Model Attendance Management Procedure
Policy Statement

This policy sets out our procedure for reporting sickness absence and tells you how we will manage absence in a fair and consistent way in order to maintain effective staffing levels.
One of our business objectives is to ensure that we maintain high standards of attendance to ensure that everyone benefits – our customers, our employees and our business.  To this end we commit to the following:

· To deal with employees who have medical conditions or injuries in a positive and sympathetic way

· To deal with frequent or prolonged periods of absence in a fair and reasonable manner

· Where it is reasonably practicable to do so, to apply measures to assist absent employees to return to work
This policy and its procedures do not form part of your contract of employment and it may be amended from time to time [in consultation with – insert name of trade union/staff council]*.  Changes will be confirmed to you in writing
Scope of Policy

This policy covers all employees/staff* at all levels and grades in the business including managers, senior managers, trainees, home workers, part time and fixed term employees.  [It does not apply to agency workers and/or self employed contractors.]*  
OR 

This policy and its procedures have been agreed in consultation with [insert name of trade union or staff council] and apply to all employees regardless of status or length of service.  [It does not apply to agency workers and/or self employed contractors.]*

[OPTIONAL - Subject to the company’s obligations towards employees with disabilities, the Attendance Review Procedure and its formal stages of action will not apply during probationary periods.]*

Disabilities

Where sickness absence arises as a result of a disability we recognise that consideration will need to be given to any reasonable adjustments that can be made to assist with an employee’s rehabilitation and, where appropriate, to provide on going practical support at work.

If you believe that you are affected by a disability, or any other medical condition that may affect your ability to carry out your work, you should inform [insert details of relevant person or line manager]*.

Absence Reporting Procedures

If you are unable to attend work because you are ill or have been injured you should telephone [insert details of relevant person] in person as early as possible/or by xx time/no later than [30] minutes after your normal start time* on your first day of absence.  You should state the following details:
· The nature of your illness or injury

· The likely length of your absence from work

· Whether you will be seeking medical advice

· Your contact details

· Any work that may require urgent attention

Alternatively, if because of the nature of your illness you do not wish to contact [insert details of relevant person] you should contact the HR department.  It is not acceptable to send in text messages or messages via colleagues or reception but if you cannot reach [relevant person] it is possible to leave a message with [insert alternative].  

[Optional – If you leave work during your working hours because you feel ill the day will be recorded as a day of sick leave and you must inform your line manager prior to leaving the premises.]

It is our policy to maintain contact with employees who are absent due to sickness or injury and for this reason you should expect to be contacted by your line manager and/or HR department who will want to enquire after your health and be advised of your progress and possible return to work.

 For each consecutive day of absence you must telephone [insert name/job title] with [insert time] of the start of your working day.   This applies during the first five working days of absence and thereafter your line manager will agree with you how often you need to contact the company.  Normally you will be required to make contact on a weekly basis and your [line manager and/or HR manager] may also arrange to visit you at home if the absence continues.
[OPTIONAL: If you are ill or injured during a period of annual leave you may treat the days of incapacity as sickness absence instead of annual leave.  You must still inform [insert name of relevant person] of your incapacity and its likely duration as soon as can even if you are abroad.  You should also still obtain medical evidence of your incapacity and send this to [insert details of contact] as soon as it is obtained (you will not be able to self certify for your absence even if it is for less than 8 days).  A medical certificate is also required if you intend to postpone a pre booked period of leave due to sickness].
Failure to notify the company in accordance with the above procedures is regarded as a breach of company rules and may be dealt with under the disciplinary procedure.   Disciplinary action up to and including dismissal may be applied.

Evidence of Incapacity

For sickness absence seven calendar days or less you must complete a self-certification form which is available from [insert details].

