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Introduction

Absence from work constitutes a significant cost for most employers.  In many cases wages continue to be paid, whilst the employee concerned makes no contribution in terms of productivity to the organisation.

There are also a number of indirect costs of absence:

· Work disruption within the Unit.

· Reduced productivity as work is carried out by less experienced or tired staff.

· Effect of quality

· Loss of management time in rescheduling of staff.

· Increased requirement for supervising replacement staff.

· The cost of administering the sick pay scheme.

· Overtime payments.

· Reduced morale of employees who have to cover for absent colleagues- this can also lead to increased labour turnover.

The cost to the Company in sickness payments, plus the cost of paying benefits such as insurance and pensions for absentees, along with the cost of overtime payments to part time and full time staff who cover for absent employees, runs to hundreds of thousands of pounds.  It can be appreciated therefore that absence management makes good business sense.

Absence can never be completely eliminated; there will always be a certain level of sickness, along with other types of absence- holidays, maternity leave, public duties etc.

The cost of absence cannot be underestimated and can be reduced where there are effective polices and sensible procedures.  

Controlling absence in a consistent and fair way will not only reduce employment costs and add value to your business, but will also create a happier environment in your Unit.  The procedure, which follows, will help you to manage absence effectively.  

The purpose of this document is to provide a management tool for controlling the impact of absence and reducing it as far as possible.  

Absence Management Policy

(Company Name) aims to control and reduce absence by means of consistent and fair treatment of all employees.

We recognise that the successful management of absence contributes to overall business performance.

Mangers and Supervisors will be responsible for the absence reporting and recording process, including return to work interviews.  They will receive training to ensure consistent application of the policy.

All employees are responsible for following the Company Absence Reporting Procedure and training will be given on all aspects of the procedure and how it is to operate.  This training will be given as part of the induction process. 

(Company Name) is totally committed to providing a healthy and safe working environment for all its employees.  The Company is concerned about the general welfare of employees, their physical environment is mindful to minimise factors causing discomfort and stress.

To ensure the effective implementation of the Company’s policy absenteeism rates will be monitored and evaluated with appropriate actions taken.

This policy will be kept under constant review to ensure that its objective is being achieved.  

Legislation

Sickness Dismissals 

One of the principal obligations of an employee is to make himself/herself available for work.  If due to sickness (long term or frequent short term) the employee is unable to attend work, that is related to his/her “capability” and is therefore potentially a fair reason for dismissal, subject to the provisions of the Disability Discrimination Action of 1995 (DDA).

“Capability” is defined in the Employment Rights Act 1996 and means employees “capacity assessed by reference to skill, aptitude, health or any physical or mental quality.

A Fair Process

Not only must the dismissal be for an admissible reason, it must also be fair in all other circumstances.  For frequent short-term absences the accepted fair procedure consists of investigating and counselling followed by clear standards for attendance being set, supported by continued monitoring.  The employee must be warned that poor attendance my result in dismissal.  

Impact of DDA

Potentially there are two major impacts that have been considered and addressed in the contents of this document.  

Firstly, the absent employee you are dealing with may fall under the definition of disabled for the purpose of the Act.  To dismiss and employee because he/she is disabled within the meaning of the DDA is to subject him/her to a detriment and potential discrimination.  The definition of “disabled” for the purpose of the Act is, someone who

“has physical or mental impairment which has a substantial and long term effect of his ability to carry our normal day to day activities…….”

Secondly, the indirect effect the DDA may have on the thinking of tribunals.  Specifically where dismissed employees consider alternative available jobs, will tribunals tend to adopt the concept of making reasonable adjustments in these cases as well.  

Can a disabled person be dismissed?

Yes – however, the employer will have to show that every effort to discuss/make reasonable adjustment was evident, including alternative duties.  After these discussions it may be justifiable to terminate the employment of the employee because his/her disability made it impossible for him/her to continue to perform the main functions of the job. Remember, the main functions are essential requirements of the job.  

