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Absence Management Policy & Procedure

1.
Policy Statement

1.1
We want to work together with employees. We expect employees to do their job but understand that if they are ill or unwell, this may not always be possible. We want to deal with sickness absence sensitively and support our employees. However, we do need to limit any problems that absence may have on an employee’s department. This is what our Absence Management Policy and Procedure addresses.

2.

Scope 

2.1  This policy and procedure applies to permanent and fixed-term employees of the Council who have successfully completed their probationary period. The Probationary Guidelines should be used for employees who have yet to complete their probationary period (See the Frequently Asked Questions for further detail).

3.
Key Principles

3.1
The main principles that underpin our approach to absence management are detailed below.

· being sympathetic and trying to understand why an employee is absent. We can then provide help and support and take the right actions
· managers taking a fair and consistent approach, making sure that decisions are objectively taken and are non discriminatory

· treating all matters surrounding an employee’s state of health and welfare sensitively and holding all information confidentially

· being honest; telling employees when we consider that the amount or pattern of their absence is causing concern and taking whatever action is appropriate

· working with employees to improve matters

· regular contact between an employee and their manager during a period of sickness absence. We believe that providing support as early as possible, helps employees to return to work earlier and have fewer absences in the future.

· working with the Trade Unions to promote a healthy culture 

· Occupational Health Unit and local HR Teams giving help and support when it is needed

· employees will have the right to be represented at all formal stages of the procedure either by a trade union representative, a work colleague or a representative of a self-organised employee group.
4.
Introduction

4.1
Employee well-being and absence prevention

4.1.1
Guidance on Workplace health, safety and welfare is available on the intranet. All employees have a duty to ensure that they take reasonable care for their own health and safety and managers need to ensure that the workplace is safe and without risks to health.
4.1.2
All potential employees complete pre-employment questionnaires which summarise occupational health information. The Occupational Health Unit will analyse this information and advise whether the individual is fit for the specified employment or fit with specified restrictions. These restrictions must then be explored and reasonable adjustments considered where necessary. Employees who use VDU equipment must undertake an eye test.

4.1.3
There are a number of steps that managers should be taking to prevent or reduce sickness absence:

· Risk assessments need to be carried out routinely for new employees, as well as, for example, following office moves, for pregnant women and when an employee returns from maternity leave or from long-term absence. Local Health & Safety Advisors will be able to advise in situations where an employee claims that sickness absence is due to issues with their workstation or office environment.
· Training: where relevant, this should be arranged for e.g. manual handling, strain injuries (such as upper limb disorder) etc. Local Health & Safety Advisors can provide assistance or the Occupational Health Unit can advise on this.
· Understanding the effects of an employee’s ill-health or disability: for example, sometimes this can be accommodated by making reasonable adjustments to working hours, equipment or tasks etc. See the the Disability Discrimination Act- A guide for managers. Advice and guidance is also available from the local Health and Safety Advisors.

· Stress management: Camden’s stress guide for managers and employees gives useful guidance on recognising the symptoms of stress and identifying possible causes and provides examples of how to reduce or avoid them. The OHU and Health and Safety advisors can give further support.

· Communication/Individual performance management: understanding personal objectives and expectations and receiving regular feedback on progress and performance can assist in relieving stress at work.

· Work/life balance initiatives; Camden’s flexible working guide outlines different ways in which all employees can request to work more flexibly. Details of Camden's Flexible Working Policy can be found on the Intranet.

· Ensure annual leave is taken at regular intervals; Camden employees have a generous annual leave allowance, but it is important that they are encouraged to manage their workloads and take time off throughout the year.

For information on current well-being initiatives, see the Frequently Asked Questions (FAQs).
4.2
Effects of sickness absence

4.2.1
Despite efforts to reduce or prevent sickness absence, all employees are likely to be unwell from time to time, and it is recognised that this needs to be accounted for in the resourcing of departments. 

4.2.2
High levels of sickness absence, however, can be costly and disruptive and can have a direct or indirect effect on the Council. Depending on the role of the team and the individual, they can lead to:

· poor quality public services

· higher levels of stress, low morale and extra work for colleagues

· lost production, missed work targets and delays

· lower productivity, higher costs and disruption to flow of work

· extra wage/salary costs to cover sickness absence

· failure to meet performance indicator

4.3
Dealing with sickness absence

4.3.1
Dealing with sickness absence depends on many things – whether it is short or long term, whether there is an underlying medical condition, whether the illness is covered by the Disability Discrimination Act (DDA) etc. The Council recognises that sickness absence can only be effectively managed if employees are treated fairly and consistently.
4.4
Types of sickness absence

4.4.1
There are three types of sickness that lead to absence from the workplace:

· Intermittent short-term sickness

This is frequent absence where there does not appear to be an underlying medical condition. For example, short periods of absence for unrelated conditions such as headaches, colds etc.

