitment to
attendance control. Managers of the surveyed organizations
indicated that centralized monitoring and application of the
absence policy resulted in more consistent application of
disciplinary actions, fewer arbitration cases and a higher win

ratio for remaining cases arbitrated.

C. PROGRAM FOR EXCELLENT ATTENDANCE

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

effective motivational tool.

Incentive programs aimed at recognizing and/or rewarding excel-
lent attendance generally benefit those employees with perfect or
near perfect attendance over some specified period of time (e.g.,
annually, quarterly or monthly). At RTD, 150 full-time operators
and 25 part-time operators had perfect attendance between June
1985 and May 1986 (i.e., less than 4 percent of the work force).
Another 663 full-time operators had between one and seven days of

absence, representing another 2708 days of unscheduled absence of




which about 1,000 days is a reasonable target group for an annual
incentive program (which currently allows five days of absence
per operator). A total of 1,332 full-time operators (i.e., 30
percent of the workforce) had 13 or fewer absences during the
study year, making this group a prime candidate for a monthly
incentive program. Assuming a potential maximum 2 day per opera-
tor per year improvement as a reasonable target (this is slightly
below the actual results of other programs documented in the top-
ical literature), then the maximum target benefit is 2,660 days
fewer absences per annum. The broader target group for the
monthly program is about 80 percent of the driver workforce, as
an employee need only have perfect attendance during one month to
qualify. 'Using the smaller target group figures, the targeted
cost savings for annual incentives is $120,000, and the targeted
cost savings for the monthly program is $340,000, for a maximum
combined total of $460,000 in annual cost savings. The cost
savings include fixed costs of employees covering absences, over-
time costs for covering absences (i.e., based on OCB and VCB data
provided by RTD, about 20 percent of unscheduled absences are
covered with overtime), and variable costs of paid leave bene-
fits. Actual targeted savings could be much higher given the
larger number of candidates for the monthly program.

Currently, the RTD employs two mechanisms to encourage excellent

attendance:

o] RTD Operator Recognition Program -- This well-balanced

program has been in effect since January 1985 and com-
prises both public recognition and financial awards
(See Section III of this report). It addresses
attendance as well as other performance-based criteria.
Two monthly and two annual awards, as shown in Exhibit
V-2, are provided under the program. Awards 1in
calendar year 1986 are expected to cost RTD less than
$50,000 in cash and bonus day awards.



ANNUAL
IITSTANNTNG OPFRATOR AWARD

IQUIREMENTS :

Accumulate no more than
two Lnstances of aslck,
mlsgsouts and unexcused
absences, not to exceed
a combined total of five
days

No suspenslons
No chargeable accldenta

No chargeable passenger
complaints

No rule violatlions

No Iindefinite leave
during year

ICNGNTTION ¢

Hall of Fame
itatanding Operator Patch
Headway Coverage
Local News Release

JARD :
lonus Day(8 hra. off or
ray)

$50,00 Cash Award
Certificate of Recognition

PRESENTATION:

Jperator Reco. lond Day

SOUTHERN CALIFORNIA REGIONAL TRANSIT DISTRICT

OPERATOR RECOGNITION PROGRAM

ANNUAL
MERITORIOUS OPERATOR AWARD

REQUIREMENTS :
Quallfy on either category:

1. Attendance

0 Accumulate no more than
two instances of sick,
missout and unexcused
absences combined, not to
exceed a total of Elve
days

o No suspensions
No indefinite leave
during year

2, Operations

o No chargeable accldents

o No chargeable passenger
complaints

o No more than one charge-
able safety violatlon

o No more than one rule
violatlion

RECOGNITION:

Headway Coverage

AWARD:

$25.00 cash Award
Certificate of Recognition

PRESENTATION:

Operator Recognition Day

MONTHLY MANAGER'S AWARD

EXHIBIT V-2

MONTHLY OPERATOR
RECOGNITION SWEEPSTAKES

REQUIREMENTS :

Divislon Manager's select
operators based on overall
record

Sickness

Missouts

Suspensions

Accidenta

Passenger complaints
Commendations

© 0 0 0o & & O

Rule violations
Conslderation 1s also made
for lmprovement. Operators
only receive this award
once.

Each year 144 operators are
selected.

RECOGNITION:
Hall of Fame

AWARD :

$35.00 Cash Award
Certlficate of Recognition

PRESENTATION:

Division Monthly Award

Division Monthly Drawing

REQUIREMENT FOR A CALENDAR
MONTH :

No glck Lnstances

No mlssouts

No unexcused absences
No chargeable accldents

Q ¢ 0 0 ¢

No chargeable passenger
complaints

o

No rule violatilons

0o No indefinite leave
Operators who achleve these
standardas will be eligible

to participate in a drawing
for a cash reward.

AWARD:
$100.00 Cash Award

PRESENTATION:
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o Buy-back of accrued sick leave -- This program, which

is included in the RTD-UTU contract, allows a retiring
operator to receive a cash payment for 75 percent of
the value of his or her accrued sick leave. No buy-
back is allowed if the employee leaves the RTD prior to

retirement.

These two programs provide both short-term and long-term incen-
tives to encourage operator attendance. We believe there are
opportunities for modifying these programs, however, which would
further encourage positive performance. Therefore, we recommend
that the RTD seriously consider revising these programs as
discussed below.

1. Expand the RTD Bus Operator Recognition Program

There are two distinct elements of the Bus Operator Recognition
Program -- an annual award program and a monthly award program.
Two types of awards are provided for each period. Because each
program assesses a different target audience, it is important to
address each individually.

a. Strengthen and Reinforce the Annual Element

At present, there are two annual operator recognition awards for
"outstanding operators" and ''meritorious operators'. Each
includes a good balance of recognition and actual awards (shown
previously in Exhibit V-2). However, we believe that the
qualifying criteria could be strengthened. Under both awards,
employees are allowed to accumulate up to two instances of sick,
missout and unexcused absences, not to exceed a combined total of
five days in duration. Missouts and unexcused absences have a
greater negative effect at RTD, and should not be considered
interchangeable with sick leave. The award policy appears
inconsistent with the absence disciplinary program at RTD where
the absence types are not treated equally. We suggest that RTD
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eliminate missouts and unexcused absences entirely from the
program, Or 4as an alternate count missouts and unexcused days
absent as the equivalent of two sick days (this is a relatively
common practice in the transit industry). As an alternate,
missouts and AWOP could be eliminated entirely, allowing a

maximum of two instances and three days absent for the award.

A second point is that industrial injury absences are not
considered in the review of attendance for either award {note
that a meritorious operator 1is allowed no more than one
chargeable safety violation to qualify under the operations
qualifications, but safety is not considered for those qualifying
under attendance). We suggest that RTD consider inclusion of
injury-on-duty absences, or at least chargeable incidents of
industrial injury absences, in the qualifying criteria for annual
awards.