Absence Measurement

In order to manage and improve attendance at work and help us identify and take action with those employees whose absence may be excessive we must:

· Make sure the Absence Record Sheet is accurate and consistent.

· Efficiently and regularly monitor the above.

· Have Management support (via the Personnel Department if necessary)

· Ensure that all employees are aware and understand the absence policy.

1. When the employee is absent a code should be entered against the appropriate day(s) and week, enter the reason for being absent.

· Sick- put the nature of illness, e.g. “influenza”

· Authorised Absence with Pay (including ante-natal appointments and compassionate leave)

· Authorised Absence without Pay (i.e. Jury Service)

· Unauthorised Absence

2. The total days lost should be recorded against the appropriate week. 

3. The final column is to be used for recording any action taken regarding the employee’s absence record:

C
for Counselling Interview and date

D 
for Disciplinary Interview and date

4. If there are any changes to the employee’s contracted days, the new days should be entered against the week in which the change became effective. This is to assist in the calculation of percentage of days lost.  

Absence Record
Name……………………………….. Date of Comm…………………………. Unit………………..
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Note:

The Absence Record Sheet should be used for detailing all absence.  It can carry information for one full financial year.  A record sheet should be completed for every employee and filed in the Unit Absence File.

Individual Absence Rate Calculations

For the purpose of this calculation follow the steps below for each employee:

	1.
	Calculate the total possible days available by taking the employees holiday entitlement adding on Bank Holiday days and subtracting this total from the total number of days worked in the year.

Example

For a person working 5 days per week:

21 days holiday + 8 days statutory holidays = 29 days

5 days x 52 weeks = 260 days

Total possible days available 

=
260 – 29






=
231 days



	2.
	Total absence days in the period are taken form the absence record sheet.



	3.
	Calculate the Lost time Rate which show the percentage of total time available which has been lost because of sick leave and unauthorised absence.

Total absence days in the period







X
100 = Lost Time Rate

Possible total days available

e.g.
If an employee works 5 days a week and have had 10 days sickness in the year,


the percentage lost days is:

10 days



X
100 = 4.31%

232 days




The company “trigger” rate for absence is 5%.

This % has been generated by more than 3 periods of absence in a 6-month rolling period.

Absence reporting

Absence Reporting Procedure

On commencement of employment employees must be fully briefed in the Absence Reporting Procedures as detailed in the staff handbook, terms and Conditions of Employment and Unit House rules.

The Absence Reporting Procedure guidelines together with the Attendance at Work Policy (A.1.), must be issued, which the employee signs to indicate understanding of the procedure(s), the acceptance slip held on the employees’ file (page 9)
Accepting an Absence Call 

The Unit manager is responsible for accepting absence phone calls. 

The Unit manger may find some of the following questions useful in probing the nature of the illness and establishing the facts.  Questions should be delivered courteously and with concern.  This process should not intimidate genuinely ill employees.  However employees who may not be telling the truth will be placed under some pressure using this technique.

· What are you suffering from?

· What are the symptoms?

· When did you begin to feel like that?

· Have you been to the Doctor?

· What did he/she advise you?

· Do you intend to go to the doctor?

· Are you confined to the house?

· How long to you think you will be off for?

· (For longer absences)- please call me again in three days to let me know how you are doing.

Absence Reporting Procedure

1. If you are going to be absent from work for any reason, you must contact the XX manger 

by………………………

The Unit telephone number is……………………………………..

2. You should explain your reason for absence and your likely date of return to work.

3. If you cannot give a date of return, or in case of extended absence, the Manager may ask you to make telephone contact again so that your progress can be monitored.

4. On return to work prior to the commencement of your shift, you must report to your Manager and complete a (Company Name) certificate of absence and participate in a Return to Work Interview.

5. Company Sick pay is a benefit of employment with the company.  The Company may withhold sick pay in circumstances where the absence reporting procedure has not been followed.