· Intermittent long-term sickness (chronic illness)

This is absence that is caused by an underlying medical condition (usually a serious, continuing illness, disease or serious injury), resulting in frequent periods of short-term absence from the workplace.

It is possible that this type of illness could be considered a disability in the context of the Disability Discrimination Act.

· Continuous long-term sickness

This is a serious, continuing illness, disease or serious injury of a long-term nature that results in the individual being absent from the workplace for a continuous period of time, usually at least a month.

It is possible that this type of illness could be considered a disability in the context of the Disability Discrimination Act.

Advice or guidance on long-term sickness can be obtained from the OHU and local Health & Safety Advisors.

4.4.2
After an absence, the manager should welcome the employee back to work and meet with them for a general discussion about their health and the reason for their absence. The length and nature of the meeting will depend on the length and reason for the absence and the manager may:

· explore how the employee is feeling now

· ensure that the employee is fit to return to work 
· offer appropriate help and support 
· offer assistance (OHU, Counselling, Workplace Risk Assessment)

· carry out a return to work risk assessment

· address any concerns the manager may have regarding recent absence, e.g. causes, quantity and patterns

· update the employee on any issues that have occurred whilst they have been absent

· explain to the employee that their contribution has been missed and where appropriate the operational difficulties experienced

· encourage attendance 

· agree next steps if necessary, e.g. attendance plan
4.4.3
The Return to Work (RTW) Form should be used to record a summary of the discussion, any significant details that emerge and actions agreed. The RTW form takes the place of self-certification, and therefore must be completed. If an employee has a doctor’s certificate, it should be attached as well. 

4.5
Use of trigger points 

4.5.1
Early involvement by managers can play an important part in reducing sickness absence. Camden has developed trigger points, which can help managers to formally manage an employee’s sickness absence. However, trigger points are only a guide to assist managers and should never automatically be applied in all cases.  Consideration can be given to taking action at an earlier or later stage depending on the circumstances. The local HR Teams can provide advice to ensure that any action is consistent with other decisions in similar circumstances across the department and the Council. 

4.5.2
Managers can use their discretion in considering taking action where:

· absence exceeds 10 days in total over a rolling 12 month period; or 

· absence occurs on 5 or more occasions over a rolling 12 month period; or 

· a pattern emerges, e.g. absence occurs on Mondays and Fridays

· an employee has been away from the workplace for a continuous period of 4 weeks

You can find more advice on the use of trigger points in the FAQs.

4.5.3
Managers should be having detailed return to work meetings to discuss absence with their employees and keeping a record of the discussions. However, it may be necessary to take further action. This could include, for example, one or more of the following: 

· organising a risk assessment

· arranging a stress risk assessment

· implementing an attendance plan; or

· asking the employee to attend a formal absence review meeting 

A formal meeting is not appropriate in all circumstances.

4.5.4
Other trigger points are likely to be decided on a case-by-case basis. These could be following receipt of new medical information or if general levels or patterns of absence cause concern. When an employee starts to receive half pay or no longer gets any pay at all, it may be useful to review the situation.

4.5.4
Sometimes, a manager will know when to expect their employee back at work, for example after an operation or a course of medical treatment. In some cases, illnesses may be treated over a period of time and could result in intermittent attendance or there may be unexpected extensions to medical treatment. If this is the case, it will be important to use managerial judgement and there may be no need to take further action beyond keeping in touch with the individual during their absence. However, if the absence continues, further action may be necessary.

4.6
Reasons for being absent

4.6.1
Managers need to understand why an employee is absent due to sickness and try to find out if there are any underlying reasons.

4.6.2
In some circumstances an employee may feel more comfortable disclosing the reasons for their absence to a manager other than their line manager or to a member of their local HR Team. Confidentiality will be respected in such instances but the line manager may need to be informed of certain essential information as appropriate.

4.6.3
The Disability Discrimination Act outlines a number of conditions that can be classified as a disability. It is important to find out if the reason for absence is one of these and if it is, deal with it within the legislation. Managers should read the Disability Discrimination Act - A guide for managers on the intranet for more information. The local HR Teams and local Health and Safety Advisors can provide advice on a case-by-case basis and referral to the OHU may be necessary to confirm the effects of the disability. 

4.6.4
If an employee has a pregnancy related illness, the manager should consider how this could affect them doing their job. Medical information should still be obtained but these absences should be recorded as ‘pregnancy related’ and dealt with carefully in consultation with the local HR Team. These illnesses are of a temporary nature and the law gives extra rights and protection to these pregnant employees. Illness could also trigger an early start to maternity leave.  Please refer to the Maternity Guidelines for more information. 

5.
Informal Action

5.1
Where sickness absence levels are causing concern and are having a detrimental effect on service delivery, managers should be dealing with this on an informal basis through the return to work meetings and 1:1 sessions as part of Camden’s Managing Individual Performance. This would involve talking to the employee, seeking explanations and trying to identify what factors may be contributing to the absences, taking account of comparative sickness absence levels in the department. Managers must make sure that the employee is aware that they may need to take formal action under the procedure if the absences continue.

