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ABSTRACT

AN EXAMINATION OF THE RELATIONSHIP BETWEEN MANAGERIAL VACATION
PRACTICES AND MANAGERIAL PERFORMANCE AND ABSENTEEISM

By

Kathleen Mary Utecht

This research examines: 1) the sign of the relationship between
managerial vacation practices and managerial performance and absenteeism,
and 2) the sign of the relationship between managerial vacation practices
and managerial performance and absenteeism when influenced by specific
individual, job and organizational factors.

Managerial vacation practices are measured by the extent to which
annual allotted vacation time is used. Managerial performance is mea-
sured by three indices: performance evaluations, performance potential
and promotability; while absenteeism is measured by incidents of absence.
Eight factors are expected to influence the relationship between mana-
gerial vacation practices and managerial performance and absenteeism, and
include the extent to which individuals: 1) feel the vacation time
allotted and the opportunities to use the time are fair, 2) believe
in the ideals of the Protestant Work Ethic, 3) exhibit Type A behavior,
4) are compatible with their jobs, 5) enjoy and value vacations, 6) are
vulnerable to stress, as well as 7) ages and 8) job levels of the
individuals.

Data are generated by administering a questionnaire to 118 middle
managers of a Fortune 200 manufacturer of paper products. Responses are
analyzed in terms of simple descriptive statistics, and correlation and

regression coefficients.



Kathleen Mary Utecht

Results indicate that there is no statistically significant relation-
ship between managerial vacation practices and managerial performance and
absenteeism. However, the results reflect a statistically significant
pattern of correlations (as determined by Siegel's Sign Test) when this
relationship is influenced by specific factors. In particular, vacation
practices are negatively related to performance and positively related to
absenteeism when individuals: feel the vacation time allotted and the
opportunities to use the time are fair, are older, have strong beliefs
in the ideals of the Protestant Work Ethic, exhibit strong Type A
behavior, are more compatible with their jobs, do not value and enjoy
vacations, are less vulnerable to stress, and occupy low job levels.
Appended are results, also, of a descriptive nature which reflect the
typical vacation patterns and practices of the managerial employees who
participated in this research.

Finally, the implications of this research, as well as recommenda-

tions for future research, are provided.
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CHAPTER ONE

INTRODUCTION

This research examines the relationship between managerial
vacation practices and managerial performance and absenteeism.

Performance 1is critical to the growth and effectiveness of all
organizations. Therefore, research studies on a number of operational
indicators of individual performance and absenteeism, e.g. employee
productivity, performance appraisals, promotability potential, and
incidences of absenteeism, and on the relationship of these indi-
cators to a number of individual, job and organizational factors,
have been conducted to understand better what leads to effective organ-
izational performance. However, these numerous studies have provided
no conclusive evidence of what specific factors consistently influence,
reward, or even improve performance.

Since research in this direction has not resulted in a clear
understanding of what significantly affects performance in organi-
zations, the present research moves in a different direction by
identifying and describing a different set of factors, i.e. managerial
vacation practices, and by exploring their relationship to managerial
performance as well as to absenteeism. The study of managerial vaca-
tion practices in relation to performance and absenteeism is warranted
for a number of reasons, which are discussed below.

First, the practice of allotting vacations as a type of 'reward"

is common to most organizations. Organizations typically provide

1
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employee time off, e.g. vacations, in exchange for employee time on the
job, e.g. employee participation reflected in job attendance, job tenure,
and job level, etc. Researchers have examined the practice of providing
exchanges or rewards such as salary and benefits, and have analyzed them
in relation to performance; however, there have been no empirical investi-
gations of vacation practices, either alone--described as a reward or as
a feature of organizational life--or in relation to performance or
absenteeism. The absence of research may be explained, in part, because
the vacation structures that exist in many organizations are less flexible
than most reward structures, and are not clearly related to performance.
That is, the amount of vacation time allotted to employees often depends
on the employee's number of years of service in the organization, and may
be guaranteed regardless of the individual level of performance (perform-
ance rating, promotability potential, etc.). However, this practice may
be inappropriate or even outdated. Hence, allowing more flexibility in
both vacation structures (e.g. increasing or withholding vacations) and
vacation practices (e.g. allowing more variety or individual choice) may
provide a more effective and alternative means of rewarding or improving
performance and minimizing or discouraging absenteeism.

Second, society is becoming more consumer and leisure oriented as
indicated by a number of factors. For example, economic trends show an
accelerating shift from the production of capital goods to the production
of consumer goods, with an increasing emphasis on the provision of ser-
vices and on the development of leisure oriented industries. In addition,
technological advancements in terms of automation cybernation, and robotics
are changing the nature and type of work available, resulting in a work-
place that is more humanized and that emphasizes quality--rather than

quantity--of working life. Similarly, political and legal activities are
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marked by a growth in legislation and regulation that promotes and actively
encourages occupational safety and health among employees. Finally,
changing social and cultural attitudes reflect a heightened interest in and
concern for consumerism and leisure as individuals attempt to balance the
competing commitments of working, to enable the purchase of leisure, with
taking time off from work--especially in terms of vacations--to enjoy it
(Shimmin, 1980).

Third, there has been a recent surge of interest in the European
concept of Quality of Working Life (QWL) and its spillover into quality
of life. The QWL ideal maintains that the experience and quality of work
is a major determinant of life itself. Therefore, many European QWL pro-
grams attempt to balance both work and non-work related aspects to enhance
work satisfaction as well as total life satisfaction. A fulcrum for this
balance may be provided by vacation time. In particular, the societies
of Western Europe (e.g. West Germany, the United Kingdom, the Netherlands,
Sweden, France, Italy) value vacations. In order to maintain consonance
with these values, many organizations in these countries adopt vacation
practices which promote vacations: allotted time off is maximized (annual
vacation time may average eight weeks or more in an employee's first year
of service); organizations encourage or promote the taking of vacations
(often operations are shut down); and vacations are often endorsed or
subsidized by the organization. In sharp contrast, vacation practices
adopted by most American organizations often do not promote vacations:
allotted time off is minimal (annual vacation time may average two to
three weeks for up to twelve years of service); organizations do not
always encourage vacations (often employees are allowed and sometimes
encouraged to postpone or "bank" them); and, typically, vacations are not

endorsed or subsidized.
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In the context of this comparison of vacation practices, a comparison
of performance patterns shows that many European organizations may be
experiencing more consistent and higher levels of performance--reflected
by statistics on employee productivity, health, and absenteeism--than are
many American organizations. Therefore, the study of vacation practices
as a part of quality of life, may lead to a better understanding of their
relationship to job performance, an integral part of quality of working
life.

Finally, job-related pressure and occupational stress among white
collar employees, i.e. managers and professionals, have been cited as
contributors to increasing employee fatigue, burnout, and deteriorating
physical and mental health. Furthermore, these symptoms often result in
higher absenteeism and lower levels of job performance which, in turn,
threaten organizational performance and effectiveness. Mechanisms for
eliminating, reducing, or coping with pressure and stress include an
emphasis on relaxation practices, exercise, recreation, and, of particu-
lar interest, on removing oneself from the stress-inducing situation.
There have been arguments for taking time off, especially in terms of
vacations, as a means of reducing stress and absenteeism and improving job
performance; but, the recommendations are of a prescriptive nature. Con-
sequently, this study provides not only a descriptive account of the type
of vacation practices and patterns adopted by managerial employees, but
also an empirical investigation of their vacation practices and patterns
as they affect overall performance.