A third consideration for the District is to add a special
recognition (e.g., patch, pin, headway coverage) for operators
with perfect attendance. This would reinforce the importance of
operator attendance to the RTD. Perfect attendance should
include all reasons for unscheduled absence excepting military
leave, jury duty, bereavement and union duty.

Whether or not the RTD changes any element of the current annual
incentive program, it should reinforce the program on a monthly
basis to promote the awards. Price Waterhouse strongly recom-
mends that the RTD publish the names of operators eligible for
the annual awards each month on each division's bulletin board or
in some other publication reviewed by most operators. This
should facilitate the monitoring effort at little or no addi-
tional <cost, while reminding operators to continue good
performance.

None of the suggestions requires & contract or major policy
change to implement. While monthly posting of results will take
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a little extra time (the progress is already monitored), the
stricter qualifying requirements should limit the amount paid out
in awards. Should the program be immensely successful (i.e.,
requiring higher pay out of awards than at present) the savings
would still exceed the costs by a wide margin. Because the
program is a calendar year program, it is recommended that any
changes be reserved for implementation in January, 1987. The
exception, of course, being the monthly posting of operators
eligible for the annual award, which could be implemented immedi-
ately (i.e., November 1986). The RTD should work toward
achieving 25 to 50 percent of the possible benefit from this
target group, or $29,000 to $60,000 in savings in calendar 1987.

b. Expand the Monthly Award Element

There are also two monthly operator recognition awards for
excellent performance. The manager's award includes both
recognition and a cash award, while the sweepstakes provides a
chance at winning a cash award. Several parts of the program
should be considered for potential improvement -- qualifying

standards, recognition and winning odds.

Under both awards, RTD reviews absence performance based on only
five absence types (i.e., sick, missouts, suspensions, unexcused
and indefinite leave). An individual absent due to industrial
injury, request off or sickness in family is considered to have
perfect performance regardless of duration under the current
program. Price Waterhouse staff was made aware of some operator
complaints regarding this aspect of the program from RTD
management. As with the annual program, we recommend that the
District consider expanding the criteria to include all reasons
for absence except military leave, jury duty, bereavement and
union duty. This would help enforce the importance of attendance
to RTD and further limit the field of employees eligible for

participation in the sweepstakes. Both strengthen the incentive
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value of the program (i.e., by demonstrating the need to be at
work and by increasing the odds of winning the sweepstakes for
those employees).

The monthly sweepstakes should include a recognition element
which at least posts the names of operators eligible for the
sweepstakes at each division. This could be combined with the
monthly update on operators eligible for the annual award --
reducing paperwork while doubling the reason for operators to
look up their names and that of friends. The key to any

successful recognition program is communications and recognition.

During 1985, RTD management reports that an average of 1,400
full-time operators qualified for the sweepstakes per month,
although only 12 awards were issued per month. The odds of
gaining an award were about 1 to 116 for eligible drivers.
During calendar 1986, management plans to distribute 20 awards
per month, bringing the odds down to 1 to 70. RTD should
consider expanding the number of awards further, if broadening
the definition of absence does not sufficiently reduce the number
of eligible participants (e.g., 1 to 50 odds). This could be
accomplished by lowering the award value (e.g., to $75 or 8$50),
or by increasing the total budget for awards.

The changes suggested for the monthly award program can be
implemented based on management initiative (i.e., no contractual
impacts occur). The recommended changes do not require an
increased investment of monies from the RTD, although it could
require a nominally increased award budget (the budget stands at
$29,040 in calendar 1986), if management chooses this approach to
increasing the odds of winning an award. Again, because this is
a calendar year program, changes should be implemented in January
1987. The monthly posting of eligible drivers could begin
immediately. The RTD should work toward achieving a reduction of
about 2,660 absence days per year under this program, which would

realize an annual cost savings of about $340,000. This is a
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reasonable target for cost reduction, given that the full target
group of drivers (i.e., 80 percent of the workforce) accounts for

69,320 days of absence per year.

A final note about both the annual and monthly reward programs is
to retain flexibility in the structure of awards. If one award
type begins to lose driver interest, try another. Awards could
encompass dinner for two, tickets to a sports event or show, a
weekend trip or a vacation to some exotic spot (e.g., Hawaii).
The award budget need not change significantly, but the
application of the funds may increase its overall appeal to the
driver workforce. Another way to increase employee incentives is
to offer a small percentage of total cost savings from absence
reduction as the funding mechanism for future awards, allowing a
"sharing of the profits of increased productivity."

2. Consider Modifying the Sick-Leave Cash-in Provision of

the RTD-UTU Labor Agreement.

Currently, operators can accrue up to 2,120 hours of sick leave
at a maximum rate of 96 hours per year (i.e., at least five years
of service with no absences due to sick leave). It would take a
full-time operator a minimum of 24 years with no sick leave to
reach the accrual maxim. An operator cannot-.cash in his/her
accerued sick leave until retirement, at which time the operator
can request payment for sick leave at 75 percent of the accrued
value. In the event of death before retirement, the driver's
beneficiary will receive payment for 100 percent of unused sick

leave.

The current policy does not provide an incentive to minimize sick
leave for most drivers. No benefit is gained by saving accrued
sick leave until retirement. If an operator leaves the RTD
before retirement, the driver loses his/her banked sick leave.

To many drivers, this translates to the loss of a benefit



provided by contract to all RTD drivers. Given that paid sick
leave is a benefit negotiated in the labor agreement, many

operators may be inclined to use it as it 1s earmned.

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

more sick leave days than does accrued for pay purposes.

While such a change appears to provide an obvious incentive for
all operators to reduce sick leave (which accounts for 62 percent
of all days lost due to absences), RTD should not embark upon it
without first estimating its potential cost to the District. To
do this, the District should determine the accrued sick pay by
driver and determine the number of sick days accrued exceeding
168 hours per driver. The highest immediate cost will be the
nunber of days eligible for the program multiplied by the average
wage (i.e., $12.90) and the proportion of face value paid (i.e.,
0.75). The RTD should classify the payment as a benefit/bonus

and not as direct wages to avoid incurrence of variable benefit
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costs. A sick day paid, on the average, costs the District $146
not including overtime charges which may be required to cover the
absence (which would add another $58 bringing the total to $204).
A sick day bought back by the RTD would average $77 dollars per
day. The financial incentive to both the driver and the RTD is
high.