5.2
By looking at reasons and patterns of absence, it should be possible to tell if there is likely to be an underlying medical condition. Depending on the nature of the condition, the employee may not be able to reduce their levels of absence and setting targets may be inappropriate. However, they should be made aware of the impact that their ongoing absence is having and that there may be a need to begin the formal absence procedure if there is no improvement.

5.3
If the employee does not appear to have an underlying medical condition that links the absences, they should be told that the number and frequency of their absences is not acceptable. In exceptional circumstances, managers may wish to consider requiring sickness certificates for every period of absence. However, this should never be an automatic step and the department has a duty to reimburse the employee for the cost of obtaining certificates if required by the GP. 
5.4
It may be helpful for the manager to produce an attendance plan for the employee and advise them that there may be formal action taken under the procedure if targets are not met and absences continue.

5.5
Where a manager has needed to advise that the levels of acceptable absence have been breached and the next stage will be the formal procedure, it will be confirmed in writing and a copy retained by the manager, (but not placed on an individual’s personal file). This record will only be relevant in the event that formal action subsequently becomes necessary. If absence levels improve to an acceptable standard, this should also be confirmed in writing. See the template letter. 

5.6
If formal action is to be taken, a manager may require the Occupational Health Unit to provide guidance on whether there could be an underlying medical condition. See section 6 for information on the referral process.

5.7
Using attendance plans

5.7.1
Attendance plans can be very helpful in dealing with short-term absences. They should only be used if levels or patterns of absence cause concern and where it is not apparent that there is an underlying medical condition.  The attendance plan template can be used in producing an attendance plan.

5.7.2
Attendance plans and targets must be set giving thought to the workplace, the job and what can be done. They show an employee what level of attendance is needed and how it will be reviewed. If informal attempts to reduce absence levels are not successful, the manager should consider inviting the employee to attend a formal absence review meeting.

5.7.3
If an employee does has an underlying medical condition or disability that results in sickness absence, the manager should still monitor the situation, including the impact on the department. Absences unconnected to the condition can be dealt with using attendance plans.

6.
Obtaining information about an employee’s health

6.1
It is important to obtain up-to-date medical information to provide a clearer understanding of the symptoms and effects. It will also be necessary to obtain advice on whether the condition is covered by the Disability Discrimination Act, what assistance could be provided to the employee, how the employee can be helped to return to work effectively etc. 

6.2
Difficulties in obtaining medical information

6.2.1
Very rarely, an employee may not provide permission for the Council to obtain medical information about them. It is important to understand why an employee might have concerns about this. The employee should be advised that being provided with the medical information may assist a return to work and that in the absence of that, decisions will have to be taken based on the information that is available, which could have implications for their continuing employment with the council.

6.3
Referral to the Occupational Health Unit 

6.3.1
A manager might have enough information from discussions with the employee to be able to deal with sickness absence effectively. However, often the manager may want some further medical advice and guidance and the employee may need to be referred to the Occupational Health Unit. Employees should only be asked to attend the OHU if it is considered necessary and never just because a trigger has been reached.  

6.3.2
The Occupational Health Unit should be able to advise on:

· whether there is an underlying medical condition or disability

· the need for additional information and advice about an employee’s medical condition 

· an employee’s concerns about their health and the working environment 

· accidents in the workplace which may or may not be an industrial injury

· returning to work following a long-term absence

· temporary or permanent adjustments to working arrangements, including the suitability of ill-health redeployment, which would enable the employee to return to work 

· disability issues and reasonable adjustments

· the likely duration of an absence and when the employee should be fit to return to work

· ill health retirement

6.3.3
Medical information can be obtained in different ways. An Occupational Health Advisor could talk to the employee either on the telephone or face-to-face, or Occupational Health could write to the employee’s GP/medical specialist. If the employee is away from the workplace, a manager may find the Template letter requesting access to medical records useful when asking an employee to complete the relevant paperwork.

6.3.4
Once the Occupational Health Unit has the necessary information, they will write to the manager with a summary of the effects and implications of any medical condition. This may not include full details, as medical information must be treated confidentially. Depending on the information provided, action may or may not be needed. The Occupational Health Unit will give guidance and advice on possible next steps, but it is the manager’s responsibility to make the decisions.

6.3.5
If the employee is absent from the workplace on an ongoing basis and their medical condition prevents them from attending a meeting at work, the manager should speak to the employee and, with their agreement, arrange to meet them at their home or at a neutral venue to talk. 

6.3.6
If levels of absence continue to cause concern after informal discussions and initial adjustments being made to assist the individual in returning to and remaining at work effectively, managers should consider inviting the employee to attend a formal absence review meeting.