Therefore, in order for organizations to justify existing, or to
develop improved, practices regarding vacations, it is important that
research be conducted: 1) to describe managerial vacation practices,

2) to determine the relationship of these vacation practices to managerial
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performance and absenteeism, and 3) to identify those individual, job and
organizational factors which may affect the relationship. A better under-
standing of the relationship between managerial vacation practices and
managerial performance and absenteeism, indeed, may lead to a better
understanding of the relationship between the individual and the
organization.

A review of the major theories, limited theoretical hypotheses, and
literature that are relevant to this research on the relationship between
managerial vacation practices and managerial performance and absenteeism
is provided in Chapter Two. The research design employed and the hypo-
theses generated are presented in Chapter Three; while data collection
procedures are outlined and described in Chapter Four. Theoretical
results of the data analyses are reported in Chapter Five and discussed
in Chapter Six (while descriptive results, i.e. a profile of the typical
vacation practices adopted by managerial employees, are discussed in
Appendix B). Finally, the conclusions of this research, as well as

considerations for future research, are presented in Chapter Seven.



CHAPTER TWO

REVIEW OF THE LITERATURE, RELEVANT THEORY,
AND THEORETICAL HYPOTHESES

The study of organizations, from a comparative level of analysis,
has been of interest to researchers for the past few decades. Their
attention centers, in general, on identifying and describing those fea-
tures which are germane to most organizations, and on exploring how they
affect, or fit into, the organization. Consequently, the present study
examines, in particular, vacation practices--a feature common to most
organizations--and their effect on performance and absenteeism.

There have been no studies which explore directly the relationship
between vacation practices and performance or absenteeism: i.e. there
has been no theoretical research on whether or not the use of vacation
time affects, fits with, or causes better performance or reduced absen-
teeism. Similarly, there is an absence of descriptive research on what
individual, job or organizational factors affect the use of vacation time
and performance or absenteeism, either separately, or in relation to one
another: 1i.e. there has been no documentation on a measure of fit--how
or whether certain types of individuals, in certain jobs, and in certain
organizations use allotted vacation time, adopt particular vacation pat-
terns, and maintain certain levels of performance or absenteeism.

Following, however, is a review of six theories (or portions of
theories) or limited theoretical and prescriptive hypotheses which incor-

porate variables, relationships and predictions that can be tested, and

6
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that can provide, either separately, or jointly, a framework not only for
exploring the General and Sub-Hypotheses of this study, but also for

explaining the results.

Performance and Reward Theories

Theories on the relationship between performance and rewards evalu-
ate the variables involved from a number of different perspectives. For
example, performance is studied in terms of subjective versus objective
measures, individual versus team criteria, or even in terms of attendance
versus absenteeism behavior, etc.; or, it is examined in terms of goal
attainment, productivity, performance ratings, or performance potential,
etc. (Blake and Mouton, 1981; Carroll and Schneier, 1982; Landy and Farr,
1983; Latham and Wexley, 1981; Porter and Lawler, 1968; Porter and Steers,
1973; and Steers and Rhodes, 1978). Similarly, rewards are studied in
terms of financial rewards (pay, merit compensation, incentive plans)
versus non-financial rewards (recognition, advancement, praise, or
extrinsic versus intrinsic rewards, etc.; or, they are explored in
terms of schedules and contingencies of reinforcements, etc. (Brief and
Aldag, 1977; Cherrington, Reitz and Scott, 1971; Deci, 1972; Patten, 1977;
Staw, 1976; and Yukl, Wexley and Seymore, 1972).

Furthermore, the relationship between the two, performance and
rewards, is analyzed with regard to the sign of the relationship (whether
positive or negative), the direction of causation (whether performance
leads to rewards or rewards cause performance), or often with regard to
those moderating variables which may affect the relationship (motivation,
equity, goal-difficulty, goal-specificity, goal-setting, or feedback,
etc.) (Carroll and Schneier, 1982; Deci, 1972; Landy, Barnes and Murphy,
1978; Latham and Wexley, 1981; Lawler, 1971, 1981; Meyer, 1975; Mobley,

1974; and Patten, 1982).
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However, the findings from these numerous studies have been contra-
dictory or inconclusive. More specifically, no one concrete approach to
identifying and measuring performance in organizations has been devel-
oped. Latham and Wexley (1981) believe individual performance apprais-
als are most representative of performance in organizations and most
effective in increasing productivity; while Carroll and Schneier (1982)
cite, in addition to performance appraisals, analysis of individual
potential as an important index of performance. Similarly, alternatives
to identifying and measuring rewards have been adopted. Patten (1977)
discusses rewards in organizations as more extrinsic and financial--in
terms of compensation and incentive plans. Yet, Deci (1975), Latham and
Wexley (1981), and Staw (1976) cite, in addition to extrinsic rewards
(e.g. money--which is administered externally), intrinsic rewards (e.g.
individual satisfaction--which is derived internally from performing a
job well) as important and possibly more important features of effective
organizational reward systems.

Also, the specific relationship between performance and rewards has
not been clarified. Latham and Dossett (1978) and Yukl and Latham (1975)
believe tying money to performance brings about the largest increase in
performance. Yet, Latham and Wexley (1981) cite that while money (in
terms of rank order) has the largest impact on performance, praise (from
a cost-benefit viewpoint) is more effective. Still, Bandura (1977) finds
that money as a reward may increase, decrease, or have no relation to
performance. Rather, the relationship depends on how the money is used,
i.e. other factors such as the individual value of the reward, the con-
tingency of the reward, or the perceived relationship between the reward
and performance, may affect the relationship. But, agreement on those

particular factors which may affect the relationship is also lacking.
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Deci (1972) maintains that the way the reward (especially money) is
administered affects performance more than the reward itself, And, more
particularly, Yukl, Wexley and Seymore (1972) describe schedules of rein-
forcement, i.e. the plan or pattern for administering the reward, as the
most influential factors. Yet, Latham and Wexley (1981) suggest that the
relationship between rewards and performance may be more significantly
determined by the extent to which goals are set, rather than by the extent
to which rewards and performance may be affected by the degree to which
intrinsic and extrinsic motivation is created by the given reward. The
varying perspectives and results of these investigations warrant addi-
tional research on the relationship.

Hence, this study of the relationship between performance and rewards
incorporates variables that are similar to, as well as different from,
those found in the research cited. In particular, performance in this
study is identified and measured in terms of performance evaluations, per-
formance potential, promotability, and absenteeism. As mentioned, these
are common indices of performance, i.e. most organizations have formal
performance review systems that evaluate performance, promotabiltiy and
potential on some sort of numerical scale. In addition, absenteeism pro-
vides a yardstick of performance by reflecting some sort of numerical
comparison between the amount of time spent on the job (to perform) and
the amount of time spent off the job (which may interfere with perform-
ance).

Rewards in this study, however, are of a different type than those
typically investigated. Many studies examine extrinsic rewards (espe-
cially in terms of money) in relation to performance. But, this study
examines another extrinsic reward (vacations) as an alternative.

Indeed, Drucker (1985) maintains that with the growing mismatch of jobs
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and job seekers, other types of rewards--such as extra vacations--may
have to be provided. The allotment and use of vacation time, as a type
of reward, lends itself to comparative analysis for a number of reasons:
it is an extrinsic reward common to most organizations; is administered
according to a schedule (set up by the company and/or the individual);
is contingent upon participation or service within the organization; and
can be measured in numerical terms, i.e. proportion, amount, or extent
to which annual allotted vacation time is used by the individual.