It is not possible to estimate the potential cost savings without
first examining the profile of accrued sick pay. It is likely
that employees who have a minimum of 80 accrued days at the time
of implementation are the greatest initial target (i.e., they
could exceed 268 hours in one year), although all employees can
benefit from the program over a two- to three-year period. This
type of program has proven effective at other agencies, and nay
be a good element to include as a benefit to union employees to
provide balance when negotiating to strengthen progressive

discipline requirements.

Price Waterhouse recommends that RTD prepare a profile of accrued
sick pay by driver by March 1987, and to identify the potential
immediate (and one-time) cost of implementing a buy-back program
using the guidelines discussed above. We further recommend that
this be reviewed by LACTC and its performance auditor within six
months from the date of this report.

Because cashing in sick pay is currently regulated by contract,
change in the provision may not be feasible until FY88 (when the
current contract expires). It may be possible for RTD to open
negotiations early on absence 1ssues, and we recommend that the
District try to do so by the close of fiscal year 1987.

3. Consider Modifying the Sick Pay Provision of the

Contract

Under the current RTD-UTU labor agreement, the employee is
eligible for sick pay benefits on the second day of absence,
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except when an employee is hospitalized or sick ten or more
working days, in which case sick pay starts on the first day.
Fully 57 percent of total sick days lost occur in ten or more
consecutive workday stretches. Based on information provided by
RTD, approximately 3,470 first day sick leave instances are
eligible to be paid due to the ten day rule. It is likely that
many of these are not actually paid because the average driver
incurs 162 hours of sick leave annually and only accumulates 96
hours of sick pay. Assuming that only three-quarters of those
eligible days are actually paid (a hypothesis believed to be true
by RTD employee benefits staff), the cost to the District is over
$400,000 per annum.

Price Waterhouse recommends that the District consider removing
the ten day rule from the labor contract and only pay the first
day of sick leave if an employee is hospitalized and provides
evidence of same. This requires a change to the contract which
will result in a disbenefit to some employees. The potential
benefit to RTD is estimated at $400,000 per year in direct
savings. This program is not expected to result in increased or
decreased absences, just a change in payout. This is a conserva-
tive estimate as, with less pay there will be additional pressure
to reduce absences-. Implementation would have to coincide with
contract negotiations (scheduled for FY88), and could be earlier
if RTD can get the union to agree to an earlier negotiation of
absence provisions. In the latter case, RTD should strive to
open negotiations on absence issues at the end of FY87.

D. PROGRAM FOR MARGINAL ATTENDANCE

The purpose of this program is to limit discretionary absences
that may now be taken without violating any existing disciplinary
regulations. This 1is primarily characterized in the 1l-day and
other short-term absences indicated in Section IT of this report.
Approximately 87 percent of all one-day absences (i.e., missout,
AWOP, request off and sick leave) and 53 percent of all absences




up to five days' duration are unpaid (i.e., missout, AWOP,
request off and first day of sick leave), and can be considered
discretionary. One-day and up to five-day absences comprise 26
percent and 46 percent, respectively, of total RTD operator

absences.

Even though most one-day absences are not paid, they still
account for an annual cost of $1,877,000, not including any
overtime required to cover one-day absences. Because 20 percent
of these instances are covered with overtime, another $500,000 is
required in overtime premium cost, bringing the total to $2.4
million. Up to five day absences are estimated to cost $2.75
million per annum, exclusive of overtime required to cover
short-term absences. Assuming RTD's average of 20 percent of
these absences are covered with overtime, the additional cost ;s
almost $900,000 per annum, bringing the total to $3.65 million.
This makes short-term absences a high priority for improvement
and reduction in discretionary short-term absences should be the
focus of those improvements (i.e., missouts, request offs and

one-day sick absences).

Currently, the only two programs at RTD which address operators
with marginal attendance problems are the disciplinary procedures
for missouts and absent without permission. These procedures
were described in Section III of this report, and are part of the
RTD-UTU contract (i.e., Article 27, Sections 2 and 3).

Operators incur a missout if they do not report for their
assignments and fail to notify the Division Dispatcher of their
inability to report not less than 40 minutes prior to their
scheduled report time. Missouts can be classified as two types
-- one occurs, if the operator shows up or calls within 30
minutes of his/her scheduled report time, and the other if the
driver calls after 30 minutes late and before the end of his/her



shift. Missouts have progressive disciplinary program separate
from other absences. The progressive disciplinary steps are as
follows:

missout - caution

missouts - warning

missouts - counsel with training and assessment
missouts - 2 day suspension

missouts - 3 day suspension

o O O O O ©
O oW N e

missouts subject to hearing prior to dismissal

The missout rule focuses on the number of incidents and not
duration (i.e., number of consecutive days) of the incidents.
Any period of 90 days between missouts will automatically start
on operator back at zero missouts.

Absent without permission (AWOP) occurs when an employee fails to
report at his/her scheduled time and does not call in at all
during his/her scheduled shift. It encompasses an entirely
separate progressive disciplinary policy from either missouts or
other absences. Its disciplinary program includes:

o 1st occasion - 1 day suspension

o) 2nd occasion in 12 months - 2 day suspension

0 3rd occasion in 12 months - subject to hearing prior to
dismissal

Combined missouts and AWOP days comprise almost 6 percent of
total absence days, at an estimated cost of $262,000 annually,
exclusive of overtime requirements to fill absent driver
positions. With overtime included, the amount becomes $286,000.
This places RTD in the upper ranges of days lost due to
missouts/AWOP in terms of both total days and percent of total
absent days, as compared to the operators surveyed in Section IV.
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We have identified five steps that the RTD could take to encour-
age improvement on the part of operators with marginal

attendance, including:

o] Combine missout program with general absence program
0 Limit VCB overtime to operators that worked a full-week
o} Consider operator attendance as a major criterion for

conversion from part-time to full-time

o Modify the sick leave accrual policy
o Screen job applicants for attendance at their prior
workplace

Each is discussed below:

1. Combine Missout Program with General Absence Program

The current missout program works reasonably well, but could be
improved if combined with the general absence policy. One
concern with RTD's current program is that three unrelated
programs cover three types of absence and overly complicates the
program while failing to treat absence reduction in a coordinated
manner. Under the current program, it is possible for a bus
driver to accumulate 7 instances of absence (as described in
Article 27, Section 2.A of the RID-UTU contract) of unlimited
duration in days, 5 missouts of unlimited duration and 2 AWOL
occasions all within six months without facing a hearing for
dismissal. That totals to 14 instances and the number of total
days absent limited to those available to miss within six wmonths
(i.e., 130 workdays) without risking termination. Offering
drivers maximum flexibility in missing work is not the objective
of the program, although it does appear to provide substantial
flexibility to absent employees.



