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1.
Introduction:

The purpose of the Principles of Managing Absence and Attendance is to improve employee attendance.  The majority of Council departments rely on the direct provision of services being made by members of staff.  Employee attendance is key to ensuring that services are run effectively and have the capacity to fulfil the demands of clients and customers. 
The Principles of Managing Absence and Attendance is aimed at providing you with a clear framework within which absences can be managed in a consistent manner.  The principles provide you with guidance of actions that you are expected to take to ensure staff attend work on a regular basis in order to provide Council services.
2.
Responsibilities and Principles:

	Whom
	Responsibilities



	Manager
	Ensure that all staff are aware of the procedure for reporting absences to you 

	
	Ensure that a “Return to work discussion” is conducted with the member of staff following each period of absence, and documentation is completed and retained for internal audit purposes

	
	Ensure that appropriate action, such as disciplinary action, is taken where a member of staff fails to follow the reporting procedures or to provide the required Statement of Fitness for Work

	
	Take early and appropriate action to facilitate a more regular attendance pattern or to enable the member of staff to return to work at the earliest opportunity. 

This may include contacting an employee at home or by telephone to ensure that contact is maintained throughout longer periods of absence or implementing reasonable adjustments where possible

	
	Maintain accurate records of all sickness on MI Portal including other absences and actions taken, which may be subject to audit

	
	Monitor your team’s absence information on MI Portal and taking prompt action as appropriate in order to reduce sickness absence levels. 

Ensure that you are enabling the Council to meet its objective of providing a more effective and customer driven service

	
	Seek advice on absence management from Human Resources and consult with Occupational Health as soon as you consider it necessary 

This is especially important in cases of absence due to Musculo Skeletal and Stress / Mental Health related problems

	
	Immediately make an Occupational Health referral when you receive a Statement of Fitness for Work that states the employee is not fit to work for a period of 2 weeks or more.

	
	Ensure that all information regarding an employee’s absence is treated in confidence

	
	Where it is believed that an employee has wilfully abused the sickness absence scheme or is absent without authorisation treat this as a disciplinary issue

	
	If you think an individual may be experiencing stress take action in accordance with the Stress Management - Manager's Guidance

	
	Advise Human Resources immediately where a sponsored employee is absent without authorisation as the Council has a duty to inform the UK Border Agency within strict timescales.  Failure to meet these timescales could affect the Council’s sponsorship status.

	
	

	Human Resources
	Advise managers about the application of the principles to ensure a fair, reasonable and consistent approach

	
	

	Employee
	Report all absences to line manager in line with departmental procedures

	
	Provide appropriate statement in relation to sickness absence

	
	Engage and attend in the Return to Work discussion

	
	Engage and attend in the Absence and Attendance Review meetings

	
	

	Occupational Health
	Provide advice on the member of staff and their health and capability in relation to their area of work to their Line Manager and HR 

	
	Liaise with the member of staff and general practitioner/ consultant as necessary


3.
Statutory, Legal and Corporate Requirements:

It is your responsibility to ensure that all of the following requirements are met:

Statement of Fitness for Work – all employees are required to provide you with a Statement of Fitness for Work from the 8th calendar day to cover absence. 

Statement of Fitness to Work – Guidance 


· If an employee provides you with a Statement of Fitness to Work declaring that they are unfit to work for a period of 2 weeks or more, a referral should be made to Occupational Health immediately.  This is so you can jointly plan a strategy to facilitate an early return to work.
· You should retain Statements of Fitness to Work locally and these must be kept in a secure and confidential area 

· If an employee subsequently transfers from one department to another, you should arrange to transfer all the absence records to the new line manager.  

Reasonable Adjustments - The Equality Act (2010) places a duty on employers to make reasonable adjustments and assist disabled people in work.  Advice on the reasonable adjustments which can be made to assist the employee back into work or reduce their level of absence should be provided by occupational health.