6.4
Making changes in the workplace

6.4.1
Changes in the workplace may be temporary or permanent and managers are advised to seek further advice from their local Health and Safety Advisors on what may be appropriate. Examples of what may be a reasonable change include:

· changes to the workplace, e.g. widening doors, installing ramps

· changes to equipment or materials, e.g. sound activated software, Braille, large print

· providing extra supervision

· making special arrangements for training

· reassigning some of the employee’s duties elsewhere

· changing the employee’s hours or giving them more breaks or rest time

· redeploying the employee to another job

· working temporarily from home

6.4.2
This is not a full list and other changes might need to be considered. If the individual has a disability which is either long-term or permanent, financial assistance may be available from "Access to Work". Further details are available from the Corporate Health & Safety Unit.

6.5
Redeployment

6.5.1
If it is decided that an employee cannot continue doing their current job, even with reasonable changes, a redeployment search for an alternative job may be appropriate. Details on redeploying an employee due to ill-health can be found in the ill-health redeployment procedure. 

7
Accompaniment, representation and requests for postponements

7.1
Employees can be accompanied or represented at formal absence review meetings or appeal hearings only by a trade union official, a representative from a self-organised employee group or a work colleague. In cases where there are issues relating to alleged discrimination, employees may bring a second representative from an appropriate self-organised group. In these circumstances the employee must confirm which representative will present their case.


7.2
Where an employee is to be accompanied or represented, they should provide relevant details to the manager convening the meeting sufficiently in advance of the meeting. If copy documentation is requested directly by their representative or companion, the manager should ensure that this has been done with the permission of the employee.

7.3
The manager and the employee should try and agree a convenient time for a hearing in advance. The employee must make every reasonable effort to attend formal meetings and hearings.  

7.4
The employee must make every reasonable effort to attend formal meeting/hearing. The employee can legally request for the meeting/hearing to be postponed by up to five working days (beginning with the day after the day on which the hearing was originally convened), and only for reasons of non-availability of a chosen companion or representative. One postponement of a hearing on these grounds may be allowed.  In exceptional circumstances, other reasons for postponement may be considered, but there is no legal entitlement and it cannot be guaranteed. If the employee fails to attend a reconvened hearing, it may be held in his or her absence. Please refer to your local HR Team and the FAQs for further guidance. 
8. Overlapping issues

8.1
If conduct, absence and/or performance problems are happening at the same time, the line manager must deal with all issues. They can be discussed at the same formal meeting. For further details on how to manage overlapping issues see the FAQs. Sanctions can be issued under all of these procedures if necessary and any further action to address the issues should be dealt with under the appropriate policy and procedure. Grievance issues may also be dealt with at the same time as other procedures (see Grievance policy and procedure). The local HR Teams can give advice in all these circumstances.

9.
The Absence Management Procedure

9.1
Stage 1 - Absence Review Meeting

9.1.1
If informal efforts to improve an employee’s sickness absence levels have not been successful, or if an employee’s absence is having a significant adverse impact on the department, then the manager should consider inviting the employee to attend an absence review meeting. This should be confirmed in writing to the employee, giving at between 5 and 8 working days’ notice of the meeting from receipt of the letter (See template Invitation to absence review meeting letter). An employee has the right to be accompanied at an absence review meeting.

9.1.2
The employee must make every reasonable effort to attend absence review meetings.  The meeting may only be postponed for up to five working days (beginning with the day after the day on which the meeting was originally convened), and only for reasons of non-availability of a companion.  One postponement of a meeting on these grounds may be allowed.  If the employee fails to attend a reconvened meeting, it may be held in his or her absence.

9.1.3
The written notice will:

· confirm the meeting is being held at stage 1 of the absence management procedure 

· give a short but clear outline of absence levels and reasons for concern, for example that there is an impact on service delivery and/or colleagues 

· remind the employee that they can bring a trade union official, a representative from a self-organised employee group or a work colleague 

· confirm who will be attending

· enclose a copy of the absence management procedure

· advise that the employee may provide evidence in advance and call witnesses

9.1.4
The purpose of the meeting will be for the manager to:

· review the sickness record, i.e. number of days and any patterns of absence

· discuss the symptoms and reasons for absence

· consider any relevant medical information available (and organise obtaining further medical information, or guidance from the OHU if deemed necessary).
· identify/discuss the employee’s ability to do their job, the impact on the service delivery and/or on work colleagues who are required to cover the absence (identification of impact should have been done prior to this meeting)

· discuss any information the employee has to offer (e.g. personal, domestic, welfare issues, that the absence was connected to an industrial injury)

· establish whether the employee may be fit to undertake duties at some date in the future

· discuss the prognosis and timescales for improvement

· establish the likelihood of future reoccurrences affecting the employee's fitness for work, including the anticipated frequency and duration of such occasions

· decide whether the employee could/should be considered for redeployment

· establish where possible whether the employee has a disability as defined by the DDA
9.1.5
Many of these points will already have been established prior to the meeting. After these discussions, the manager should have a clearer idea of which type of sickness is causing the absence and can then take appropriate action under this procedure. If it becomes clear that more specialist information is required, then the manager may wish to adjourn the meeting until it can be obtained.