Finally, in terms of the relationship between vacations and perform-
ance, this study predicts that individuals who use more of their allotted
vacation time achieve higher levels of performance, i.e. a positive rela-
tionship between performance and rewards. An examination of the results
of the previously mentioned studies show, in general, more consistency
and agreement on the sign of the relationship--that there is a positive
relationship between performance and rewards. Those studies which attempt
to identify, in more specific terms, a direction of causation, a particu-

lar measure of 'rewards and/or performance,"

or those factors which always
affect the relationship, are less consistent and convincing. Furthermore,
studies which more directly examine the use of vacation time, but in rela-
tion to more indirect features which affect performance, (i.e. especially
field survey research studies) show that individuals who use a large
amount of vacation time (six weeks or more) are less troubled by fatigue,
irritability, and anxiety, which in turn, could affect job performance.

In addition, the results indicate that extensive use of vacation time is
especially useful to individuals whose jobs are emotionally stressful
(Rubenstein, 1980). But, again, no direction of causation is confirmed.

Based on these findings, this study only predicts the sign of the

relationship: 1i.e. individuals who maximize vacation as a reward, e.g.
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use more of their allotted vacation time, achieve a high level of perform-
ance in terms of high performance evaluations, performance potential and
promotability. In contrast, individuals who use less of their allotted
vacation time have a low level of performance, reflected in low perform-
ance evaluations, performance potential, and promotability. Under these
conditions, it is predicted that the relationship between performance

and rewards (vacations) is positive.

Expectancy Theory of Motivation (VIE)

The Expectancy Theory of Motivation (Vroom, 1964), or VIE and its
variations, is based on a series of assumptions regarding behavior in
organizations: individuals believe certain behaviors or performance will
lead to certain rewards or outcomes (Performance leads to Outcomes:

P=—>» 0); individuals attach a positive value to these rewards or outcomes
(Valence: + V); individuals believe they are able to perform at a desired
level (Effort leads to Performance: E =¥ P) in order to attain or receive
these rewards or outcomes; and, finally, individuals can choose, from a
number of alternative levels, that level of behavior, or performance,
which has the greatest motivational force as indicated by effort, outcome,
and valence. So the theory predicts that the best performers in organi-
zations are those who see a strong relationship between performing well
and receiving rewards or outcomes that are valued (Nadler and Lawler,
1983).

This theory has been criticized conceptually, empirically, and
methodologically; however, many researchers have acknowledged its value
and have explored its different aspects. For example, Porter and Lawler
(1968) and Pritchard and Sanders (1973) have evaluated the "effort
leading to performance' relationship (E =% P); Yukl, Wexley and Seymore

(1972) have analyzed the relationship between performance and outcomes
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(P—» 0); and Hackman and Porter (1968) have examined valence (V). These,
and others who have evaluated the whole theory, agree that the "perform-
ance leading to outcomes" relationship (P —%0) is greatest when linked to
extrinsic outcomes. This suggests that if managers in organizations more
closely identified and examined the nature and value of alternative extrin-
sic outcomes, they could design and provide reward systems that more
effectively enhance performance.

To test these assumptions, the variables and the relationships of
this theory are applied to the present study of the relationship between
vacations, as a possible extrinsic reward or outcome, and job performance
and attendance. This theory proposes that performance leads to outcomes
which are valued by individuals. In this study, these outcomes are ex-
pressed in terms of vacations (especially the use of allotted vacation
time) which may be of value to individuals. When individuals value and
enjoy vacations as a reward or outcome, they may maximize this outcome or
make the most of the reward, i.e. use all of their allotted vacation time,
or at least a large portion of it, in order to maintain, improve, or be
rewarded for attendance and performance. Under these conditions, it is
predicted that the relationship between performance and vacations is posi-
tive, and the relationship between absenteeism and vacations is negative.

Conversely, individuals may not value or enjoy vacations as a reward
or outcome. (Instead, they may select other rewards or outcomes as being
of more value). They, therefore, may not maximize this outcome or make
the most of the reward, i.e. not use their allotted vacation time, or use
little of it, in order to maintain, improve, or be rewarded for perform-
ance and attendance. (Instead they may maximize or make the most of other
rewards such as money or benefits in exchange for performance). Under

these conditions, it is predicted that the relationship between vacations
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and performance is negative; while it is expected that the relationship

between vacations and absenteeism is positive.

Equity Theory of Motivation

The Equity Theory of Motivation (Adams, 1965) maintains that an indi-
vidual's input (contributions to carrying out a job) and output (outcome or
reward for the application of input) is compared to the input-output ratio
of another (individual, group or organization). The input selected by the
individual is that which is recognized and relevant: e.g. education, job
skill, or amount of effort, etc. The output, or outcome, selected by the
individual is that which is also recognized and valued: e.g. pay, status,
recognition, etc. Inequity exists if the individual perceives his or her
ratio of output to input and the ratio of another's output to input are un-
equal. The magnitude of inequity depends on the amount of discrepancy be-
tween ratios, rather than on the absolute magnitude. The degree of inequi-
ty creates a proportional amount of tension which drives or motivates the
individual to reduce the inequity or discrepancy. Adams cites a number of
modes of inequity reduction, and maintains that when all modes are availa-
ble, at least psychologically, certain priorities are set. In descending
order, individuals will first--maximize the outcomes, second--minimize the
input, then--create cognitive changes, change others' cognitions, leave
the field, or, finally--change the object of comparison. (Adams claims
the threshold for under-equity versus over-equity are different, suggest-
ing the tolerance for the latter is much greater than for the former).

Researchers have criticized the ordering of these priorities, as well
as the theory's overemphasis on pay (especially underpayment) as the
major theme of equity motivation. Yet, they have also acknowledged gen-
eral theoretical support and have encouraged additional research (Prit-

chard, Dunnette, and Jorgenson, 1972). In particular, Tornow (1971)
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states that further work in equity theory is needed to distinguish input
from output variables, and suggests that individual differences may play

a valuable role, i.e. one's input may be another's output. Weick (1966)

suggests that in addition to individual characteristics, both organization-
al and environmental characteristics may influence the > equity relationship.
And, more recently, others have stressed the need for more research in iden-
tifying and distinguishing between types of input-output variables and their
relationships. 1In particular, Carrell and Dittrich (1978) suggest that
equity theory deserves more applied research: 1) to include and describe
other types of input and output variables and moderating characteristics,

2) to incorporate absenteeism and turnover as methods of coping with inequi-
ty, as well as 3) to explore systems design and allocation of rewards.

These suggestions warrant an application of the variables and rela-
tionships of Equity Theory to the present study of the relationship be-
tween vacations and performance. In particular in this study, job per-
formance and attendance may reflect an input variable for the individual.
Maximizing this input may be achieved by performing at a certain level--
which is measured by performance evaluations, performance potential, pro-
motability, and by maintaining adequate attendance behavior--i.e. minimal
absenteeism. (In addition, individuals who are absent less are present
more often to perform the necessary technical aspects of a job, etc.).
Similarly, vacations, a form of reward different from the pay variables
traditionally associated with equity theory, may represent in this study,
an output variable for the individual. Maximizing this output may be
achieved by the use of allotted vacation time--which is measured by the
proportion, extent or amount used.

Equity may be achieved for an individual (Person) when the ratio of

input--level of performance and absenteeism (whether low or high) to
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output—proportion of vacation time used (whether less or more) is compa-

rable to that of another (Other):

Person Other
Output (Use of Vacation Time) Output (Use of Vacation Time)
Input (Job Performance, Absenteeism) Input (Job Performance,
Absenteeism)

Under conditions of equity, i.e. when individuals believe they have fair
vacation time, i.e. adequate allotment, and opportunities to use the time,
compared with others (reflected by an equal ratio of output to input for
both Person and Other), it is predicted the relationship between use of
vacation time and performance is negative; while the relationship between
use of vacation time and absenteeism is expected to be positive.