The reason separate programs were developed for operators relates
to the varying impact of these absence types at the RTD.
However, these differences can be accommodated under a simpler
and more comprehensive program as follows:

o] combine the missout program with the general absence
program
o] under the new program, assess type A missouts (i.e.,

drivers up to 30 minutes late) as 1/2 of an absence (or
even 1/3 if necessary)

o] assess type B missouts (i.e., absent with late notifi-

cation) as two absences

o) eliminate the 90-day rule (i.e., missout record
returned to zero regardless of prior standing if the
driver goes 90 days with no missouts), and follow the
floating time period in the general absence group

(i.e., recommended at 12-months)
o} retain the AWOL program as it now stands.

This approach recognizes the different impact of each absence
type on the RTD, simplifies both record-keeping and understanding
of the program, and prevents operators from playing one program
against another.

Again, this change would require a contract modification to
implement. It should benefit operators by distinguishing between
type A missouts (i.e., late) and type B missouts (i.e., absent
without prior notification) in the disciplinary steps. It would
benefit RTD by preventing the minority of chronically absent
drivers from using different programs to maximize absences. It

would benefit both groups by simplifying the overall program.
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Because a contract change is required, any potential change may
have to wait until FY88 for implementation (or FY87 if negotia-
tions can be opened early on absences). The cost of the progran
is nominal, with no clear increase. The anticipated impact on
absences cannot be determined without a detailed profile of miss-
outs by time period. RTD could estimate the impact of elimi-
nating the 90-day rule by examining missout levels before and
after forgivance, focusing on those operators attaining 3 or more
missouts between forgivance as the candidate group for reduction.
Because no cost is involved, and the change in policy would
further restrict absence allowances, a net cost savings 1is

expected.

A 33 percent reduction in missouts (which would place RID near
the mean of the absence survey group in terms of missout/AWOP as
a proportion of total absences), would yield $100,000 in annual
savings excluding overtime premiums. Considering ‘that on average
20 percent of total missouts are covered with overtime, another
$120,000 would be saved by the RTD, for a total anticipated
savings of $220,000.

2. Limit VCB Overtime to Operators that Worked a Full-Week

The RTD-UTU labor agreement provides for payment of overtime pre-
miums whenever an operator works on their day off, irrespective
of the number of hours actually worked in the balance of the
week. Voluntary call back (VCB), allows an operator to volunteer
for overtime work on their scheduled day off. When overtime work
is required (a frequent occurrence at RTID), it will be assigned
to operators on VCB before any others are considered. Accord-
ingly, it is a sanctioned practice for RTD operators to make up
(and most likely exceed) wages lost through an unpaid absence by
volunteering for overtime (i.e., the driver could miss 8 hours
pay through a one-day unpaid absence and gain 12 hours pay by

working overtime later that week).
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The use of voluntary overtime is widespread among full-time
drivers at RTD, as discussed earlier in Section II. On average,
a full-time operator works a VCB assignment 5.8 times per year.
This would allow an operator to make up for 8.7 days of unpaid
absence -- which coincidentally is almost equal to the average
number of one-day absences per full-time driver.

In an effort to reduce discretionary absences and overtime
premium paid, Price Waterhouse recommends that the RTD limit VCB
overtime premiums to operators that worked at least 40 hours
during the week in question. The recommended modification would
not prevent operations from working VCB if they had not worked a
full week for any reason, but it would prevent the payment of
overtime in that situation. Operators who worked a full week and
worked VCB would continue to receive overtime, as would all
operators working OCB (ordered call back).

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

Given the frequency of up to five day absences amongst the full-
time driver workforce, there is a 30 percent chance that a driver
will have a short-term absence during any one-week period.
Assuming an equal distribution of overtime, about 30 percent of
VCB would occur during a week where absence occurred assuming no
relationship between VCB and short absences (given the financial
incentive for combining VCB with short absences the actual figure
is likely to be much higher). Given this relationship, implemen-
tation of the modification recommended would result in an immedi-
ate reduction of $1.5 million in overtime premiums with no
reduction in absences, and still allow every absence to be made

up that is currently with VCB. Because the financial incentive
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for short term absences is eliminated, we also anticipate a
reduction in the short-term absence rate. A 20 percent reduction
in one-day absences, without considering two- to five-day
absences which would also be impacted, would result in another
$350,000 in annual savings, bringing the total to $1.85 million

in anticipated cost savings.

This recommended modification would require a labor agreement
change, which may delay implementation until late in FY88,
although an earlier negotiation date should provide faster

benefits in absence cost savings.

Sl Consider Operator Attendance as a Major Criterion for

Conversion from Part-Time to Full-Time

Currently, operator attendance 1s formally considered as a
criteria to make promotions from driver to supervisor. This is
the subject of a side letter to the labor agreement and is
working well. Operator attendance is not formally reviewed in
converting operators from part-time to full-time ranks. Since

Ny operators are motivated to become full-time operators, the
rID should ensure that these persons have a predisposition to
good attendance. This is particularly important given the recent
increase in part-time absences. Drivers who desire to convert to
full-time  would then carefully consider the amount of
discretionary leave that they would want to risk.

The RTD should formally include attendance records as a major
criterion for conversions and communicate this to all employees
and management. The formal (i.e., written) statement should
require tabulation of absences over the review period and esta-
blish acceptable thresholds for performance. This should be done
as soon as possible (i.e., by March 1987), and requires no con-
tract change. Management has the right to establish performance
criteria. The timing is fortuitous, as this proceeds a potential

expansion of supervision in the Transportation Department (where
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another level of supervision, line captains, is under considera-
tion). The proposed program should be reviewed by LACTC's per-
formance auditor within six-months from the date of this report.

There 1s no identifiable cost with the implementation of this
program. While the likely absence reduction in unknown, it will
clearly demonstrate a strengthening of management's concern for
attendance. It appears to be an excellent means of reducing
part-time absences. Because part-timers aren't paid for most
leave, management has few opportunities to control attendance (as
evinced by the high rate of part-time absences -- one out of
every twelve scheduled workdays is missed due to unscheduled
absence) . A 20 percent reduction in part-time absences alone
would save the District $50,000 per annum. This is a conserva-
tive estimate given that part-time absences have increased by 60
percent in the last four years. Taking part-time absences back
down to their reported FY82 level would yield over $200,000 in
savings.

4. Modify the Sick Leave Accrual Policy

Currently, all full-time operators are provided a full year's
sick leave bank on their anniversary date. This is an uncommon
practice in the transit industry and all other fields covered in
the literature on absence control. The RTD policy may encourage
operators to utilize sick leave for discretionary purposes and/or
consume a year's allotment of sick pay while only working a

partial year.