For absences of more then one week you must also obtain a certificate from your GP (a “Fit Note”) stating that your are not fit for work and giving guidance on what, if any, type of work you may be suitable for.  Follow on certificates must be obtained for consecutive periods of absence.   Certificates should be forwarded to your line manager/HR department* as soon as possible and must be provided to cover the whole period of absence.
If you do not provide the relevant certificates, or have any gaps between consecutive absences which are not covered,  the company may be treat the absence as unauthorised and you may not be eligible to receive company sick pay  and/or statutory sick pay.*
We will deduct any over payments of sick pay from the next pay due.

If your doctor indicates on the Fit Note that you “may be fit for work” you should inform your line manager/HR department* immediately.  Arrangements will then be made to discuss with you what may be required to enable you to return to work taking account of your GP’s advice.  If it is not possible or practicable to make arrangements for you to return to work you will remain on sick leave and a date will be set to review the situation.
If the company is concerned about any short absences we may require you to provide a doctor’s certificate for absences of less than 8 days.   Such certificates, sometimes known as “private notes”, must be obtained at your own cost. - OR - We will cover any costs incurred in obtaining this certificate where a receipt is provided.*

Eligibility for Sick Pay

In certain circumstances you will not qualify for company sick pay (and in some cases for SSP) if you fail to observe the following:

· Follow the procedures for notifying us of your absences

· Provide certificates to cover all of your days of absence

· Provide certificates late

· Let your manager know immediately if your doctor has indicated that you may be fit for work

· Co-operate with any adjustments suggested by your doctor/other health professional to facilitate a return to work

· Co-operate in providing further medical information or attending for medical examination
· Keep in touch throughout your period of absence.

Unauthorised Absence and Misconduct

Cases of unauthorised absence or failure to notify us of your absence will be dealt with under our disciplinary procedure.  

Other actions may also amount to misconduct and may lead to separate disciplinary action being taken, for example, falsification of certificates, claiming sick pay whilst not being ill etc.

Returning to Work

In most cases it is not necessary for you to obtain a medical certificate to confirm that you are fit to return to work and you can return to work when your certificate expires.   However in certain circumstances your line manager may request that confirmation is obtained and this will be notified to you separately.

Contact during Sickness Absence

If you are absent on sick leave you can expect to be contacted from time to time by your line manager and/or [insert details] in order to discuss your wellbeing, expected length of continued absence from work and to keep you informed of development and news at work.  Such contact is intended to be supportive and will be kept to a reasonable minimum.   If you have any concerns while absent on sick leave you should feel free to contact your line manager and/or HR Department. *
Medical Examinations

We may at any time ask you to attend for a medical examination by our occupational health provider and/or a doctor nominated by us.*   We may also ask you for permission to seek a medical report from your own GP.  This is to allow us to obtain information about your condition and the way it affects your ability to work as well as ensuring that the company meets its health and safety obligations.  It will also assist the company to make arrangements for your rehabilitation and to provide any temporary or on-going adjustments that may be required.  In some cases information may also be required when making decisions about your future employment.   

It is important that you co-operate with us in obtaining medical reports so that we have the fullest picture possible when considering your case.  Failure to do so may result in us making decisions on the basis of very limited information and may result in you not being eligible for company sick pay.

Return to Work Interviews

All employees are required to attend a return to work interview on the day they actually return to work after a period of sickness absence or on another day if agreed with your line manager.  The purpose of the interview will be to discuss the reason for your absence and to establish that there are no underlying problems which are causing your absence or may cause absence in the future.  It will also be a time for you to be up dated about what has been happening in the workplace during your absence and an opportunity for you to raise any concerns or questions you may have.
The meeting will be recorded on a Return to Work Form and kept in your personnel file.  These meetings are not disciplinary and do not form part of the formal procedure detailed below.  [OPTIONAL The return to work form also serves as the company’s self certificate form and must therefore be completed in order to qualify for company sick pay/SSP].

If you return to work before the expiry of your medical certificate or you believe you have an underlying condition, your line manager may discuss with you your fitness to return to work and may refer you to occupational health for assessment.

In exceptional circumstances, if you would prefer not to discuss the reasons for your absence with your line manager you may discuss this instead with the HR Manager/other nominated manager*.