9.1.6 
The final decision must be confirmed in writing. As a guide, the employee should be notified of the decision in writing within 5 working days after the hearing. (There is a template to assist with this).
9.1.7
The chair of the hearing will also put together a summary of the hearing. This is known as a case summary. A copy of the case summary should be provided to the employee within 10 working days of the hearing. (See the Case Summary template).
9.1.8
Short-term sickness with no underlying medical condition

If the manager decides the level of sickness absence is unsatisfactory they will advise the employee:

· that there is a need to improve

· that a timescale is identified during which absence levels will be monitored and  a target for reduction set, as part of an attendance plan

· the consequences of failure to reduce the level of sickness absence i.e. that they will move to stage 2 of the procedure

· whether they will receive a formal notification of concern letter, which will remain on file for 9 months

· the right to appeal against a notification of concern and the name of the manager with whom an appeal can be lodged.

9.1.9
Long-term sickness (Intermittent or continuous)

9.1.9.1
In particular, it is very important to deal sensitively with individuals who are suffering from an underlying medical condition that is causing their absence from the workplace, either continuously or for frequent short periods. However, if, following the review meeting, the manager decides that the impact on service delivery and/or colleagues is not reasonable or sustainable and is likely to continue, they will advise the employee that there will be a monitoring period during which one or a combination of the following may be explored as appropriate (this list is not exhaustive):
· make any reasonable adjustments to working arrangements, possibly under the DDA as advised by risk assessment
· practical advice or support, e.g. counselling

· referral to the Occupational Health Unit or specialist advice taken

· examine redeployment opportunities

· job redesign and/or other adjustment e.g. temporary variation to duties/hours on full contractual pay to support the employee's re-integration into the workplace, i.e. a phased return

9.1.9.2
The individual should also be informed:

· whether they will receive a formal notification of concern letter, which will remain on file for 9 months

· that if there is an ongoing impact on service delivery and/or colleagues during the monitoring period, they will be asked to attend a further review meeting
· that they may ask for a review of the decision if they fulfil the requirements of the accepted grounds for appeal

9.2
Stage 2 - Absence Review Meeting

9.2.1
The employee’s line manager may also hold the meeting at stage 2 in order to maintain continuation in the process. However if the line manager feels they have been compromised it may be appropriate for a different manager to hold the second absence review meeting. (i.e. not a manager involved at a stage 1 meeting or appeal, but not necessarily the line manager’s manager). The employee’s line manager will attend the meeting (if they are not holding it) and explain why there has been a referral to stage 2 of the procedure.

9.2.2
This stage is reached in the following circumstances:

· sickness absence has exceeded the target set in the stage 1 attendance plan; or

· the initial improvement achieved at the end of the stage 1 monitoring period has not been sustained over the following 9 months; or

· the long-term sickness is having an ongoing impact on service delivery and/or colleagues; or

· where temporary arrangements e.g. a phased return to work have not facilitated a return to the full requirements of the role

9.2.3
The letter inviting the employee to attend the review meeting should cover the same issues as the stage 1 letter.  The stage 2 meeting will need to cover the same issues that are recommended for the stage 1 meeting.

9.2.4
The options for action are the same and could include:

· a further monitoring period with review (managed through an attendance plan)

· a final notification of concern letter, which will remain on file for 18 months

9.2.5
The final decision must be confirmed in writing as above. The chair of the hearing will also put together a case summary of the hearing. 
9.2.6
Employees have a right to appeal against a notification of concern.

9.2.7
The employee will be made aware at this stage that unless their attendance improves sufficiently, they may be asked to attend a stage 3 absence review meeting, where a review of their continuing employment with the council will be considered which could result in dismissal.

9.2.8
If the employee’s attendance improves to a satisfactory level during the monitoring period, the manager must confirm this in writing. What constitutes satisfactory improvement should be made clear to the employee by the manager, together with any specific target for reduction of sickness absence to be maintained on an ongoing basis. (There is a template to assist with this).
9.3
Stage 3 – Final Absence and Employment Review Meeting. 

9.3.1
At stage 3, a senior manager (not a manager involved at stages 1 or 2) will hold the employment review meeting.  As this meeting could result in dismissal, the meeting can only be dealt with by the Chief Executive, another Chief Officer or a Head of Service. The line manager will also come to this meeting and explain why there is a need to review the situation.
9.3.2
This stage is reached in the following circumstances: 

· sickness absence has exceeded the target set in the stage 2 attendance plan; or

· the initial improvement achieved at the end of the stage 2 monitoring period has not been sustained over the following 18 months; or

· the long-term sickness is continuing to have an impact on service delivery and/or colleagues

· where temporary arrangements e.g. a phased return to work have not facilitated a return to the full requirements of the role

9.3.3
The letter inviting the employee to attend the review meeting should cover the same issues as earlier stage letters. On this occasion, it must be made clear that this meeting will be a review of their continuing employment and could result in dismissal.