I have received a copy of the Absence Reporting Procedure, which I have read and understood.

Signed:…………………………..………………………... Date………………………………..

Print name:………………………………………………………………………………………..

Note:

Failure to comply with the absence reporting procedure is a misconduct issue and should be dealt with through the disciplinary procedure.  

Return to Work Interview

Before the Interview

· Check the facts, how much time the employee has had off and reason for absence over the past twelve months.  Look at the employee’s Absence Record Form and Self Certification Forms.

· Be aware of any patterns emerging (e.g days adjoining public holidays, Mondays or Fridays).

· Arrange time on the first day of the return to work to hold the interview in a place free from interruptions (if there are any confidential issues, the employee is not likely to open up is (s)he can be overheard).

Return to work Interview

1. Establish the reason for absence, identify and raise any issues, for example, a high absence rate or failure to comply with the absence reporting procedure.

2. Check that the employee is fit to return and clarify any future implications; likelihood of reoccurrence of some conditions, subsequent appointments for physiotherapy for example.  

3. The Absence Interview Record form must be completed and filed in the Unit Absence file.

4. The Absence Interview Questions provides guidance on the type of questions and content of the meeting.

Note:

On the return to work every employee must take part in the return to work interview with his or her Unit Manager and a record of the interview should be held in the employee’s file/unit absence file.

Absence Interview Record

Name…………………………..


Duration of Absence…………………

Date…………………………….


Procedure followed       YES/NO

Interviewer/s





Unit average absence rate:…………….

………………………………………….

………………………………………….
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Absence Interview Questions

Category A Questions – for employees with Acceptable Absence History
1. What has been the matter?

2. At what time did you first feel unwell/did the problem arise?

3. Did you see your Doctor? What medication/action did (s)he prescribe?

4. Have your suffered this before?

5. Do you think it could be work related? (If applicable)

6. Are you fully recovered?

To close the interview – Remind the employee that Company sick pay is a benefit and confirm that payment will be made.

Category B Questions – for employees who have breached the Absence Reporting Procedure (in addition Category A Questions)

1. When and how did you notify the unit of your absence?

2. Please explain the requirements of the absence reporting procedure.

3. Do you understand this procedure and why the Company has it?

4. Why did you fail to follow the procedure?

To close the interview – Explain that sick pay is a benefit and on this occasion will be paid.

Make sure the employee clearly understands what is required of them and what action the Company will take if they fail to follow the reporting procedure.

Category C Questions – for employees with absence rated above the unit average and excessive spells. (in addition to category A Questions)

1. Are you aware of the Company average absence target/your personal rate?

2. What effect do you think absence has on the unit and you work colleagues?

3. What can you do to improve your attendance at work in future?

4. Is the illness/injury likely to recur?

To close the interview – Explain that sick pay is a benefit and on this occasion will be paid and arrange a further meeting to consider moving to disciplinary action as a result of the employee’s unacceptable absence rate and absence spells.

Absence without Leave

When an employee fails to comply with the Absence Reporting Procedures the  manger should react promptly, following the instructions below:

1. Telephoning where possible, visiting the employee’s address (if possible) and a series of letters, copies of which must be retained on the employee’s file.

2. If the employee fails to present him/herself for work or to respond to our correspondence eventually his/her employment may be terminated as a result of failure to meet the contractual obligations to attend work.

3. Eventually if the employee does make contact with the Company and has breached the Absence reporting procedures, unless extenuating reasons or mitigating circumstances apply, this is s misconduct matter and should be dealt with formally through the disciplinary procedure.  

Absence without Leave Procedures

	Stage 1
	Employee fails to report to work

· Telephone

· Visit employees home address

· Record your efforts in the employees file
	

	
	
	

	Stage 2
	Continue trying to make contact

· Send letter requesting contact
	

	
	

	

	Stage 3
	Continue trying to make contact

No contact from employee

· Contact HR Department to arrange follow up letter requesting contact.