In contrast, inequity may result if the individual (Person) perceives
a discrepancy in the input-output ratio, i.e. another (Other) may use a
greater proportion of allotted vacation time but may perform at the same
or a lower level, i.e. have lower performance evaluations, or a higher

incidence of absenteeism, etc.:

Person Other
Output (Use of Vacation Time) » Output (More Extensive Use of
Vacation Time)
y
Input (Job Performance, Absenteeism) < Input (Lower Performance
Ratings; or Higher
Absenteeism)

In this case, the individual may be motivated to reduce the inequity via
various modes of inequity reduction, cited earlier, e.g. maximizing out-
put (using a greater proportion of allotted vacation time), or minimizing
input (decreasing performance evaluations, or increasing absenteeism,
etc.). So under conditions of inequity, i.e. when individuals do not feel
they have fair vacation time (i.e. adequate allotment) and opportunities

to use the time, compared with others (reflected by an unequal input-output
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ratio between Person and Other) it is predicted the relationship between
use of vacation time and performance is positive; and the relationship

between use of vacation time and absenteeism is negative.

Theories and Theoretical Hypotheses of Absenteeism (and Job Compatibility)

A study of the relationship between absenteeism and performance
(Staw and Oldham, 1978) maintains there are '"two cross-cutting functions"
in the relationship: absenteeism may be dysfunctional in that being on
the job is necessary for carrying out at least certain aspects of the job.
So, being absent may have a negative effect on job performance. In con-
trast, absenteeism may serve a maintenance function in that individuals
who have difficulty coping with work roles may take time off to deal more
effectively with feelings of tension or stress, or whatever problems they
experience on the job. Under these conditions, absenteeism may have a
positive effect on job performance. So, Staw and Oldham indicate that
absenteeism may have both positive and negative consequences, and may
form a rather complex relationship with many other variables.

Traditional studies of absenteeism support this notion that the rela-
tionship between absenteeism and performance is not simple and direct
(Argyle, Gardner and Cioffi, 1958; Indik and Georgopoulos, 1960; Lyons,
1972; and Ronan, 1963). And, more recent studies which examine absenteeism
in relation to many outcomes (in addition to performance) indicate that
more research is needed. For example, Nicholson, Brown and Chadwick-Jones
(1976) find no relation between absenteeism and other outcomes. Porter
and Steers (1973) also find no consistent relationship, but suggest, as
Staw and Oldham do, that other factors, e.g. personal, job, work-environ-
ment, or organizational factors should be explored as potential determi-

nants. Steers and Rhodes (1978) reviewed 104 empirical studies that link
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absenteeism and turnover to specific outcomes and suggest the models and
results are unclear. And, Wanous (1974) finds that the particular type
of attendance behavior (e.g. absenteeism) must be explored in the context
of particular outcomes (e.g. job satisfaction, performance, etc.). Simi-
larly, March and Simon (1958) examine absenteeism as a measure of, or in
relation to, the more global outcome of organizational effectiveness
which may include turnover, strikes, grievances, performance, ROI, as
well as attendance or absenteeism behavior.

The variables and predictions of these studies on absenteeism, espe-
cially with regard to Staw and Oldham's ideas, may be adopted for this
study of the relationship between vacation practices and performance.

In particular, Staw and Oldham suggest that the "complex relationship"
between absenteeism and performance may be explored in terms of a measure
of fit between the individual and the job. They highlight one potential
moderating variable as '"compatibility with the job": 1i.e. degree to
which the content of a job is appropriately matched to the personal
characteristics of a job incumbent. Examples of compatible job situa-
tions include: 1) individuals with high growth need strength who are
placed in complex jobs, 2) individuals with low growth need strength who
are placed in simple, boring jobs, or 3) individuals who experience high
levels of job satisfaction. In contrast, incompatible job situations
would include: 1) individuals with high growth need strength who are
placed in simple, boring jobs, 2) individuals with low growth need
strength who are placed in complex jobs, or 3) individuals who experience
low levels of job satisfaction. Furthermore, Staw and Oldham predict
that individuals in compatible job situations perform more effectively
when they are absent less (a negative relationship between absenteeism

and performance); while individuals in incompatible job situations perform
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more effectively when they are absent more (a positive relationship between
absenteeism and performance). Such variables and predictions can be applied
to the present study as follows.

Absenteeism, or time off the job in this study, may be expressed in
terms of use of allotted vacation time. Staw and Oldham predict that indi-
viduals in psychologically compatible job situations may not need to be ab-
sent or away from the job. So, for individuals in compatible job situationms,
taking time off, or using a large proportion of allotted vacation time, may
be dysfunctional: 1.e. there may be disadvantages to not being present to
perform the technical aspects of the job. Under these conditioms, i.e. when
there is compatibility with a job, it is predicted that using more vacation
time (as a form of "absenteeism" or time off the job) is negatively related
to performance, and positively related to absenteeism.

In contrast, individuals in psychologically incompatible job situations

may require high "absenteeism'" or time off the job in order to perform.
That is, absenteeism, or extended time off in the form of using a large
proportion of allotted vacation time, may serve a maintenance function and
outweigh the disadvantages of not being present to perform the technical
aspects of a job. Consequently, under these conditions, i.e. when there is
incompatibility with a job, it is predicted that using more allotted vaca-
tion time (as a form of time off) is positively related to performance, and

negatively related to absenteeism.

Theories and Theoretical Hypdtheses of Work and Leisure

Two contradictory theories have been developed which explore the
relationship between work and leisure (non-work, or life outside the
job). One theory introduces the "spillover effect" which maintains
that there is a positive relationship between work and non-work, i.e.

quality of worklife will be carried over into quality of 1life (Smith, 1965;
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Wilensky, 1960). Therefore, a positive attitude or reaction toward
worklife (such as job satisfaction) will be carried over into non-work
activities of life (such as recreational and leisure pursuits, partici-
pation in clubs, etc.). A number of researchers clearly favor this
spillover hypothesis. For example, Meissner (1971) studied industrial
workers and his findings support, and his conclusions are based on, the
"long arm of the job'": i.e. the type and nature of an individual's
job, reflected in control over "space-time-functions" of work, will
carry over into the control over ''space-time-functions" of non-work
related aspects of life. Meissner believes that individuals in higher
level jobs (jobs with more discretion and responsibility) develop more
solid ties with the community, resulting in greater integration with
outside 1life. Individuals in lower level jobs, especially those charac-
terized by more spatial and temporal constraints and less discretion
and responsibility, allow less time for social and expressive behavior,
and, therefore, are less well integrated into outside life. Similarly,
Willmot (1971) states that individuals who have "better" jobs (reflected
by higher status and income) are more active in leisure and memberships
outside of work than those with lower job status and income. And, he
finds strong positive relationships among leisure, work and family
orientations.