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




All operators, excepting RTID, in the absence survey (Section v)
had some type of work requirement for receipt of full sick leave
benefits. Approaches either accumulate sick pay monthly based on
the number of days worked (most operators include vacations and
holidays as worked days, but exclude all unscheduled absence
irrespective of cause), or on an annual basis based on the number
of days worked. Monthly worked day requirements range from 16 to
18 days, annual worked days range from 200 to 230 worked days to
receive full benefits. Working below these thresholds generally

results in a proportional reduction in sick pay accruals.

This program would require a contract change, and hence may not
be negotiated until late FY88. The program has no direct cost to
the RTD, and the benefit is unknown based on data available to
the performance auditor. RTD should determine potential savings
from the reduction in sick pay, by comparing the proposed policy
against actual worked days by employee and prior year sick leave
paid. This should be completed by March 1987 and reviewed by
LACTC's performance auditor. 1In addition to a reduction in the
amount of sick leave paid some nominal degree of discretionary
absence reduction is anticipated.

5. Formalize Screening of Job Applicants for Attendance at

their Prior Workplace

Historical attendance performance is often a good barometer of
what can be expected of a new employee. Given the importance of
good attendance in transit operators, it is essential that the
RTD verify its applicants' previous attendance records to ensure
it is hiring a dependable workforce. RTD currently considers
absence on an informal basis =~ we suggest that this be

formalized and routinely applied.

It is recognized that there are constraints to this as some
drivers may have had no prior work experience and some prior

employers may not retain, or provide, adequate information. Even
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so, many other employers have cited significant improvement in
attendance after implementing similar procedures. It is recom-
mended that RTD make this a routine part of applicant evaluation
and inform applicants of the importance of attendance during
interviews.

This requires no contract change, and RTD should consider for-
malizing this part of the program by early 1987. No direct cost
is anticipated -- screening of applicants is a normal, ongoing
process at RTD. While the program is expected to produce some
absence reduction savings, the magnitude is not known. It is
recommended that a draft program be prepared no later than March
1987, and it should be reviewed by LACTC's performance auditor.

[ PROGRAM FOR POOR ATTENDANCE

The purpose of this program is to reduce chronic absenteeism,
particularly in the form of long-term sick leave. In Section II
of this report, we documented that approximately 34 percent of
all RTD operator absence resides in instances of leave exceeding
20 work days in duration. This yields almost 50,000 days per
annum, at a cost of $5.8 million annually. Using RTID's average
absence coverage with overtime (i.e., 20 percent), costs increase
by another $0.6 million, for a total cost of $6.4 million. About
three-quarters of this long-term absence is sick leave.

Currently, RTD employs two measures to.combat chronic absentee-
ism. First a progressive discipline procedure has been estab-
lished which is triggered by more than six instances of absence
in a rolling six-month period. Second, the RTD prorates the
accrual of vacation leave based on operator attendance, if more
than 100 work days are missed. The criteria for the application
of both these measures was described in Section III of this

report.
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Despite these measures, some 20 percent of the RTD operator work-
force exhibit evidence of chronic absenteeism. Chronic absences,
as defined in Section II, refer to employees with a minimum of 56
unscheduled days of absence per operator per year, and an average
of 83 absences per operator per year -- exclusive of long-term
leave (i.e., instances of leave over 30 days in duration). This
group of 885 full-time operators accounts for $8 million in
absence costs, not including overtime costs to cover absences.
If 20 percent of their absences were covered by overtime, the
additional cost to the RTD would be $0.9 million annually,
totaling $8.9 million. We have identified three steps that the
RTD should consider to reduce the size and cost of this problem:

0 Modify the progressive discipline schedule for exces-

sive absenteeism to include the extent of absence --

o] Require operators to provide a medical release when

returning to duty from a long sick-leave absence --

o Clarify responsibilities and procedures for monitoring

operators on long-term absence

1. Modify the Progressive Discipline Schedule for Exces-

sive Absenteeism to include the extent of absence

The existing progressive disciplinary policies govern only 68
percent of the absences investigated in this study (i.e, sick
leave, missout, AWOP). The remaining 32 percent of absences
(i.e., injury on duty, request off, family emergency,
bereavement, jury duty, doctors appointment sickness in family,
court time, sickness in family) are not governed by any control
program. Other absences not included in any absence numbers
discussed in this chapter (i.e., mwmilitary 1leave, long-term
excused leave, long-term industrial injury 1leave, long-term
unprovoked attack, long-term sick leave) are not addressed in any

disciplinary program either.
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For the absences covered by a disciplinary program, there are
three unrelated programs of progressive discipline -- missout and
AWOP (both discussed earlier), and sick leave. Of these three
programs, only the final one is directed towards chronically
absent drivers. Its provisions for progressive discipline work
on a six-month floating timetable, and are as follows:

o] No management response for up to five occurrences of
absence

o Counsel employee upon six occurrences of absence

o Suspend employee for up to 3 days on seventh incidence

of absence

0 Conduct hearing for possible termination of employment

upon eighth incidence of absence.

The number of days absent are not related to the disciplinary
steps in any manner -~ the disciplinary actions are based on the

instances of absence alone.

To evaluate the controls of the existing program, one must trans-
late the controls to absence days lost. Based on information
provided by RTD (presented in Section II), the.average duration
of an instance of sick leave is 16.7 days, and the average dura-
tion of an instance of sick leave for chronically absent drivers
is 22.3 days. Applying these findings to the program results
above indicates that the current program provides substantial
flexibility for chronically absent employees, as shown in Exhibit
V-3. 1In fact, based on average driver performance, an operator
would have to absent for chargeable reasons more workdays than
are actually in a six-month period to reach the final step of
discipline (i.e., 134 days versus 130 total workdays). The aver-
age chronically absent employee would have to be absent for more
workdays than available in six-months to reach the first step of




Exhibit V-3

COMPARISON OF AVERAGE ABSENCE DURATIO?l)
(SICK LEAVE) WITH DISCIPLINARY POLICY

Average Days

(2) Average Days (3)

Management Action Instances All Drivers Chronically Absent
1. None 5 84 112
2. - Counsel 6 100 134
3. Suspend 7 117 156
4. Hearing/

Terminate

Employment 8 134 178
(1) A1l numbers reflect absences in a six-month period. Total

scheduled work days in 6 months are about 130 days, inclusive of
vacation and holidays.

(2) Average duration of all drivers sick leave 1s 16.7 days in
duration (FY86).

(3) Average duration of chronically-absent sick leave is 22.3 days in
duration (FY86).



the disciplinary program (i.e., counseling). These numbers are
based on average duration of incidents; driver absences occur
both above and below the average duration. Assuming that more
days absent results in worse performance, the current program Of
progressive discipline penalizes better performers (i.e., fewer
days absent per incident) and protects worse performers. Given
these results, and the cost of absences exceeding 20 days (i.e.,
$6.4 million per annum), this absence control program is a candi-
date for major improvement.