	Employee makes contact via telephone:

· Arrange meeting

· Establish reasons for breach of ARP

· No mitigation, move on to disciplinary action.



	Stage 4
	Employee does not contact

· Contact HR department to arrange further letter
	Employee makes contact:

· Arrange meeting

· Establish reasons for breach of ARP

· No mitigation, move on to disciplinary action



	Stage 5
	Employee does not make contact

· Contact  HR Department to arrange dismissal letter for failure to meet contractual obligation to attend work
	Employee makes contact

· See above


Persistent Absence- Health Review Procedure

Employees who continually take time off in odd days should be monitored closely by the Company.  Using the Absence measurement process now in place, persistent offenders can be quickly identified.

Identifying persistent Absence Offenders

· Remember you must compare like for like, i.e. an employee’s individual absence rates against company absence rate.

· The frequency of absent spells is equally important in identifying persistent absence offender.  An example would be three periods of absence during a six month rolling period linked with a higher than average absence rate.  This identifies an individual who required action in terms of improving his/her attendance.

· For all employees each occasion of absence should be followed up with a return to work interview.  Although the reasons for absence are not doubted, it should be made clear from the outset that where a pattern of sporadic sickness is evident, the following course of action will result.

· Once you have completed all stages of the “Persistent Absence Procedure” (page 16) and no improvement is made them dismissal may result.  Contact must be made once again, via the Personnel Department, to terminate employment appropriately.  At this point your Human Resources manger may advise seeking a medical report to ensure there is no underlying medical cause.  If a dismissal takes place the dismissal letter will state “due to your unacceptable level of attendance” so it is imperative that all evidence is in writing in the employee’s personnel file.

Note

If a GP’s assessment has been obtained and the employee falls under the DDA Act, we will have to consider what reasonable adjustments can be made to help the employees.  

At all stages throughout the process you must consult your HR Department for guidance.  

Persistent Absence Procedure

Stage 1

Monitoring of sickness levels by  manager 

Stage 2

Return to work interview on every occasion in writing


Stage 3

Counselling interview recorded on personal file 


Consider implications of Equality Act
Act at this stage and contact HR Department, obtain GP

assessment if necessary


No improvement

Issue verbal warning and monitor


No improvement

Stage 4

No improvement issue first written warning and monitor



No improvement


Stage 6

Issue final written warning and monitor


No improvement 

Stage 7

Consider DISMISSAL on the grounds of “unacceptable level of attendance

Long Term Sickness
Health Review Procedure

The employee should be contacted periodically (a minimum of every 4 weeks), and in turn, they should maintain regular contact with the employer.  (All communications, verbal or written, should be logged in the employees p-file)

If the employees’ illness lasts, or is expected to last into the eighth week, you should arrange a home visit or meeting at the unit (Example letter A.2.).  

Care should be taken with regard to who should attend a home visit, given the gender of the employee, plus the nature of the illness.  There should always be two people in attendance.
Ensure that all visits/meetings are documented/minuted.

The purpose of the visit is to check on the welfare of the absent employee, to try and ascertain a possible return to work date and also to outline the health review procedure (A.2).

If there is no indication as to a possible return to work date and/or the absence will extend into the 12th week and beyond, you should obtain permission to Access Medical Records (Page 19/20), and contact your HR Manager.

At this stage, your HR Manager will request that the signed Access to Medical Records Form be sent to them together with a Chronology of the events surrounding the absence.

Your HR Manager will send the Access to Medical Records Form to XXX Occupational Health Services.

Please refer to the Flowchart (Page 18) for the next stages of the process. 

Please Note:

All actions taken form this point onwards should be with the authorisation and guidance of your HR Manager.

Chart of Process for reviewing (Company Name) employees who have high levels of absence.





ACCESS TO MEDICAL REPORTS ACT

The Access to Medical Reports Act allows you to see a medical report written by your GP or another doctor who is looking after you before it is sent to your employer, insurance company etc.