Torbert's study (1972), which developed a theory of man in terms of
the concepts of '"play, leisure, recreation, and free time," finds that
the more play in life (exploration and expression of one's self), the
greater the commitment one has to a job, and the more energetic the
leisure. The direction of causation (i.e. work spilling over into play,
or vice versa) is less clear, but he suggests that those who have more

variety at work and experience greater productivity, tend to select
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similar recreational pursuits. Parker (1976) confirms these findings,
but more strongly maintains that the causal influence is from the "work
experience-attitude" to the '"leisure experience-attitude' because the
work sphere is more structured and more basic to life. Individuals with
a positive work experience-attitude will carry over to create a positive
leisure experience-attitude. So, individuals who experience more job
satisfaction, or more discretion in the job (reflected by job level and
accompanying income) may feel more positive about pursuing leisure and
recreation outside of the job. Other studies, while focusing on dif-
ferent factors, report conclusions in line with this notion (Cohen and
Hodges, 1963; Fisk, 1964; Langner and Muhall, 1963; Pope, 1964; and
Van de Vall, 1967). The "spillover theory," therefore, maintains a
more positive relationship between work and non-work, i.e. between work
and leisure.

In contrast, the other Theory of Work and Leisure introduces a
"compensation effect" which hints at a more negative relationship between
work and non-work, i.e. what does (or does not) exist in the work envi-
ronment is made up for outside the work environment (Dubin, 1956). Both
Dubin and Jaques (1965) suggest that work confers an element of self
respect, status, and self-esteem. Therefore, if individuals encounter
a rather negative experience on the job (possibly in terms of job satis-
faction, job level, status and income) they may try to make up for it,
or compensate, by developing a more positive experience off or outside
of the job. Part of this more positive experience may be expressed in
terms of leisure and recreational pursuits and participation in clubs,
etc. Therefore, individuals who do not experience feelings of job
satisfaction, or feelings of "producing'" on the job may compensate by

being active and "producing" in non-work related activities off the job,
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e.g. by joining clubs, engaging in sports, etc. Hence, time spent away
from the job may be critical to the well being of the individuals, as
well as to maintaining attendance and performance on the job.

This research, as well as other related areas of research such as
task design research, maintains that the non-task environment (leisure,
vacation time) is related to worker responses such as job satisfaction,
performance, etc. (Pierce and Dunham, 1976). So, these perspectives on
work and leisure--supporting different signs in the relationship and dif-
ferent directions of causation--provide some impetus for continuing the
research and clarifying the relationship between the two, especially in
terms of vacations (as a form of leisure) and performance and attendance
(an integral part of work). Furthermore, it is believed that both
theories suffer from inherent measurement problems: i.e. in particular
in measuring non-work experiences. Typically, non-work experiences are
reflected in activities such as membership in clubs, participating in
sports, community involvement, etc. So, when there is no evidence of
such activities, non-work experiences are considered to be negative.
But, non-work experiences are really quite vast, and other types of
activities not typically investigated (e.g. gardening, reading, travel-
ling--indeed using vacation time) may reflect more positive experiences
than those projected or reported. In addition, other individual factors
such as age, education, marital status, number of children, may affect
the work-leisure relationship. For example, individuals who are con-
tinuing their education in the evening, or individuals who have several
children may not engage in certain activities during that period in
their lives because of financial, time, or other constratints, etc.
Similarly, individuals who travel frequently (especially when required

by their job), or who take short trips to visit family and friends, or
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to enrich their cultural lives, also may not be available to participate

in community activities and so may not be perceived as ''well integrated
into the community." Again, these circumstances should not be perceived
as negative to their non-working lives: instead such activities may
actually be very healthy and positive.

In light of these considerations, and with respect to other possible
limitations peculiar to both theories, it is believed that the arguments
for the spillover effect are stronger and more convincing, and should
be applied to this research. In particular, most experts on work and
leisure favor this hypothesis, especially on the premise that work is
basic to life, serving two basic functions: an economic function--pro-
ducing goods and services for the perpetuation of society, and a social
function--setting standards, determining status, and generating life-
styles. Hence, work greatly affects, influences, if not determines,
the quality and quantity of life. In addition, more recent investiga-
tions of the more recent concept regarding the relationship between
quality of working life and quality of life maintain that, ideologically,
they are one and the same, i.e. that quality of working life is quality
of 1life (Nosow, 1981). Such beliefs, arguments, and findings lend them-
selves to additional investigatioms.

Consequently, applying the spillover hypothesis to this study, it is
expected that individuals who have a positive work experience (job satis-
faction, effective job performance and attendance, respectable job level,
status and income) may have a positive leisure experience (actively
engaging in recreation, social activities, and, in particular, in fully
utilizing allotted vacation time). Under these conditions, it is pre-
dicted that the use of vacation time (leisure) is positively related to

job performance (work), and negatively related to absenteeism.
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Theories and Hypotheses of Individual Differences and Employee Responses

Theories on individual differences maintain that certain individual
characteristics, e.g. age, belief in the ideals of the Protestant Work
Ethic, vulnerability to stress, Type A behavior, etc., may affect or be
related to certain individual responses or reactions to a job, e.g. job
satisfaction, job involvement, absenteeism or job performance. A review
of the literature on these theories of individual differences (White,
1977) indicates that numerous studies, which incorporate different
designs and examine different independent, dependent and moderating
variables, have been conducted by several different researchers; yet
there is a lack of consistency in the results., Of particular interest
are the following studies and areas of research on individual differences
and employee responses which provide a framework for this study of the
relationship between managerial vacation practices and managerial per-

formance and absenteeism.

Protestant Work Ethic (PWE)

A number of studies have been conducted on the belief in the Protes-
tant Work Ethic--as an individual characteristic and as a potential mod-
erator--in relation to employee responses. Belief in the ideals of the
PWE is characterized by a belief in the intrinsic value of hard work:
individuals feel they are responsible for their own destiny, and accep-
tance into heaven depends on hard work on this mortal earth. Hulin and
Blood (1968) studied the effects of this characteristic on employee
reactions by measuring PWE in terms of alienation from middle class norms.
Their results show that the strength of belief in the PWE does affect,
in particular, reactions to job enlargement. That is, those with a
strong belief in the PWE adopt stronger middle class values, experience

less alienation, and react positively to job enlargement. Since this
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study, more reliable measures of PWE have been developed (Blood, 1969;
Wollack, Goodale and Wijting, 1971). And, additional studies have been
conducted to determine the effects of PWE on other employee responses.
In particular, Wanous (1974) finds some support for the effects of PWE
as a potential moderator in influencing job satisfaction. Merrens and
Garrett (1975), in examining job performance of high (strong PWE beliefs)
and low (weak beliefs) PWE groups, maintain that individuals with a
stronger belief in the PWE are better job performers. Finally, Greenberg
(1977) confirms these findings in his study, concluding that PWE and out-
put (performance) are positively and directly related.

Consequently, for this study, PWE has been selected as a potential
moderator which influences the relationship between managerial vacation
practices and managerial performance and absenteeism. More specifically,
individuals who have a strong belief in the PWE feel that hard work is
rewarding itself and that effective job performance and attendance has
built in intrinsic rewards. As a result, extrinsic rewards are not
needed or valued in order to maintain or enhance job performance or
attendance. As extrinsic outcomes in this study are expressed in terms
of vacations, it is expected that individuals with a strong belief in
the PWE will not value vacations or need to use a large portion of
their allotted vacation time in order to maintain or improve perform-
ance or attendance. Under these conditions, it is predicted that vaca-
tions and performance are negatively related; while vacations and absen-
teeism are positively related.

In contrast, individuals who have a weak belief in the PWE feel
hard work and performance in a job is not (or less) rewarding intrinsi-
cally. As a result, they may search for and value extrinsic rewards.