9.3.4
The stage 3 meeting will need to cover the same issues that are recommended for the earlier meetings.

9.3.5
The employee and/or their representative will be given an opportunity to put forward any information they feel is relevant to the process.

9.3.6
Dependent upon the outcome of the discussions at the stage 3 meeting and after considering the previous monitoring period and any medical information available, the manager will need to decide what further action to take. This could include:

· recommending a  redeployment search for suitable alternative work

· recommending a further period of monitoring

· concluding that the stage has been reached where the employee’s sickness record is such that that they are incapable of satisfactorily performing the job for which they are employed and therefore will be dismissed (with notice or pay in lieu of notice). In such circumstances consideration should also be given to whether the employee is in the pension scheme and whether ill-health retirement may be a possibility, accessing advice from the OHU. Guidance on ill-health retirements can be found in the FAQs.

9.3.7
Before making any decision to dismiss, the manager should be certain that:

· recent medical information has been reviewed, including what is likely to happen in the future

· meetings have been held with the employee to discuss their sickness absence 

· all possible ways to help an employee return to, or remain in work have been considered, for example, making reasonable changes to the workplace and looking at whether the employee could be redeployed to a different job

· the impact of the employee being away from work on service delivery and/or colleagues has been assessed

· the employee has been told what could happen if they continue to be absent from work, including that we may not continue employing them

9.4
Additional details on procedural issues

9.4.1
Notifications of Concern

A notification of concern letter is used to let the employee know formally that there are concerns over their absence levels and that this will be kept on file for a stated period of time. However this does not preclude further action being progressed under this procedure if absence levels do not improve before the end of that period. A notification of concern signifies that an individual’s level of absence is not acceptable and that if continued may, as a last resort, having exhausted all other options, result in their employment coming to an end. A copy of the notification of concern letter should be sent to the Personnel Shared Service Centre (PSSC). They will record the notification and put a copy of it on the employee’s personal file.

9.5
Appeals

9.5.1
Employees have the right to appeal against a notification of concern or dismissal following an absence review meeting. In such an event, an appeal hearing will be convened and will be conducted by a manager senior to the manager who determined the original outcome. Where the matter has been dealt with by the Chief Executive or a Chief Officer, the appeal may be heard by another Chief Officer. An appeal hearing against dismissal will be heard by the Staff Appeals Sub-Committee, which is made up of a panel of Members. 

9.5.2
The appeal must be made in writing by completing and returning the attached appeal form within 10 working days of receipt of the outcome letter, stating clearly the grounds for appeal. The form should be sent to the departmental Head of HR who will assist in appointing a manager to hear the appeal.

9.5.3
The form should outline the grounds on which the decision should be reviewed, clearly stating how their appeal relates to one or more of the following:

· A belief that the manager did not follow the relevant procedure properly, and that this significantly affected the decision.  (A small procedural flaw which would not have significantly influenced the decision is not sufficient grounds for upholding an appeal.)

· A belief that the manager made a decision about a significant fact, which it wasn’t reasonable for him or her to take.  (For example, where a manager unreasonably decides that a particular event must have taken place.)

· A belief that the outcome of the hearing was one which no reasonable person could have come to.  (The fact that the employee disagrees with the manager’s outcome is not a sufficient ground for upholding an appeal.)

· The fact that new evidence has come to light, which the employee could not have introduced at an earlier stage, and which could have a significant effect on the decision taken.  (Employees cannot present new evidence which was previously available and they could have presented at an earlier stage.)
Appeals will not be allowed on any other grounds.

9.5.4
The manager responsible for looking into the appeal must not have been involved in managing or making decisions about the notification of concern or dismissal.  It is important that they are unconnected.  

9.5.5
Within 10 working days of receiving the letter asking for an appeal, the manager should organise the appeal hearing and let the employee know the details. Appeal hearings will be arranged as soon as reasonably practicable and should be confirmed in writing to the employee, giving at least 5 working days’ notice of the hearing from receipt of the letter. There is a template to help with this.   

9.5.6
At the appeal hearing, both the employee and their manager(s) will be present. They will both have the chance to put forward their views of the situation. 

9.5.7
The individual will be informed of the decision within 3 working days of the meeting -– the template letter can help with this.  The decision is final.

The outcome of the Appeal hearing will be either to:

· uphold the original decision 

· allow the appeal entirely

· vary the conditions attaching to the notification of concern, or substitute a lesser decision, in place of the original decision (not including increasing the sanction).

10.
Monitoring periods

10.1
If the employee successfully completes the absence monitoring period, their manager should write to confirm this. However, the notification of concern stays on their file for the specified period of time and is only then destroyed if absence levels remain acceptable.

10.2
If the employee does not meet the requirements of the attendance plan or if having met it, their attendance gets worse again within the monitoring period, their manager should meet them to discuss this. Unless the employee can provide good reasons for the failure to meet expectations, there will be a referral to stage 2 of the absence management procedure. A manager may wish to refer an employee to the OHU if medical opinion has not already been obtained. Even if the absences do not appear to be related, referral may uncover an underlying medical condition. The employee should be advised of the referral and the reasons for it.