If you have received a fit note from your doctor which indicates that you “may be fit for work” a return to work interview will be set up for you at which we can discuss any measures that may be needed to facilitate your return to work taking account of your doctor’s advice.

Attendance Review Procedure
We recognise that employees are sometimes too ill to attend work and will need to time off work to recuperate.  However frequent or prolonged absences cannot be sustained indefinitely and we may apply this procedure when we consider it necessary such as

· When you have been absent due to illness on [insert number] of occasions [in the preceding [12]* months]* OR where you have accumulated a Bradford Factor score in excess of the trigger levels establish by the company**

· When matters have been raised at a return to work interview that require investigation

· When you have been absent following any formal cautions

· When your absence levels or pattern of absences are a cause for concern.
Review Procedure

The following stages will be followed when reviewing absence although the company reserves the right to enter the process at any stage depending on the level of absence under review.

· First stage – informal counselling

· Second stage – first attendance improvement notice

· Third stage – final attendance improvement notice

· Final stage – dismissal

As an alternative to dismissal we may also offer you, where available, alternative work which may involve a transfer or demotion or change of working hours/patterns.
Prior to any action being taken, with the exception of informal counselling, we will hold an absence review meeting and will send you written notification of the date, time and place of the meeting.  We will also provide you will any information concerning your absences, including a copy of your attendance record.   You will be given a reasonable time to consider any information we provide to you.

The meeting will normally be conducted by your line manager with a member of HR present [or another company witness].  You have the right to accompanied at the meeting by a work colleague or trade union official.

You must take all reasonable steps to attend the meeting as failure to do so may be treated as a disciplinary matter.  If you or your companion is unable to attend you should inform your line manager immediately to arrange an alternative time.

If appropriate the meeting may be adjourned to allow us to obtain relevant medical information or other documentation.  

At the end of the meeting you will be informed as to what formal action, if any, is to be taken and for how long the improvement notice will last as well as the date for any review.  You will also be informed of your right of appeal against the decision.  This decision will be confirmed to you in writing. 
Absence Review Trigger Points

In order to ensure that employees who have occasions of absence are dealt with in a fair and consistent way the company uses a system of trigger points to identify unacceptable absence records which are to be reviewed.  However we reserve the right to review any level or pattern of absence which is a cause for concern.  Trigger levels may also be changed from time to time and trigger levels should not be seen as an entitlement to absences up to that level.

Stage one - informal counselling

If your absence is a cause for concern you will be invited to attend an informal counselling session to discuss your attendance record and the impact that it is having on your department and the business overall.  You will be given the opportunity to explain your absences and to put forward any relevant information that you feel we should consider.  Where possible we will offer you support or assistance to help you achieve a higher level of attendance.  However if your attendance fails to improve you will be advised that we will use the next formal stages of the process.

Counselling sessions may be repeated on more than one occasion prior to formal action being taken, depending on the level and nature of the absences.

Stage two – first attendance improvement notice

If your attendance does not improve sufficiently or deteriorates following counselling and reaches the level of [INSERT NUMER] working days or [INSERT NUMBER] or more occasions of absence during a rolling period of [INSERT NUMBER] months [OR your Bradford Factor Score exceeds [detail score]] we will invite you to a formal attendance review meeting when the following will be considered:

· The reasons for your absences

· The likelihood of the absences recurring

· Whether medical advice should be sought

· Whether any measures may be implemented to improve your attendance

· A time scale for review and/or a further meeting.
At the end of the meeting you may be issued with a formal attendance review notice which will outline to you the nature of the absence which is causing concern and the timescale in which improvement is expected.    You will also be advised of the consequences of not improving your attendance and given the right to appeal.  Notices issued at stage two will normally last for [INSERT NUMBER] months but may be extended, for example, where the employee has a record of being issued with previous notices.