So, individuals with a weak belief in the PWE may value vacations (as
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this extrinsic reward) and may need to use a greater portion of their
allotted vacation time in order to maintain or improve job performance

or attendance. Under these conditions, it is predicted that the rela-

tionship between vacations and performance is positive, while the rela

tionship between vacations and absenteeism is expected to be negative.

Personality Theory: Type A Behavior

Studies on Type A behavior characterize the Type A personality as a
"workaholic'": an individual who spends an excessive amount of time on
job-related rather than on non-job-related activities. Accompanying
characteristics of the Type A personality include perpetual motion, aggre-
siveness, competition, time urgency, relaxation guilt, materialism, and
evaluating activities in terms of numbers, etc. The classic study on
Type A behavior (Friedman and Rosenman, 1974) maintains that individuals
behave, or respond, to life by working. They thrive on work, rather than

' and prefer to spend more time on the "job"

on relaxation or "play,'
rather than off the "job."

The characteristics of this Type A personality can be investigated,
further, in this study of the relationship between managerial vacation
practices and job performance and absenteeism. More specifically, indi-
viduals who are classified as Type A personalities cope with life and its
pressures by "working." It is believed that the Type A workaholic pre-
fers to work hard and complete a job; these individuals would see taking
time off (especially in terms of vacation) as a waste of time, an inter-
ference with work, and possibly even a threat to performance. Indeed,
forced leisure may be more stressful and create more conflict than no
vacation at all. So, it is expected that individuals who are character-

ized as Type A personalities would not want to take vacations (and would

use less of their allotted vacation time) in order to maintain a high
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level of work and job performance and attendance. Under these conditions,
it is predicted that the relationship between vacations (time spent
away from work) and performance (time spent at work) is negative; while
the relationship between vacations and absenteeism is predicted to be
positive.

In contrast, individuals who are not classified as Type A workaholics
may prefer to spend relatively more time away from the job, and less time
on the job. It is expected these individuals would see taking time off
(especially using a large portion of their allotted vacation time) as
rewarding and as necessary for maintaining or improving performance and
attendance. Under these conditions, it is predicted that the relation-
ship between vacations and performance is positive, while the relation-

ship between vacations and absenteeism is negative.

Vulnerability to Stress

Literature on occupational stress, both popular and academic, theo-
retical and empirical, deals primarily with both the specific and job-
related aspects of certain occupations and work environments that create
pressure and stress, and the coping behaviors for dealing with the stress
(Cooper and Payne, 1980). In particular, many occupations or jobs place
pressure on individuals. And, many organizations cultivate stress
because of the traditional hierarchical nature of organizations, competi-
tion for scarce rewards, and role conflict. In response, individuals
develop coping behaviors for responding to stress in order to survive,
i.e. to maintain effective, or at least acceptable, job performance.
Mechanisms for coping withstress are derived fromstudies in the fields of
psychiatry and behavioral medicine, and clinical and organizational psy-
chology, etc., and include such strategies as increasing self-awareness,

diverting attention, taking drugs, relaxing, exercising, engaging in
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leisure, and taking vacations. Of particular interest is this last men-
tioned coping strategy, the taking of vacations and holiday time, which
has been cited as an effective way to deal with stress. Some of these
studies and strategies which encourage use of vacation time, though more
descriptive than empirical, are identified in the following: Richard
Walsh (1975) suggests that individuals who feel stress and pressure pro-
bably are overworked and overdriven (in both job-related and non-job-
related activities). So, he recommends that individuals take time off to
recharge the battery as taking needed time off will help restore or main-
tain performance. Auren Uris (1972) identifies a number of ways to ease
job pressures, and cites taking a vacation as a critical activity for
dealing with stress. Marks and Banack (1977) recommend relaxation,
recreation, and, in particular, taking vacations to prevent performance
deterioration. Harvey Shore (1975) describes prevention and cures for
employee absenteeism which, in time, destroys job performance. He
suggests that organizations should develop more cafeteria-type benefit
plans; i.e. giving employees a choice in the form and timing of rewards
in exchange for performance. He believes that by allowing individuals
to incorporate rewards which are desired and valued, individual exper-
iences on the job (such as satisfaction and performance) may be more
positive. Shore further suggests that allowing greater flexibility
in vacation time and schedules may be one aspect of the plan; when
valued by the individual, it will promote and possibly enhance job per-
formance. Finally, Barbara Cohen (1981) claims that many organizations
- are recognizing the problems of stress and burnout and are reacting
by recommending that employees be given and take more time off. These,
and other leisure-time experts, believe that vacations are essential in

creating a well-balanced life, and that vacation time helps make work
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during the rest of the year, if not enjoyable, at least bearable.

The preceding research, though primarily prescriptive, does suggest
that vacations may have some type of effect on job performance and
attendance. Empirical credibility may be added to these prescriptions
by the proposed study of the relationship between managerial vacation
practices and performance and absenteeism. More specifically, indivi-
duals who experience excessive job-related pressures, or who are more
vulnerable to stress, in general, may need to take time off, either to
remove themselves from the stressful situation, or merely to serve as
the coping mechanism--e.g. to recharge the battery. Time off, in this
study, is expressed in terms of vacation time. So, individuals who are
more vulnerable to stress may need and use a greater proportion of their
allotted vacation time in order to cope with stress, maintain, and pos-
sibly enhance performance and minimize absenteeism. Under these condi-
tions, it is predicted vacation practices are positively related to per-
formance and negatively related to absenteeism.

In contrast, individuals who experience less job-related pressure,
or who are less vulnerable to stress, in general, may feel less of a
need to take time off. Their situations are less stressful, so coping
mechanisms are not so critical. Those who are less vulnerable to stress
can maintain effective performance without having to rely on time off
(e.g. absenteeism) or without having or wanting to use a large proportion
of their allotted vacation time. Under these conditions, it is pre-
dicted that vacation practices are negatively related to performance,
and positively related to absenteeism.

However, further justification of these expected relationships is
warranted. The predictions cited above are based on those variables

of stress (especially vulnerability to stress) explored in this study.
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But, other variables, which do not lend themselves easily to exploration
and which have not been investigated comprehensively here, may generate
some different predictions. For example, the issue of choice regarding
alternative coping mechanisms--especially voluntary versus involuntary
coping mechanisms--may affect the results. In particular, individuals
who are more vulnerable to stress may want to use more vacation time
(a voluntary coping mechanism) but the boss, company or circumstances
may not encourage or permit taking a vacation at a particular point in
time. As a result, alternative coping mechanisms (more involuntary)
may be substituted to cope temporarily with stress and maintain job
performance (and attendance). So, under certain conditions of stress,
an individual may perform effectively and not use a large proportion of
allotted vacation time--suggesting a different kind of negative relation-
ship than what is explored in this study.

Furthermore, this negative relationship also may be explained from
another perspective, i.e. the impact of taking vacations as a "life
event." More specifically, Holmes and Rahe (1967) conducted a survey
to determine how long it takes to readjust to changes in typical life
events such as marriage, divorce, job changes, etc. From the results,
they developed a social readjustment scale in which certain typical 1life
events were identified as stress-inducing, and which were arranged in
descending order with corresponding points representing levels of stress.
One event ranked on the scale is the taking of vacations. A number of
explanations can be offered for citing vacations as a stress-inducing
event. Many individuals find that too much effort is required, or too
much compromising is involved, in the planning or taking of vacations--
whether for making arrangements for job coverage while away, or for

deciding what to do, where to travel, etc. Other individuals may feel
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some guilt in taking a vacation or planning a trip (which may involve

too much time planning, too much money and questions about whether or

not they deserve it). Still, others may feel that with all of the effort,
the vacation may not turn out as planned, or indeed, may be a disappoint-
ment and not worth it (Rosenblatt, 1982). This may be true especially if
the period of allotted time to settle into and enjoy the vacation is
minimal, e.g. only one week. Finally, some individuals may find that
after a vacation it is difficult to get back to work; job performance

may deteriorate because the cycle of work is broken. (Explanations for
this may be derived indirectly from theories of learning, esepcially with
regard to the concept of extinction).