You don't have to see it but if you want to you must tell us. Cross out "DO" or "DO NOT" at the bottom of the page which comes with this form. ('Application for a medical report from an employee's GP or Specialist.')

If you want to see the report, it is up to you to make arrangements to go to your doctor to have a look at it. If you don't see it within 21 days your doctor can send it anyway; although he must keep a copy for 6 months.

There are several things you can do when you have seen it: -

1. 
You can tell your doctor he can send it.

2.
You can tell your doctor he cannot send it.

3.
You can ask your doctor to change those parts of the report with which you disagree; he 
doesn't have to do this.

4. 
You can attach a sheet of paper showing those parts of the report with which you 
disagree. 

Under certain circumstances, which are listed in the Act, your doctor may tell you that you cannot see the report; this will be very unusual. In this unlikely event the reasons will be explained to you at the time.

If you need further information about the Act please contact HR.
APPLICATION FOR A MEDICAL REPORT FROM AN EMPLOYEE'S GENERAL PRACTITIONER OR SPECIALIST

Signing this form gives the Medical Adviser to (Company Name) permission to write to your doctor or specialist for a medical report about you. The Medical Adviser will only ask your doctor about the medical conditions that you have disclosed and that may affect your ability to work. If we want to ask your doctor about other things we will discuss it with you first. This report will be confidential to the Medical Adviser but it will be used by the Medical Adviser to tell (Company Name) about your fitness to work.

Under the Access to Medical Reports Act you can see the report before it is sent to the Medical Adviser. You should read the information about the Act, on the reverse of this form, and then cross out the 'DO' or 'DO NOT' below.

Please fill in the boxes below with your name and address and the name of your GP and specialist. Don't forget your hospital number if it relevant.

Don't forget to sign and date the form before you send it back.

	Your name and address
	

	Your doctor’s name and

Address


	

	Your specialists name and

address


	Your Hospital Number...................................


I have read the information given above and the information relating to the Access to Medical Reports Act. I give permission for my GP/specialist to release medical information to the Medical Adviser to (Company Name)

I DO/DO NOT wish to see the report before it is sent to the Medical Adviser.

Signed................................................................. Date........................................
A.1.
(Company Name) – Attendance at Work policy

Background

The “Attendance at Work” policy has been in operation for some time, having been agreed with several recognised Trade Unions approximately two years ago. The policy is in line with the (Company Name) “Return to Work” policies and reflects common best practice in this area.

The policy emphasises the need for all staff to be treated fairly and consistently. It should be focussed on the general welfare of the employee. Management have certain legal obligations under various pieces of legislation covering their “duty of care”. This can involve them having to make reasonable adjustment to ensure that you can work safely without risking further illness or injury. Therefore, whilst the policy is used to monitor efficiency, it is also there to protect both you and the Organisation.

General Advice

In most cases the policy will and should not cause anyone concern. However, one area of concern could involve the return to work interview after any period of absence, especially where there has been a prolonged absence, a series of absences, or where someone has been off for personal reasons that they may legitimately not wish to discuss with their line manager.

It should be remembered that the policy ensures that all managers and supervisors applying the policy have been instructed, so to ensure that it is implemented correctly. This should ensure that all (Company Name) employees are treated in an equal and fair manner.

The interview has three purposes:-

a) To establish that your absence is legitimate;

b) To ensure that you are able to return to work;

c) To assess if there is any need to make any adjustment to help you return to work and minimise the risk of further absence.

Therefore, in explaining the reason for your absence you only need to establish that you were unwell or unable to work for a specific reason. This can be done by using a self-certification form or Doctors note where this has become necessary. You do not need to provide details of how you became ill or details about the illness that may cause you concern or embarrassment.

Equally, if your absence is caused as a result of caring responsibilities, this is legitimate and again you would be expected to give a reasonable explanation. However, you do not need to provide details that may cause you concern or embarrassment.