Three types of improvement are expected to significantly

strengthen the progressive disciplinary program:

0 include duration of absences
0 broaden the definition of absences
o} expand the performance period to 12 months.

Each of these is discussed below.

The most important change recommended for the absence program 1is
the inclusion of the extent or duration of absence. As discussed
throughout this document, long absences are a common occurrence
amongst RTID operators. The current disciplinary program fails to
address this, and in fact, promotes longer absences (i.e., a
longer absence is better for the employee than two short absences

of lower aggregate duration).

RTD could, at least, change the provision to reflect the current
attendance program for all other RTD employees. TIn addition to a
disciplinary action taken at six instances, discipline is induced
by three instances totalling 60 hours or more under the program.
However, some other maximum number of days would still be better

than the current program.

The second change is to broaden the scope of controlled absences.

The prior section suggested combining missouts with this program,
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counting late reports as 1/2 of an instance and 1/2 of a day
absent (or 1/3 if necessary), also failure to notify as 2 in-
stances and 2 days absent. This simplifies the program and pro-
vides further restriction on absences. Depending on the actual
number of instances and days allowed, more types of absence could
be included (e.g., sickness in family). This, however, would be
difficult to accomplish given the restrictions in the current

labor agreement.

The third change would be to expand the six-month floating period
to a 12-month floating period. This would parallel the AWOP pro-
gram, and allow a longer performance period to be controlled. Of
all the transit systems surveyed, only RTD had an assessment per-
iod less than one year. This also serves to further restrict
absences, focusing on the chronically absent group. A short re-
view period forgives absences faster and can speed up the disci-

plinary process if strict enough.

Combining these three suggestions would produce a program, such

as:

o Progressive discipline based on operator absences over
a floating 12-month period, with an absence (incident
or day) providing the impetus for a disciplinary

action.

o The progressive discipline will be based on the follow-

ing occurrence of absence:

- 8 instances and/or 120 hours of absence, mail a

status note as a warning

- 10 instances and/or 136 hours of absence, counsel

the employee



= 11 instances and/or 152 hours of absence, suspend
for 1 to 3 days

- 12 instances and/or 168 hours of absence, suspend
5 to 10 days

- 14 instances and/or 200 hours of absence, proceed

with hearing for potential termination.

o Three types of absences will be included in the evalua-
tion:

- sick leave and unexcused absences count as one in-
cident and 8 hours for each incident and day

absent

- missouts, type A (i.e., late) count as 1/2 of one

incident and 4 hours

- missouts, type B (i.e., failure to notify of
absence) count as 2 incidents and 2 days absent
each

- AWOP, and all other lost time are not counted.

Price Waterhouse recommends that RTD consider this modification.
It is a generous policy end more lenient than those in place at
the other transit systems surveyed, reflecting RTD's higher rela-
tive absence rates. This program would target those employees
with excessive absences, and if consistently executed, could re-
sult in a 20 percent drop in absenteeism in one year. This would
result in savings of more than $4,000,000 in the first year.
Because of the magnitude of the change, and that this could
result in termination of up to 160 drivers 1if their attendance
did not improve at all, it is anticipated that RTD may find it

desirable to make some concessions in policy application in the
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first year, and rigidly apply the policy for the second year.
Therefore, the anticipated savings in year one are $1.5 million,

with an additional $2.5 million occurring in year two.

This program will be difficult to implement due to the current
labor agreement and the lax treatment of absenteeism to date.
This program should not be implemented alone, but rather be
combined with incentive and marginal absence programs as well.
Sharing some of the savings with operators through incentive
programs may help in reaching a negotiated agreement on disci-
pline for poor attenders. Any modification may have to wait

until late FY88, unless an earlier negotiation can be arranged.

One final note is that the program can be effective in two ways.
First, good communication and demonstration of a serious intent
by RTD to carry the program through may result in reduced overall
absences. Second, individuals practicing chronic absenteeism may
be terminated from their driving responsibilities under this pro-
gram, lowering overall absence rates. Excessive suspensions and
terminations would place a heavy burden on recruitment, training
and probably OCB requirements. Therefore, careful communication
and monitoring are needed to ensure success and making conses-

sions in the first year may be appropriate.

2. Require Operators to Provide a Medical Verification

when Returning to Duty from a Long Sick Leave Absence

The current labor agreement requires an operator to submit a
doctor's report as a claim for sick pay. This requirement should
be expanded for all sick leave of five or more days in duration.
The doctor's report should specify the type of illness, cause and
its impact on the driver's ability to work. In the event that an
operator fails to submit a valid doctor's report for any sick
absence of five or more days, the absence should be treated as an

abuse of sick leave and invoke disciplinary action. Note that
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this is substantially different than the current doctor's release
required after four days of absence (which states that the
employee is well enough to return to work).

The benefit of this contract change is that it will serve to
"police" sick leave, which accounts for 62 percent of total
absences. Because it is the largest category of leave, there is
a8 significant opportunity for abuse. The suggested change should
reduce overall sick leave, albeit the extent of reduction is not
known. It does not require an additional expense to the
District. TImplementation would have to occur after the next

contract negotiations, currently scheduled for late FY88.

3. Clarify Responsibilities and Procedures for Monitoring

Operators on Long-Term Absence

As discussed in Section III, the District has two monitoring
programs for operators on long-term absences (e.g., in excess of
five days). These are the wvisiting/telephoning supervisor
program and the visiting nurse program. While both are helpful,
each has limited resources and no formal guidelines to direct
action. The RTD should consider establishing employee monitoring
guidelines formally (e.g., telephone after 5 days of absence,
visit after 15 days) and then provide resources to carry them
out., In addition to supervisor and nurse visits, the District
can use fellow workers (with good attendance) or personnel staff.
Many different types of organizations have cited substantial
reductions in the duration of absences after implementing a

rigorous home contact program.

Both the cost and savings depend entirely on the District's
formal guidelines. As mentioned above, the program is expected
to put downward pressure on the length of absences, which is a
significant cost concern at the RTD. The program will also rein-
force the importance of the employee's return to work, and serve
to avert fraud. No contract change is required, albeit the




District must budget funds for the program. Implementation
should be considered for FY88 (i.e., July 1987). It is recom-
mended that RTD prepare a plan and budget to carry out this pro-
gram no later than March 1987. The program should be reviewed by
LACTC's performance auditor six-months from the date of this

report.
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VI. DRIVER ABSENCE REPORTING AND COSTING

This section of the report addresses issues related to reporting
driver absence rates and monitoring costs of RTD driver absences.
These are extremely important issues, as one element of any suc-
cessful management program is feedback to support effectiveness
evaluations. Toward this end, Price Waterhouse recommends a
method for reporting absence rates and monitoring the cost of
driver absenteeism. ‘RTD should use the cost monitoring methodol-
ogy to evaluate the impacts of absence programs, schedule targets
for reduction, and monitor the savings realized.