Stage three – final attendance improvement notice

If your attendance does not improve sufficiently or deteriorates during the currency of your stage two notice [OR your Bradford Factor Score exceeds [detail score]] we will invite you to a final attendance review meeting where the following will be considered:
· The reasons for your further absences

· The likelihood of the absences recurring

· Whether medical advice should be sought

· Whether any measures may be implemented to improve your attendance

· Whether any alternative jobs are available that should be considered 

· A time scale for review and/or a further meeting.
At the end of the meeting you may be issued with a final attendance review notice which will outline to you the nature of the absence which is causing concern and the timescale in which improvement is expected.    You will also be advised of the consequences, including possible dismissal, of not improving your attendance and given the right to appeal.  Notices issued at stage three will normally last for [INSERT NUMBER] months.

Final Stage – Dismissal

Where you have been given notice that you are at risk of dismissal due to a continuing decline or lack of improvement or your absence shows an overall unacceptable pattern we may invite you to a meeting under the final stage of this procedure.  

You will be invited to attend a meeting the purpose of which is as follows:

· To review the meetings that have taken place and matters discussed with you

· To review medical evidence or to consider if medical evidence is required.

· To consider any further matters that you wish to raise

· To consider whether there is a reasonable likelihood of you being able to achieve the desired level of attendance in a reasonable time
· To consider whether you could remain in your job, in view of your capabilities and our business needs, and whether any adjustments can reasonably be made to your job to enable you to do so

· To consider the possible termination of your employment

· To consider, as an alternative to dismissal, whether you may be redeployed into another vacant position or alternative work pattern which may assist raising your attendance levels

If, taking all matters into consideration, the company do not believe that you will be capable of providing an acceptable level of attendance a decision will be made to terminate your contract with notice.  You will be informed of your right of appeal.

Appeals

You may appeal against the outcome of stage 2, stage 3 and dismissal by writing to [insert name, position] stating the full grounds of your appeal within [INSERT NUMBER] days of the date on which the decision was given to you.

Where practicable, the appeal will be held by a senior manager not previously involved in the above procedure.  You have the right to be accompanied at the meeting by a work colleague or trade union official.  

Depending on the grounds of appeal the appeal hearing may take the form of a complete rehearing or a review of the original decision.  Any new evidence obtained should be sent into the company prior to the meeting being held.  The final outcome of the appeal will be notified to you in writing. There is no further right of appeal after this stage.

Long Term Sickness Absence

For some employees who have a medical condition or injury that is preventing them from working on a continuing basis the following procedure will apply.

We will work with employees to try and rehabilitate them back into work wherever possible as research shows that the longer an employee is away from work the less likely they are to return.  Employees are therefore expected to co-operate with us in managing their absence.  Failure to do so may mean that you do not qualify for company sick pay and your prospects of continued employment will be jeopardised.
The steps we will take include

· Monitoring your absence and reviewing progress periodically

· Maintaining regular contact with you which may take the form of telephone calls, face to face meetings at appropriate venues (including home visits with your agreement)

· Seeking medical reports from our occupational health provider and/or from your GP and/or a specialist who may be dealing with your case and/or any other health professional appointed by us

· Working with you to consider any measures, such as adapting your job, that may be implemented to assist your return to work

· Reviewing measures taken [OPTIONAL and consulting, where appropriate, with specialist advice sources which may assist]
· Exploring alternative work options that may better suit the needs of the individual and the business.  In this situation we cannot guarantee that alternatives will match the terms and conditions of the current job held by the employee and new positions/work patterns may carry less favourable terms.

Unfortunately, despite all the measures we can take, there are occasions when the likelihood of an employee returning to work is low or when the work they can perform is so limited as to be untenable as a meaningful position.  In this situation we will invite you to a formal meeting to consider whether your employment should continue or not.
Having considered all the available evidence, including medical advice, the likely success of any measures that could be taken and the needs of the business, we may decide to terminate your employment on the grounds of capability.  [OPTIONAL If this is the case consideration will also be given to alternatives such as retirement on the grounds of ill health or transferring to the company’s permanent health insurance plan.]

*amend or delete as required

Items in square brackets are usually optional or need amending to reflect your company’s practices