11.
Visiting the employee

11.1
The manager must do everything that is reasonably required to help the employee return to work. This might mean meeting the employee at home (with their agreement), in the workplace, or at a neutral venue to discuss matters. The employee may be advised to visit the workplace if possible, to help them still feel part of the team and Council. If a formal absence review meeting is being held under this procedure, the employee must receive the written notice in advance, making this clear.

11.2
When meeting an employee, the manager must be accompanied by a work colleague or a member of the local HR Team.  Employees have a right to be accompanied at formal meetings.

11.3
How many meetings are held depends upon the individual circumstances of a case. Meetings must be held in a supportive way, with the aim being to discuss matters openly and honestly and agree the next steps.

12.
Case Summaries

12.1
The case summary is the formal record of what happened at the absence review meeting. It should give a brief summary of the case, outline the decision made and give justification for coming to the final decision. There is a template that can help in writing a case summary.

12.2
The length and level of detail will depend on the nature and seriousness of the case and a summary for a hearing that resulted in a notification of concern will usually be shorter than one involving a complex case of dismissal. 

12.3
The case summary will be used for future reference if there is an appeal hearing. It will also be relevant in evaluating consistency of decision making across the Council.  

12.4
The employee should receive a copy of the case summary within 10 working days of the hearing.

12.5
If the employee disagrees with the record of the meeting, they can ask for their comments to be noted for future reference even if they are not appealing against the decision.
13.
Specific advice for dealing with long-term continuous absence

13.1
Keeping in touch with absent employees

13.1.1
If an employee is continuously absent from work, the manager must keep in frequent contact with them, they must keep accurate records of when and how they have contacted them and what has been said.

13.1.2
When an absence is long term, keeping in touch includes:

· talking on the phone

· visiting the employee at home or elsewhere

· being aware of the latest medical information

· being aware of any dates when the employee is hoping to come back to work

· ensuring that the employee continues to submit medical certificates for their ongoing absence

13.1.3
Also, depending on the employee and the reason why they are absent from work, a manager may wish to keep the employee updated developments at work and invite them to important work meetings or social outings.

13.2
Coming back to work after long term sickness absence

13.2.1
Assistance will be provided to employees returning to work after a long absence. When an employee wishes to return to work after a long period of sickness absence, it is important that they are ready to return and are fit to do their job. 

13.2.2
The manager might want to consider:

· talking to the Occupational Health Unit and organising a workplace assessment

· making changes in the workplace to help the employee

· phasing the employee’s return to work, either by reducing their hours of work, duties or both for a short time

· redeploying the employee to an alternative job. Medical advice must support this.

13.3
Phasing the return to work

13.3.1
Sometimes a phased return to work for someone returning from long-term absence is appropriate. This recommendation will usually come from the Occupational Health Unit.  The FAQs provide some more guidance. This may take the form of a structured return to work plan over a number of weeks with regular reviews of progress incorporated and can mean working reduced hours, or carrying out fewer/different tasks (or both). The employee will receive full pay for the agreed period with expectation that progress will be made to full work duties within a reasonable timescale.  Progress will be reviewed regularly during the phased return to work plan. Pay implications of not returning to full duties at the end of the phased return to work should be advised.

13.3.2
At the end of the return to work plan there will be a review meeting to establish whether the employee is ready to meet the full requirements of their role, if they have not already done so. The result could be moving to the next stage of the absence management procedure, which could include a formal review of ongoing employment.

13.3.3.
If necessary, the manager will take further advice from the OHU and, in liaison with their local HR Team, consider options such as ill-health redeployment. 

13.3.4
It may be necessary to determine whether the ongoing absence or reduced workload will continue to have an adverse impact on service delivery and colleagues and a formal absence review meeting may need to be convened.

13.3.5
If the requirement for reduced hours is likely to continue, then it may be appropriate to consider voluntary reduced work-time with the employee, in which their salary will be reduced to reflect the work they do and the hours they work. Other options under Camden’s flexible working scheme may be appropriate. 

14. Serious Illness

14.1
On some occasions an individual may be suffering from a serious illness and it will be necessary to use this procedure. Although it will be very important to deal with such cases with tact and sensitivity, it is not possible for exemptions to be made for specific illnesses. Each case will be assessed and managed according to its particular circumstances an managers will need to consider the possible effects of taking formal action. Where all possible adjustments have been offered or made and  redeployment  has been sought but unsuccessful, it may be necessary to terminate employment if there is no prognosis for a return to work in the near future and the ongoing absence is continuing to have a detrimental effect on the service delivery and colleagues. Further information is provided in the FAQs and advice should be sought from your local HR Team.