A. DRIVER ABSENCE RATES

As has been noted in Phase I of this performance audit (FY86),
and in Section II of this report, there has been substantial con-
fusion over the meaning of RTD's reported absence rates. The
individuals who use the absence rate numbers understand what they
refer to, but many other individuals within the RTD who review
and use the numbers, as well as users of the information outside
the RTD, do not.

For example, the Transportation Department's 3-5 reports monitor
the driver absence rate at RTD and are used to determine perfor-
mance. The driver absence rates are determined by applying week-
day driver absences (i1.e., Monday through Friday) to weekly
scheduled drivers (i.e., Monday through Sunday). .The net effect
is reporting an absence rate which understates total absence
experience by 30 percent. Further, the statistic reported does
not effectively monitor changes in performance if those changes

occur on weekends.

In fact, a change in weekend attendance is likely to show the
exact opposite change in absence performance. For example, an
increase in weekend driver absences could result in the need to

expand the driver workforce to cover absences. The additional
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absences would not be included in the 3-5 absence rate, but the
additional drivers would be included -- thus reducing the overall
rate of reported absences. A reduction in weekend absences
would, conversely, result in a higher reported absence rate if a
workforce reduction was involved.

Another difficulty arises when trying to interpret part-time
absence rate statistics at the RTD. For reporting purposes,
part-time absences are divided by two (to reflect the fact that
part-time absences are covered by full-time employees, who would
typically work two part-time assignments) but then applied to the
full part-time staff. Because one side of the equation is stated
in full-time equivalent terms and the other side is not, absence

rates for part-time employees are underreported by half.

Given that the potential for confusion on driver absence rates is
high (outside of those employees who routinely work with these
statistics), RTD requested that the performance auditor recommend
a standard for reporting driver absences which is more readily

understood.

Price Waterhouse recommends that RTD report driver absence rates
in terms of average days absent per operator. This can be done
annually, quarterly, monthly or for any other period. This sta-
tistic is generally easier to understand than absence rates re-
ported as a percentage. Further, this statistic will reveal even
small changes in absences more readily than a percentage, as the
scale is larger (i.e., 2.6 days per driver per year yields a one

percent change).

As has been the case in this report, we suggest that absences be

defined as the more ''controllable"

instances. Specifically,
driver absences are to include the following categories from

Transit Operator and Trends System (TOTS):

o Straight sick
o} Sick clearance required
o} Sick first day
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Unprovoked attack - Day 1-3
Unprovoked attack - Day 4, 5, 6, 7
Unprovoked attack - After 8
Industrial injury

Industrial injury reoccurrence
Requested time off

Missout - Not used

Missout - After 8 hours

O ¢ 0 0O 0 O O O O

Disciplinary

= Unexcused absence

- Family emergency - Unexcused
o Non-Disciplinary

= Bereavement

- Jury duty - Paid

= Court time - Personal

= Jury duty - Not paid

Categories not included are military 1leave (paid and unpaid),
long-term sick, long-term unprovoked attack, long-term industrial
injury leave, long-term excused leave and suspension. Further,
absences should only be counted if the employee was scheduled to
work and did not. Absences occurring on a day of ordered call
back (0OCB) or voluntary call back (VCB) should not be included
(they are excluded from all absence statistics contained in this

report).

The number of operators, for absence rate calculation purposes,
should be reported in full-time equivalent terms for full-time
operators and part-time equivalent terms for part-time operators.
The equivalency should be based on the number of days the driver
is employed by RTD (e.g., the number of calendar days worked for
the District divided by 365 days for annual purposes), and should
not change based on the number of days worked (i.e., QCB and VCB
absences were excluded, therefore these work days are to be
omitted as well). Part-time driver absence rates should be
reported separately, and not be translated to full-time
equivalents (i.e., do not divide absences or drivers by two).
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The average number of days absent per driver, for full-time and
part-time drivers separately, should be reported on a monthly
basis internally to monitor changes in the absence rate. The two
absence rates should be reported to LACTC on a quarterly and
annual basis, beginning with the quarter ending December 31, 1986
(and reporting for this period not later than one month and one
day after the last day of the reporting period). Annual
summaries should be provided to the LACTC on a fiscal year basis,
and be submitted not later than six weeks after the last day of
the reporting period.

B. DRIVER ABSENCE COST MONITORING

Monitoring the costs of driver absences is an important element
of any cost reduction effort. Knowing that a program is or 1is
not meeting cost reduction targets is an essential element of
effective management. Price Waterhouse recommends a methodology
for cost monitoring of RTD driver absences to help in this
matter. The methodology is discussed in three subsections: cost
calculation, data parameters and reporting. These may be applied
to all absences of an operator group, or any subset of absences.
The RTD should automate this process and include costs in monthly
absence trends reports.

1. Driver Absence Cost Calculation

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

portion thereof by specifying the appropriate parameter values.




Exhibit VI-1
Page 1 of 3

COST MONITORING TECHNIQUE

STEP 1: Calculate Driver Absences to be Covered

ABS = FTAB + (PTAB/2)

Where:

ABS
FTAB
PTAB

Total Driver Days of Absence in Period
Total Full-Time Driver Absences in Period
Total Part-Time Driver Absences in Period

STEP 2: Calculate Driving Days Worked By Relief Drivers

WKDY: (SCHD - (ABR + VAC + HOL + TR + SUSP + OTHP)) * OTPRO

Where:

SCHD
OTPRO
ABR
VAC
HOL
TR
SUSP
OTHP

Scheduled Workdays in Period (i.e., 260 in year)
Proportion of Days Worked on OCB and VCB
Full-Time Driver Absence Rate

Average Vacation Days in Period

Average Personal/Floating Holidays in Period
Average Days of Instruction in Period

Average Days Suspended in Period

Average Days Worked in Other Positions in Period

STEP 3: Calculate Fixed Cost of Coverage Staff

FC = (ABS/WKDY) * AFC

Where:

FC
ABS
WKDY
AFC

Fixed Cost of Absence Coverage Staff

Total Driver Days Absent in Period

Average Worked Days by Relief Drivers Period
Average Fixed Cost per Driver

STEP 4: Calculate Vacation and Training Cost of Coverage Staff

VIC = (ABS/WKDY) * VHT * 8 * AWG * VBR

Where:

VTIC
ABS
WKDY
VHT

8
AWG
VBR

Vacation and Training Cost of Coverage Staff
Total Driver Days Absent in Period

Average Worked Days by Relief Drivers in Period
Average Vacation, Floating Holiday and Training
Days in Period