These reactions indicate, therefore, that stress can take many
forms: as a function of the job, the individual, or as a function of
non-job-related aspects such as vacations as stress-inducing themselves.
These different forms have not been consistently measured in this study,
nor have they been examined in relation to performance or absenteeism.
However, certain items in the survey developed for this study do provide
some insight into these perspectives, and their results are reported and
discussed with the descriptive results in Appendix B. Hence, the des-
criptive, as well as the theoretical, results indicate, further, the
importance of stress in organizations, and its effects on coping mechan-

isms (in particular, use of vacation time), performance and absenteeism.

Age

Miscellaneous research and literature, especially in the social
sciences, highlight the changes taking place in social and work values
and attitudes of twentieth-century society. This research, though not
always empirically based, projects the emergence of a new breed of

employees who hold values and beliefs that deviate from traditional views,
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i.e. expressed in a heightened concern for non-job-related (rather than
job-related) aspects of life. Furthermore, recent quality of work life
and quality of life issues reflect, among other things, greater emphasis
on leisure, recreation, and time spent off (rather than on) the job.
These attitudes are reflected in the results of a survey conducted in
1977 (Yankelovich, 1979) which found that when work was compared to
leisure as a source of greater satisfaction, only 21 percent selected
work as being of more importance. (In contrast, a much larger percentage
of those holding traditional views would have made a similar choice).
These changes are reflected, also, in other societies. For example,
the results of a survey conducted in Sweden in 1955 indicated that work
was cited more often than leisure as a source of satisfaction in 1life.
But, when the same questions were asked in 1977, responses indicated
that dedication to leisure had more than doubled, while dedication to
work had been cut in half (Zetterberg, Busch and De Uham, 1977). There-
fore, work psychologists in Europe (De Wolff, Shimmin and De Montmollin,
1981), as well as theorists on work and leisure (Parker, 1971), maintain
that the future of work will have to address these demands of a more
leisure oriented, and less work oriented, society.

Results from a more recent survey conducted by the National Commis-
sion for Employment Policy (World of Work Report, 1980) further confirms
this changing orientation. Responding to items regarding reward prefer-
ences, the majority of individuals chose time away from work (provided
they could choose the particular form of free time) as more important
than future pay raises. In particular, the majority were willing to
give up 2 percent of their current pay for time off, and approximately
25 percent were willing to give up as much as 10 percent or more of their

pay. Furthermore, respondents expressed a greater interest in extended
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periods of time off (longer vacations or sabbaticals) rather than in
shorter periods of time off (reduced work days or work weeks).

This interest in leisure time and the extent to which individuals
work fewer hours to enjoy more leisure has been grounded in traditional
labor economic theories. More specifically, the theories analyze the
relationship between the income effect (the extent to which individuals
consume more leisure time by working fewer hours) and the substitution
effect (the extent to which individuals consume less leisure time and
work more hours as a substitute). Which effect offsets the other depends
on individual preferences for leisure versus income, i.e. working more
hours which may increase income (Bellante and Jackson, 1979; Rima, 1981;
Samuelson, 1967). Therefore, this previously cited trend toward con-
suming more leisure may provide additional insight into, or understanding
of, individual differences or preferences which affect the relationship.
Indeed, the baby boomers moving into middle age indicates that this new
group may place different demands which will have to be met by organiza-
tions in order to enhance the match between jobs and job seekers. It is
possible that these demands may include other types of rewards, e.g.
extra vacations (Drucker, 1985). These changes in social and work values
reflect a growing interest in life outside of the job, and signal the
arrival of a new breed of employees.

However, there is an absence of more direct research on this new
breed--specifically on younger versus older employees--and on the respec-
tive attitudes and values they have adopted with regard to life outside
the job--specifically in the form of leisure or vacation practices.

But, one study on the relationship between age and a particular attitude
or value, belief in the PWE, produces some indirect implications. 1In

testing the attitudes of older and younger individuals, Cherrington
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(1977) found that older workers clearly have a stronger belief in the
PWE--the intrinsic rewards of hard work--than younger individuals.
Generalizing from these results, and from results of studies on PWE
described earlier, this could reflect a shift in emphasis to different
types of rewards, i.e. from intrinsic rewards (such as hard work itself)
to more extrinsic rewards (such as vacations). It could be interpreted
that younger individuals do hold attitudes and values which are different
from those traditionally held by older individuals. So, more clearly
identifying the changes and describing the differences provides impetus
for further investigations.

Consequently, the present study moves in this direction by examining
older and younger workers and their corresponding values and attitudes
toward leisure and life outside the job, and, in particular, their atti-
tudes toward vacations. It is believed this new breed of employees is
younger, place higher value on leisure than on work, and see sources of
satisfaction more frequently derived from life outside of (rather than
on) the job. They are more concerned about leisure (health, recreation,
minimizing stress, etc.) and more often are committed to family, friends,
and life, in general, outside of the job. They may desire or need more
time off the job (vacations) in order to spend more time on non-work
related aspects of life. Fulfillment of time off the job may also pro-
vide for (or spillover into) fulfillment of time on the job, i.e. indi-
viduals may desire and need vacation time off the job in order to main-
tain or improve performance and attendance on the job. Under these con-
ditions, it is predicted that vacation practices are positively related
to performance and negatively related to absenteeism.

In contrast, it is believed that individuals of the older breed

place higher values on work than on leisure, and see sources of
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satisfaction more frequently derived from the job (rather than outside of
the job). These individuals are less concerned about health, exercise
and leisure, and may be less committed to family, friends, or life, in
general, outside of the job. So, they may compensate by spending more
time on the job. These individuals may have more desire to work and
less desire or need to take time off. Taking vacations would only inter-
fere with time that could be spent performing on the job. Under these
conditions, when individuals are older--possibly reflecting more tradi-
tional values toward work--it is predicted that the relationship between
vacation practices and performance is negative, and between vacation prac-

tices and absenteeism is positive.

Summary

The variables, relationships and predictions of the studies and
research reviewed above provide guidelines and impetus for conducting
further studies--such as the study of the relationship between managerial
vacation practices and managerial performance and absenteeism--to develop
similar or alternative predictions and results. Table 2-1 presents a
summary list of the theories and theoretical hypotheses reviewed in
this research, as well as a corresponding list of hypotheses and propo-
sitions generated from such theories for this study. These predictions,
hypotheses and propositions, explored in the context of the research

design, are presented and described more specifically in Chapter Three.
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TABLE 2-1

Literature Reviewed in the Study of the Relationship Between
Managerial Vacation Practices and Managerial Performance and Absenteeism

Theories and Theoretical Hypotheses and Propositions
Hypotheses Reviewed Generated*
Performance and Reward Theories General Hypothesis
Expectancy Theory of Motivation (VIE) P6 of Sub-hypothesis
Equity Theory of Motivation P1 of Sub-hypothesis
Theories and Theoretical Hypotheses of P5 of Sub-hypothesis
Absenteeism (and Job Compatibility)
Theories and Theoretical Hypotheses of P8 of Sub-hypothesis
Work and Leisure
Theories and Theoretical Hypotheses of
Individual Differences and Employee
Responses:
Protestant Work Ethic P2 of Sub-hypothesis
Personality: Type A Behavior P3 of Sub-hypothesis
Vulnerability to Stress P7 of Sub-hypothesis
Age P4 of Sub-hypothesis

*The General Hypothesis and the eight propositions of the Sub-hypothesis
are presented and described in more detail in Chapter Three.