The Equality Act (2010) – you should record all sickness.  However, when taking action you should be mindful about the way that absence relating to disability is managed. The law provides a statutory right for disabled people not to be discriminated against, on grounds related to disability.  You should refer to the Council’s Disability Policy and should seek advice from Human Resources where necessary.

· The Council’s OHS can advise whether individual cases fall within the definition of the Act: The Equalities Act (2010) and Disability 
See section 7– Managing Disability Related Sickness Absence for further information.
Sickness and Annual Leave – an employee falling sick whilst on annual leave should only be regarded as being sick where a Statement of Fitness for Work or a duly authorised Medical certificate is supplied.  Annual leave will be suspended from the date of that statement or certificate and will be converted to sickness. Alternatively, at the request of an employee, annual leave can be taken during a period of sickness.
· Employees who are absent from work for a period of long term sickness will continue to accrue their contractual annual leave. 
Bank and Statutory Holidays – employees are not permitted to claim back any time when they are sick on a Bank or Statutory Holiday.  Where an employee is sick on a Bank or Statutory holiday, there is no need for them to contact you unless they were scheduled to work on that date.  
· Where an employee is absent before and/or after Bank and extra-statutory holidays or days at college, these should be counted as sickness days unless the employee states or a Statement of Fitness for Work confirms that they would have been fit for work on the day(s) in question. 
Sickness During Working Hours – where a full-time employee becomes sick and leaves work before completing half of their normal or rostered hours for that day they should be recorded as being sick for one day.  Where an employee works for half a day, but less than a full day this will be recorded as half a day’s sickness absence. 

Sickness Whilst Home Working or Training – if an employee is sick on a day when they are due to be working from home or on a training course the usual sickness reporting procedure applies. 
Dangerous Activities – if dangerous activities or sports are undertaken frequently by employees that results in repeated sickness absence, he / she may not receive Occupational Sick Pay.  However, the employee will be entitled to receive statutory sick pay.  
Pay during a phased return to work - If following Occupational Health advice an employee’s work pattern is subject to a phased return, the days that the member of staff does not work (but would usually be working days) must be recorded as sickness absence.  
Where an employee is on a phased return to work and has exhausted their entitlement to occupational sick pay, they can utilise any annual leave entitlement they may have accrued. The periods of annual leave will not be recorded as sickness absence.
Fraudulent Reporting of Sickness Absence - Whilst a member of staff is off sick, they must take care not to partake in activities that may bring into question the genuine nature of their absence. This may include additional employment or leisure activities.  Disciplinary action may be taken against staff where it can be shown that they have taken part in activities that would not assist with their recovery whilst on sick leave.  
Absence Monitoring – Employee absences should be recorded on MI Portal.  MI Portal has management reports that should be used regularly – at least on a monthly basis to show the absence rates within your area. You should use the information in these management reports to assist you with improving the attendance levels of employees within your team.
4.
Trigger Points:

You may invite employees to attend an ‘Absence and Attendance Review Meeting’ at any time where you have concerns about the level of their sickness absence.  You should also invite employees to attend a review meeting when they have reached one of the following trigger points. These triggers should be pro rated for part time staff:

· 3 occasions of absence in any 3-month rolling period.

· More than 5 days’ absence in any 6-month rolling period

· 20 days’ continuous absence (Long term absence)

5.
Managing Short Term and Frequent Short Term Absence (Stage 1)

               START 

















Managing Short Term and Frequent Short Term Absence (Stage 2 – onwards)



START 




Additional guidance on how to manage short term absence is shown in the link below:

Managing Short Term and Recurrent Absence 


5a
Notification of Absence
Employees unable to attend work should contact you on the first day of absence.  You should outline your expectations of how often the employee should get in touch during the period of sickness absence.  

The use of home visits can be a practical way of maintaining contact and keeping employees informed about what is happening at work whilst they are absent.

You should record the absence details on MI Portal, and on part one of the Return to Work Discussion Form.  If you do not have access to MI portal you should record absence details using the SW8 Absence Form.