Hours per Day

Average Driver Wage (dollars per hour)

Driver Variable Benefit Rate
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COST MONITORING TECHNIQUE

STEP 5: Calculate the Cost of Overtime used to Cover Absences
OTC = ABS * OTPRO * 4 * AWG * VBR
Where:
0TC Overtime Cost for Absence Coverage
ABS Total Driver Days Absent in Period

OTPRO = Proportion of Absences Covered by Overtime (OCB
and VCB)

4 = Hours of Premium Pay per Assignment
AWG = Average Driver Wage (dollars per hour)
VBR = Driver Variable Benefit Rate

STEP &: Calculate Variable Cost of Driver Absences

VCA = (FTAB * (1-PROI)) * 8 * AWG * VBR * PROP

Where:
VCA = Variable Cost of Driver Absences
FTAB = Total Full-Time Driver Absences in Period
PROI = Proportion of Absences Always Ineligible for Pay
(i.e., Missout, AWOP, Request Off)
AWG = Average Driver Wage (dollars per hour)
VBR = Driver Variable Benefit Rate
PROP = Proportion of Eligible Absences Paid

STEP 7: Calculate Cost of Covering Part-Time Absences with
Full-Time Drivers

PTC = ((PTAB/2) * 8 hrs. * AWG * VBR) - (PTAB * 4 hrs. *
PAWG * PVER)

Where:
PTC = Part-Time Driver Absence Coverage Cost
PTAB = Total Part-Time Driver Absences in ‘Period
AWG = Full-Time Driver Average Wage Rate
VBR = Full-Time Driver Variable Benefit Rate
PAWG = Part-Time Driver Average Wage Rate
PVBR = Part-Time Driver Average Wage Rate
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COST MONITORING TECHNIQUE

STEP 8: Calculate Total Driver Absence Cost

Total = FC + VIC + OTC + VCA + PTC

Where:
Total = Total Driver Absence Cost
FC = Fixed Cost of Coverage Staff
VIC = Vacation and Training Cost Coverage Staff
OTC = Cost of Overtime used to Cover Absences
VCA = Variable Cost of Driver Absences
PTC = Cost of Covering Part-Time Absences
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The process begins by determining the total number of absent days
(using the definition of absences presented earlier in this

section) in full-day terms. Steps 2 through &4 focus on
determining the fixed costs of the additional employees required
to fill assignments vacant due to absences. This includes

determining the number of days relief drivers are available to
cover absences, the number of drivers needed, the fixed benefits
provided those drivers and the additional wages (e.g., vacation,
holiday, training) paid the relief drivers.

Because some absences are covered by overtime (i.e., VCB or OCB)
rather than with extraboard operators, the premium cost
associated with this type of work is also an absence cost. It is
estimated in Step 5.

Step 6 calculates the variahble benefits cost paid out for driver
absences (e.g., sick leave, bereavement). Because full-time
operators cover part-time absences, the net expense of using a
full-time driver as opposed to a less expensive part-time driver
is also an absence cost, as shown in Step 7. Total absence cost
is the sum of all these categories.

2. Costing Parameters

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




Parameter

COST CALCULATION PARAMETERS (08/01/86)

Absence Days/Rate
Full-Time
Part-Time

Days Worked by
Relief Drivers

Average Vacation

Personal Holidays

Training

Suspension

Other Positions

Proportion OCB

and VCB Days
Average Driver Wage

Rate

Full-Time

Part-Time
Variable Benefit Rate

FICA

Pension
Fixed Benefits

Life Insurance

Medical Insurance
- Full-Time

~ Part-Time

Uniform

Value

as shown
in Section II

239¢(1)

15 days
5 days
1 day
1.3 days

6 days

0.20

$12.90

$10.60

7.15%

5.64%

$4.00/mo.

$295/mo.
$85/mo.

$125/yr.

Period of
Change
(Next Change)

Monthly
Monthly

Annually
(July 1, 1987)

Annually
(July 1, 1987)

Contract Term
(July 1, 1988)

Annually
(July 1, 1987)

Quarterly
(January 1, 1987)

Annually
(July 1, 1987)

Quarterly
(January 1, 1987)

Quarterly
{refer to contract)
Quarterly
(refer to contract)

Annually

{(January 1, 1987)
Annually

{(July 1, 1987)

Annually
(December, 1987)

Annually

(February 1, 1987)
Annually

(February 1, 1987)
Annually

(July 1, 1987)

Exhibit VI-2
Page 1 o1 2

Source
Department

Transportation
Transportation

Transportation

Transportation

Transportation

Transportation

Transportation

Transportation

Transportation

Accounting/Payroll

Accounting/Payroll

Employee Benefits

Employee Benefits

Employee Benefits

Employee Benefits
Employee Benefits

Transportation

i
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COST CALCULATION PARAMETERS (08/01/86)

Period of
Change Source
Parameter Value {Next Change) Department
Worker's Compensation
- Full-Time $3,296 Annually Risk Management

(July 1, 1987)

Proportion of Absences

Quarterly
Filled with Overtime 0.20 (January 1, 1987) Transportation
Proportion of Eligible Annually
Absences Paid 0.75 (January 1, 1987) Employee Benefits

(1) Note that relief drivers, on the average are available to drive 239 days out of a
260-day scheduled work year due to 32.7 days absent, 15 days vacation, 5 personal

holidays, 1 day of instruction, 1.3 days of suspension, 6 days in other positions and
about 20 percent overtime.
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AFPENDIX A

TRANSIT OPERATING AND
TRENDS SYSTEM (TOTS)



TOTS ABSENCE CODES

The following TOTS codes are included in the absence rates in

this report:

Iy Sick
o Straight Sick SK
o Sick clearance required SKC
o Sick first day SK1
o Sick partial day SPD
2 10D
o Industrial injury - part-day IPD
o] Unprovoked attack - Day 1-3 UAP
o Unprovoked attack - Day 4, 5, 6, 7 UAW
o Unprovoked attack - After 8 UAS8
o] Industrial injury ' I1
o] Industrial injury reoccurrence ‘ IIR
3. Request Off
o] Request time off RTO or RO or EL
4,  Miss/AWOP
o Missout - Not used MO

o Missout - After 8 hours MOC



5. Other 4
1
o Disciplinary ‘
- Unexcused absence
- Family emergency - unexcused
o} Non-Disciplinary

Bereavement

Jury Duty - Paid

Court time - Personal
Family emergency excused
Jury duty - Not paid

Union business

i T ~ Lo
ST e PRy
__.J-"‘t, r"‘l_‘_‘v

-

) i) - e
TR _1 L8
o

UA or EL
FEU

BER

CTP
FEE
JRN

UB