CHAPTER THREE

RESEARCH DESIGN AND HYPOTHESES

Managerial vacation practices in relation to managerial performance
and absenteeism can be explored and explained if one can measure the
major variables in the relationship.

Alternative measures of managerial performance and absenteeism have
been produced, usually in terms of individual performance evaluations,
performance potential, promotability, productivity or incidences of
absenteeism, etc. Yet, no particular measure consistently stands out as
most representative of managerial performance or absenteeism.

Similarly, descriptions of vacation patterns and practices have been
documented and discussed, usually in terms of the kinds of vacations
that are, or should be, taken by individuals in different occupations
and job levels. But, no particular vacation pattern or practice has
been isolated or investigated as most peculiar to, or representative of,
managerial employees.

As a consequence, there has been no research which directly inves-
tigates if, indeed, there is a relationship between the variables.
Studying the interaction of vacation practices with performance and
absenteeism requires recognition of the several factors and conditions
involved in the relationship. More specifically, there are different
variables to be identified and described, e.g. vacation behavior, per-
formance behavior, and attendance (or absenteeism) behavior; different
measures to be introduced, e.g. actual and perceptual; different results

36
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to be explained, e.g. qualitative and quantitative; as well as different
time periods to be considered, e.g. past or typical behavior, current
behavior, and expected or future desired behavior. Furthermore, one must
recognize that the interaction may be more complex than anticipated,
i.e. there may be a unique set of factors or conditions, e.g. individual,
job or organizational characteristics, which ultimately affects or
determines the specific relationship.

In developing a research strategy for the present study, there is
an attempt first: to acknowledge these issues--that there are different
factors involved in the study of vacation practices in relation to per-
formance and absenteeism (and all may not be included in the study), and
that the interaction may be rather complex (and may not be completely
understood in the analyses); and second: to select, given the limita-
tions of field survey research, a realistic research design which is
believed to enable an adequate evaluation (though maybe not the most
comprehensive evaluation) of the relationship. The present research,
therefore, is designed in light of these considerations. More specifi-
cally, the purpose of this research is: 1) to explore and describe
vacation practices (reflected by the amount of allotted vacation time
used per year) as well as vacation patterns (reflected by the length
and frequency of vacations, time of year and reasons why vacations are
taken, etc.--which are judged to be appropriate measures for this study),
and 2) to explain the relationship of certain vacation practices to
performance and absenteeism (reflected by performance evaluations, per-
formance potential, promotability and incidences of absenteeism--which
are measures typically investigated and which are also judged to be
appropriate for this research). The unit of analysis is the individual,

and the study is a cross-sectional study involving a pre-determined
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group of individuals in a pre-determined setting, where data are collected
by administering a survey at one point in time. The motivation for the
research is to test portions of comprehensive theories and limited theo-
retical and prescriptive hypotheses. It is felt that the obvious limita-
tions in the design (e.g. threats to validity, social desirability of
responses, problems with operationalization of variables and scale con-
struction, as well as constraints regarding statistical and logical
analyses, etc.) are inherent in research strategies such as this (Babbie;
1979); and it is expected that such limitations cannot be resolved in
this research context. So, this research design has been adopted to
enable the study of vacation practices in relation to performance and
absenteeism, and to provide a test of the following General Hypothesis
and Sub-Hypothesis:

‘GENERAL HYPOTHESIS - There is a direct positive

relationship between managerial vacation prac-

tices and managerial performance; and, there is

a direct negative relationship between managerial

vacation practices and managerial absenteeism.

It is predicted that individuals who perform at high levels and have

a low incidence of absenteeism use more of their allotted vacation time;
and individuals who perform at low levels and have a high incidence of

absenteeism use less of their allotted vacation time.

+ -
Performance ——— Vacations ——— Absenteeism

However, it is also felt that a number of factors or conditions may have
an effect on the strength of the positive relationship between vacation

practices and performance, and on the strength of the negative
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relationship between vacation practices and absenteeism. In recognition
of this, the following Sub-Hypothesis was developed:

' SUB-HYPOTHESIS - There are specific factors or

conditions, determined by individual, job and

organizational characteristics which affect the

relationship between managerial vacation prac-

tices and managerial performance and absenteeism,

i.e. which determine when managerial vacation

practices and performance are positively related

(or tend to form a more positive relationship)

and when they are less positively related (or

tend to form a more negative relationship), or

which determine when managerial vacation prac-

tices and absenteeism are negatively related

(or tend to form a more negative relationship)

and when they are less negatively related (or

tend to form a more positive relationship).1

It is predicted that the relationship between managerial vacation

practices and performance is positive (or tends to form a more positive
than negative relationship) and the relationship between vacation prac-
tices and absenteeism is negative (or tends to form a more negative
than positive relationship) when the following factors or conditions

are strong, or evident to a high degree; individuals: 1) value and

1The analyses and results of this Sub-Hypothesis are discussed
in more relative terms, i.e. positive results reflect results which
show support for a positive relationship or which reflect a more positive
than negative relationship; negative results reflect results which show
less support for a positive relationship or which reflect a more nega-
tive relationship. Therefore, certain conditions support or strengthen
the positive form of the relationship; while other conditions support or
strengthen the negative form of the relationship.
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enjoy vacations, 2) are vulnerable to stress, and 3) occupy high job
levels. However, the relationship between managerial vacation practices
and performance is less positive (or tends to form a more negative than
positive relationship) and the relationship between managerial vacation
practices and absenteeism is less negative (or tends to form a more
positive than negative relationship) when a different set of factors or
conditions are strong, or evident to a high degree; individuals: 1)
feel that the vacation time allotted and the opportunities to use the
time are fair, 2) believe in the ideals of the Protestant Work Ethic,
3) exhibit Type A behavior, 4) are older, and 5) are compatible with
their jobs. Based on these factors, this Sub-Hypothesis is divided into
the following eight propositions:
P1 - The relationship between managerial vacation

practices and managerial performance and

absenteeism is affected by the extent to

which an individual feels that the vacation

time allotted and the opportunities to use

the vacation allotment are fair (i.e. deter-

mined equitable when compared to the vacation

time and opportunities allotted to other

employees or groups of employees either

within or outside of the organization.)

It is predicted that individuals who feel

they have fair vacation time and opportunity

perform at high levels and have a low inci-

dence of absenteeism when they use less of

their allotted vacation time; individuals

who feel they do not have fair vacation
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time and opportunity perform at high levels
and have a low incidence of absenteeism
when they use more of their allotted
vacation time:

> Felt-Fair

- +
Performance — 3  Vacations —_——— Absenteeism

< Felt-Fair

P2 - The relationship between managerial vaca-
tion practices and managerial performance
and absenteeism is affected by the degree
to which an individual believes in the
ideals of the Protestant Work Ethic (PWE).
It is predicted that individuals who have
a strong belief in the ideals of PWE
perform at high levels and have a low
incidence of absenteeism when they use
less of their allotted vacation time;
individuals who have a weak belief in
the ideals of the PWE perform at high
levels and have a low incidence of
absenteeism when they use more of their
allotted vacation time:

>PWE

- +
Performance ———— Vacations ———— Absenteeism

< PWE
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