5b
Return to Work Discussion

When the employee returns to work following any period of absence you should hold a return to work discussion with them on the day they return to work or within five working days of the employee returning.
For further details on how to conduct a return to work discussion please refer to Conducting a Return to Work Discussion 
During this discussion you should complete the Return to Work Discussion Form which should be signed by both you and the employee.  The employee’s return to work date should also be recorded on MI Portal or if you do not have access to MI portal you should record absence details using the SW8 Absence Form.   

It is important to note that a Return to Work Discussion Form should be completed for each period of absence, including absences of one day.
A copy of the Return to Work Discussion Form and any Statement of Fitness for Work should be retained locally by you and should be readily available for internal audit purposes.

5c
Absence and Attendance Reviews

All Absence and Attendance Review Meetings need to be conducted in a confidential manner.  The employee has a right to be accompanied by a work colleague or trade union representative. The meeting date should be completed on MI Portal.
Details of how to conduct an Absence and Attendance Review Meeting at Stage 1 and Stage 2 are outlined in the link below:
Purpose of a Stage 1 and Stage 2 Absence & Attendance Review Meeting



Conducting and Absence and Attendance Review Meeting 


Model – Invite to Attend Stage 1 or 2 Absence and Attendance Review Meeting – Letter 



Following the meeting, you will need to write to the employee and confirm the outcome of the meeting.  If an Improvement Plan is agreed in the meeting you should also send a copy to the employee.
Model – Outcome of Absence and Attendance Review Meeting – Letter 



Attendance Improvement Plan


Where an employee is invited to attend a Stage 1 Review Meeting and subsequently does not attend due to further sickness absence there are various options you can take depending on the circumstances, such as:

· proceed to a Stage 2  Review Meeting. 
· write to the employee outlining the key issues that you would have discussed at that meeting, then invite the employee to a further meeting Stage 1 review meeting.
Where the employee’s attendance improves within the agreed targets, but later becomes unsatisfactory and causes the manager serious concerns, the sickness absence principles can be re-instigated from the most recent stage.   For example, if Stage 1 had been reached within the last 18 months, the principles can be recommenced again at the following stage – in this instance Stage 2 of the principles.  

5d
Absence and Attendance Hearing
In the event that there is no improvement within the timescales set at the Stage 2 Review meeting, an Absence Hearing should be arranged.  A Director or Assistant Director or persons duly authorised by the Director or Assistant Director, who shall have full power to deal with the matter on behalf of the Council, will hear the Absence Hearing.
All of the relevant factors and Occupational Health and Human Resources advice should be considered in all cases and the decision to dismiss or otherwise should be made on this basis.  Details of how to conduct an Absence and Attendance Hearing is outlined in the link below:
Conducting and Absence and Attendance Hearing 


A model letter is shown in the link below:
Model – Invite to Absence and Attendance Hearing Letter 



If the decision is to dismiss the employee, the following model letter can be used:
Model – Dismissal Letter


The following model letter can be tailored to fit other circumstances:

Model - Outcome of Absence Hearing Letter 
The outcome of an Absence and Attendance Hearing can be:

· Dismissal with notice pay

· A further improvement plan which will remain in place for 3, 6, 12, 18 or 24 months

· The Council reserving its right to hold another hearing (no review meetings) should the employee reach an absence trigger level within 3, 6, 12, 18 or 24 months
Employees have a right to appeal against the decision to dismiss.  See section 6b for further information.

5e
Occupational Health – for Short Term or Frequent Short Term Absence   
The Occupational Heath Service can provide you with advice as to the reasons why an employee may have frequent short term absence.
Details of the role and responsibilities of the Occupational Health Service can be found here:

Occupational Health Service
Managers who have concerns about the sickness absence of an employee can refer that employee to the OHS by completing the Occupational Health Referral Form (HM 41) and submitting it in order to obtain an opinion from the physician.  This can be done at any time providing consent from the employee is given.   
Early Intervention

Once a referral is made by the manager the employee should expect telephone contact immediately afterwards from the Nurse Management Team normally with two days to make an assessment of their condition and ascertain the support required to achieve a return to health and work. If the condition is more complex or serious the employee will be expected to attend a face to face meeting with the physician.
Managers are recommended to make an early referral to Occupational Health Services where an employee exhibits conditions such as: 

1) workplace stress

2) repetitive strain injury

3) memory problems

4) alcohol misuse

5) drug misuse

6) unusual behaviour 

7) work related accidents 

Further advice can be obtained either from Human Resources or Occupational Health.