Before the line manager or supervisor asks for more detailed information, they should consider the likely impact of asking the question; whether they need to know; what they are asking for; and be prepared to explain why they need to know. The main reasons for asking for additional information would be if the Company had reasonable grounds to be concerned about the absence and/or they think there maybe a need to offer additional support to assist you.

You should not have to answer any personal medical questions that make you feel uncomfortable or that you do not feel qualified to answer. You can, if you wish, refer the manager or supervisor to your GP or Consultant who will know how to respond in a way that does not risk doctor/patient confidence.

If you anticipate that the return to work interview will present you with a concern, particularly about sensitive medical information that you may not feel comfortable talking to your manager about, eg. You may prefer to talk to a woman, you can ask for another trained manager to conduct the return to work interview. They should then report back to your line manager ensuring that they take whatever measures are needed to support you, without divulging any confidential, personal, or sensitive information to the manager.

Should you encounter any difficulties relating to any of the above, then you should in the first instance speak to your line manager.

Yours Sincerely,

(Company Name)

(Name)

(Position)

I confirm that I have read and understand the attached “Attendance at Work Policy”

Sign








Date




Print Name









A.2.

(Company Address)

( (Company Telephone)
(Date)

(Name

&

Address)

Dear (Name)

Reference: Sickness Absence

I write as a result of your continuing long-term sickness absence from work. As you are aware, due to your sickness you have been unable to attend work since (date).

As your absence from work has now exceeded (total time off), in line with Company procedures, we would like to arrange a welfare meeting with you in order to discuss your continued absence. Whilst the Company are concerned for your well being, I am sure that you will appreciate that we are also responsible for the efficient running of the contract.

I would like to suggest that we hold a welfare meeting on (Date, Time and Venue).  You are entitled, if you wish, to be accompanied at this meeting by a companion. The companion must either be a fellow worker or a recognised trade union representative.  

If for any reason, you are unable to attend this meeting I would ask that you telephone me on (Contact Number) by  (Date), in order that we can arrange an alternative mutually agreeable, time.  If this meeting presents any transport problems for you, again, I would ask that you let us know in order that transport can be arranged.

For your information I have also enclosed a copy of the Company Health Review Procedure.

Yours sincerely

(Company Name).

(Name)

(Job Title)










A.2.

	The Health Review Procedure

	We provide absence procedures for you to follow which are designed to provide the support you need, and will also help to minimise the disruption absence can cause both colleagues and customers alike.

We have a Health Review Procedure, which will be followed in situations of employee long-term sickness, or for those employees with a high level of intermittent absence.

The procedure is as follows:



	1.


	Absence will be monitored – interviews or home visits will take place to discuss with employees their current Health situation.

	2.
	A detailed report may be requested from your doctor so that we can consider all the facts.  It may be necessary to arrange for you to be seen by the Company Doctor.

	3.
	A meeting will be held to discuss the Doctor’s report, check on progress and decide on the appropriate action for the future which may include making reasonable adjustments or considering alternative employment.

FOR FURTHER DETAILS CONTACT YOUR HUMAN RESOURCES MANAGER 




Notes





																																																																																																																																				























Action Agreed/Taken





																																																																																																																																				





Marked


Improvement, no further action








Marked


Improvement, no further action








Marked


Improvement, no further action








End process





Set time-scales for review or RTW dates








OR








(Company Name) decide to terminate contract





Employee fails to RTW





Employee returns to work on agreed date





Set appropriate follow-up date





Genuine physical problem with known time scales for recovery





Obtain employee consent for medical report





Refer to Company’s


Occupational Health Physician





Discuss report with (Company Name) HR and Manager





Paper review of all Long Term Sick by (Company Name) after 4 weeks absence





Management advice letter to (Company Name) from Occupational Health Physician





Obtain GP/specialist report


(Carried out by Occ Health Physician) 





Company’s Occupational Health Physician to review report 
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