6.
Managing Long Term Absence 










Long term absence is classified as 20 days’ continuous absence (pro-rated for part time staff).  Additional advice on managing long term absence is as outlined below
Managing Long Term Absence – General Guidance 


Long term absences need to be approached in a sensitive way and it is important that you maintain contact with the employee.  As a guide, this should be a minimum of every 2 weeks. 

This includes regular telephone calls and home visits. 

You should complete the OHS Referral Form (HM 41) and submit promptly to obtain advice from Occupational Health.  You should generally be guided by the advice given by Occupational Health.  However, were the advice may not be practical in terms of the types of jobs in your area or service delivery requirements you should contact OHS, and discuss the recommendations with the doctor or nurse as appropriate.

6a 
Reviewing Long Term Absence

You should review long term absence on a regular basis as follows:

A. Review advice given by OHS and if necessary, ensure following up appointments are arranged.  

B. You should have conducted a Stage 1 – Absence and Attendance Review Meeting where the employee has not returned/is unable to return to work within first 6 weeks of absence.  You do not need to wait until 6 weeks absence has occurred before you arrange a Stage 1 meeting.

C. You should have conducted a Stage 2 – Absence and Attendance Review Meeting where the employee has not returned/is unable to return to work within first 3 months of absence.  You do not need to wait until 3 months absence has occurred before you arrange a Stage 2 meeting.
Purpose of a Stage 1 and Stage 2 Absence & Attendance Review Meeting



Conducting and Absence and Attendance Review Meeting 


Model – Invite to Stage 1 or 2 Absence and Attendance Review Meeting Letter 


D. You should have conducted an Absence and Attendance Hearing where the employee has not returned/is unable to return to work for a period of up to 6 months.  You do not need to wait until 6 months absence has occurred before you arrange an Absence and Attendance Hearing
Conducting an Absence and Attendance Hearing 


A model letter is shown in the link below:

Model – Invite to Absence and Attendance Hearing Letter 



If the decision is to dismiss the employee, the following model letter can be used:

Model – Dismissal Letter 



The following model letter can be tailored to fit other circumstances:

Model - Outcome of Absence Hearing Letter 



The outcome of an Absence and Attendance Hearing can be:

· Dismissal with notice pay

· A further improvement plan which will remain in place for 3, 6, 12, 18 or 24 months

· The Council reserving its right to hold another hearing (no review meetings) should the employee reach an absence trigger level within 3, 6, 12, 18 or 24 months
· Redeployment if the employee has a disability, or has developed a medical condition which prevents him/her from undertaking their substantive role
6b 
Right to Appeal 

Where the outcome of an Absence and Attendance Hearing is dismissal, the employee has the right to appeal.

The employee must write to the Chair of the hearing within five calendar days from the notification of the decision to dismiss.  The notice of appeal should state whether the appeal is against any findings of fact and/or the nature/severity of the decision.

The appeal will be heard by a Director; an Assistant Director; and a Senior Human Resources representative. 

Details of how to conduct an Absence and Attendance Appeal Hearing are shown in the link below:

Conducting an Absence and Attendance Appeal Hearing 



You will need to respond to the employee with details of the Appeal Hearing in writing.
A model letter is shown in the link below:
Model - Invite to an Absence and Attendance Appeal Hearing Letter 


7.
Managing Disability Related Sickness Absence 

Whilst disability related absence needs to be managed, in accordance with these principles treating disabled employees who have sickness absence in exactly the same way as non-disabled employees can potentially lead to unfair discrimination. It is important that you take guidance from Human Resources and use Occupational Health advice on a case by case basis as necessary.
It is unlawful to discriminate against workers because of a physical or mental disability or to fail to make reasonable adjustments to accommodate a worker with a disability. 

The Equality Act (2010) places a duty on employers to ensure that disabled people are not discriminated against, on any grounds related to their disability.  
To make sure you are not discriminating against an employee because of their disability, who is absent from work due to sickness you must: 

· confirm with the employee the reasons behind their absence 

· offer the employee reasonable adjustments to help them get back to work and improve their attendance - if you are unsure of how you can support the employee refer him / her to Occupational Health and seek advice from Human Resources where appropriate  

· consider any other disability-related needs they may have on a case by case basis, seeking advice from Human Resources were necessary. For example, regular hospital appointments or specialist equipment
Where absence is disability related, it should still be recorded as sick leave in the usual manner on MI Portal. However, in accordance with these principles you will need to take into consideration the fact that the absence is disability related when you manage their attendance. You should keep a separate record of when absence is disability related for future reference.  This is to ensure that disability related absence is treated separately when managing any redundancy issues that may arise. 
Absence and Attendance Reviews and Improvement Plans
You will still need to hold Absence and Attendance Reviews when an employee has disability related sickness absence and reaches a trigger point or, when you have concerns about their levels of absence.
You may decide to have additional Absence and Attendance review meetings with the employee to ensure that any individual needs that can be accommodated are explored.  This will allow for the time needed to receive any advice that may be required from Occupational Health or from the employee’s specialist or GP.  These additional meetings can also allow for any time needed to ascertain the effectiveness of any reasonable adjustments being made or considered.

However, you will need to ensure that any Attendance Improvement Plan is realistic and appropriate, based on Occupational Health / Specialist advice and determined on a case by case basis.  There will be instances where the absence which made the employee hit the trigger point was disability related, and the individual’s disability means that it would be likely that he / she would have further absences in the near future. You need to be mindful of this when setting any improvement plans. 
The purpose of the Attendance Improvement Plan is to focus on any reasonable adjustments and take any Occupational Health advice into consideration. The aim of which is to assist the employee in making a sustained improvement in their attendance.
Reasonable Adjustments and Occupational Health

Occupational Health can provide guidance as to whether an employee’s medical condition is defined as a disability within the Equality Act (2010) and Disability 
Occupational Health can also provide guidance around the amount of absence that you might expect an employee with a defined disability to have.
Advice on the reasonable adjustments which can be made to assist the employee back into work or reduce their level of absence should be provided by Occupational Health.
Reasonable adjustments may include:

· Specialist equipment

· A temporary change to working hours or pattern

· A temporary change to work location – e.g. home working where appropriate and the job role can accommodate this
On receipt of the Occupational Health Advice, you need to decide on the practicality of implementing the adjustment i.e. – is the proposed change sustainable and is it affordable.
Advice can be sought from Human Resources were necessary if you wish to discuss any recommendations made by Occupational Health.
Return to work discussion


Return to work discussion on first day employee returns to work


Log return date on MI Portal


Discussion recorded on � HYPERLINK "http://enfieldeye/downloads/file/5565/return_to_work_discussion_form" ��Return to Work Discussion Form� 


Agree any adjustments to working patterns or workload (as outlined on Fit Note or OH report) – refer to Human Resources if necessary


Retain any Fits Notes locally confidentially 








Notification of Absence


Employee contacts you on first day of absence


Log the absence on part one of the �HYPERLINK "http://enfieldeye/downloads/file/5565/return_to_work_discussion_form"��Return to Work Discussion Form� and record it on MI Portal


You advise employee of the level of contact that should be maintained through-out absence 


‘Fit Note’ provided by employee from 8th day of absence








Option to progress straight to Absence and Attendance Review Meeting Stage 2





Continue to Stage 2 (next page)





Absence and Attendance Review


Stage 1


Complete meeting date on MI Portal


Where applicable agree an attendance improvement plan


Confirm outcome to employee in writing within 10 calendar days





Absence and Attendance Review


Stage 2


Complete meeting date on MI Portal


Where applicable set an improvement plan


Written outcome to employee within 10 calendar days


 








Attendance does not improve in line with set target


Employee reaches a further trigger within 12 months of Stage 2 meeting


Serious concerns about the level of absence


Uncertainty about return to work within a reasonable timescale








Absence and Attendance


Hearing


Possible outcomes:


Termination of employment  - Dismissal or Ill Health Retirement


Improvement plan for 3, 6, 12, 18 or 24 months 





Attendance does not improve in line with plan 


Employee reaches a further trigger within 12 months of Stage 1 meeting


Serious concerns about the level of absence


Absent and uncertain about return to work within a reasonable timescale








Phase 1 





Consultation





Meaningful consultation with Trade Unions at the formative stage 


Group consultation meetings with staff affected at the earliest opportunity 











Notification of Absence


Employee contacts you on first day of absence. Input on MI Portal


Contact with employee is maintained through-out absence, including home visits


‘Fit Note’ provided by employee from 8th day of absence


Where absence is planned, contact may instead be made by employee following a planned treatment (e.g. operation)











Stage 1 Review Planned – employee did not attend due to sickness absence (further sickness absence recorded)








Fortnightly - Reviews


Managers should review the absence every 2 weeks (home visits or telephone discussions)


Complete the �HYPERLINK "http://enfieldeye/downloads/file/5913/referral_form_hm41-london_borough_of_enfield"��OHS Referral Form (HM 41)� and submit promptly to obtain advice from Occupational Health (referral can be made at anytime)


Review advice given by OHS


Disability considerations as part of the Equality Act (2010) should be taken into account if  the condition falls within this definition


Consider recommendations for a phased return, or adjustments to facilitate the employees prompt return to work











Absence and Attendance Stage 1 and Stage 2


Within six weeks of continuous absence, a Stage 1 review should be conducted and within three months of continuous absence, a Stage 2 review should be conducted


�HYPERLINK "http://enfieldeye/downloads/file/5521/absence-conducting_an_absence_and_attendance_review_meeting"��Conducting an Absence and Attendance Review Meeting� 


Occupational Health should be consulted to provide advice on any adjustments and the likelihood of a return to work


Confirm outcome in writing to employee within 10 calendar days of meeting








Absence and Attendance Hearing


Within six months of continuous absence, an Absence and Attendance Hearing should be conducted


Occupational Health should be consulted to provide advice on any adjustments and the likelihood of a return to work


The Chair must confirm the outcome in writing to employee within 10 calendar days of meeting

















Definition





Long term absence is 20 days’ continuous absence





The Right to Appeal against Dismissal


The employee has the right to appeal against the decision to dismiss


The employee must write to the Chair of the hearing copied to HR within 5 calendar days of the outcome stating they wish to appeal


The Chair must write to the employee with details of an appeal hearing date that is within 15 calendar days of receiving the appeal notice














Attendance improves in line with plan


Review this with employee and advise that attendance will be monitored and a further trigger could lead to the next stage























Trigger point reached


or 


Serious concerns regarding employee’s attendance








Attendance improves in line with plan


Review this with employee and advise that attendance will be monitored and a further trigger could lead to the next stage








The Right to Appeal against Dismissal


The employee has the right to appeal against the decision to dismiss


The employee must write to the Chair of the hearing within 5 calendar days of the outcome stating they wish to appeal


The Chair must write to the employee with details of an appeal hearing date that is within 15 calendar days of receiving the appeal notice











Clarify reasons for absence


Maintain telephone contact 





Consult OH where necessary





Trigger points


3 occasions of absence in any 3-month rolling period





More than 5 days’ absence in any 6-month rolling period (NB. Pro rata for part-time staff)





Serious Concerns


Example - is there an identifiable pattern to the absence?


