15. Terminal Illness

15.1
It will be particularly important to deal with cases involving terminal illness with sensitivity and understanding and managers should contact their local HR Team for advice in these circumstances. In these situations, it will be particularly important to explore options available to employees who are members of the pension scheme. Further information is provided in the FAQs.

16. 
When an employee decides to leave

16.1
If an employee decides to resign whilst they are absent due to sickness they still need to provide their contractual notice. During the notice period, they will be paid according to the provisions of the occupational sick pay scheme.

17.
Trade union officials

17.1
The expected levels of sickness absence also apply to trade union officials. Where management is contemplating formal action under this procedure and the employee is known by management to be a trade union official, no formal action will be taken against the official until the circumstances of the case have been discussed with a senior official or full-time officer of the union concerned.

18. Absence Management Policy and Procedure changes

18.1
This is Camden’s Absence Management policy and procedure as at 1 November 2005. This policy will be reviewed on a regular basis in line with legislative changes and Camden’s policy on Equality - Tackling Inequality. As a consequence we may need to change this policy in future, but if we do, we will do so in consultation with our recognised trade unions and will let staff know. If we need to do something different, we will always be fair and reasonable. 

Employment Strategy & Policy

November 2005

Appendix 1

Sickness reporting procedure 
Introduction

If you are sick you should always follow this procedure otherwise you may not be paid.

First day of absence

You must contact your manager on the first day you are sick, either by the time you would normally start work or by 10am, unless your manager tells you differently.

You should explain why you are absent, what is wrong with you and how many days you think you will be off work.

Keeping in touch

You should keep in touch with your manager while you are off sick. If you are off for more than 3 working days, you must contact your manager on the 4th working day (by the time you normally start work or by 10am, unless your manager tells you differently).

Self certification/Return to Work Discussions

If you are sick for less than 8 calendar days you should fill in the self-certification part of the return to work form as soon as you return to work.  Your manager will have a discussion with you and will record any actions that come out of this, such as arranging a risk assessment. The form will be sent to your local HR Team. 

Medical certificates

If you are sick for more than 7 calendar days, including ‘rest days’, you must:

· send your manager a medical certificate covering your absence from the 8th day, signed by your doctor and stating what is wrong with you. This certificate must be received by the 11th day of your absence 

· send a medical certificate each week, unless your doctor writes down a longer period of absence on your certificate 

Rest days are days you do not normally work, e.g. if you work Monday - Friday and are sick on Friday, you must include Saturday and Sunday in your calculation.

If you do not send a medical certificate or it is received late you may not be paid.

If you are off work more frequently or your absence causes service problems, your manager may ask for medical certificates from your doctor for absence of less than 8 calendar days.

If you have been off sick for a long period or have had a serious or contagious illness you must give your manager a certificate from your doctor confirming that you are fit to return to work. Check with your manager or local HR Team if in doubt.

If you are in hospital 

If you are in hospital you should follow the same reporting process. If however you are too ill to contact your manager you should make arrangements for someone to make contact on your behalf.  Contact should be made on the first day of your absence, saying how long you expect to be in hospital and leaving a contact number.

You must provide your manager with hospital admittance and discharge certificates as soon as possible. No other certificates are required during your stay in hospital.

Pay

If you have followed this procedure you will receive Camden sickness pay, depending on your length of service. Your entitlement to sick pay is: 

	Service
	Pay

	First year of service
	1 month’s full pay and (after 4 months’ service) 2 months’ half pay

	Second year of service


	2 months’ full pay and two months’ half pay

	Third year of service
	4 months’ full pay and 4 months’ half pay

	Fourth and fifth year of service
	5 months’ full pay and 5 months’ half pay 

	After five years service
	6 months’ full pay and 6 months’ half pay


You may also receive Statutory Sick Pay (SSP) or claim other state benefit.

You will not receive SSP if:

· you are pregnant and fall sick within the 18 week “disqualifying period” which begins 11 weeks before your expected week of childbirth and ends 6 weeks after childbirth

· you are taking part in industrial action 

· you have already received your full SSP entitlement

· you are in legal custody

· you have received one of the following state benefits within the last 8 weeks:

· Incapacity benefit

· Severe disability allowance

· Maternity allowance

If you are in receipt of one of the above payments you will receive a letter from the Benefits Agency advising how long your SSP exclusion lasts. This letter should be passed immediately to your manager in order to avoid an overpayment. All over payments will be recovered. 

If you are not eligible for SSP you can claim incapacity benefit from the Benefits Agency.

Your local Benefits Agency will have more information on SSP or you may ring the Benefit Enquiry Line on 0800 882200. If you have problems with hearing or speaking and use a textphone, ring 0800 243355.

The Council’s Occupational Health Service 

Your manager may require you to attend an appointment with the Council’s Occupational Health Service, for example:

· If your absence levels are high or frequent or a pattern of absence emerges 

· To establish whether there is any underlying medical condition or to gather more information about your sickness or prognosis for recovery

· If your manager considers you are unfit for work

If you refuse to attend a medical examination or fail to co-operate in obtaining a medical report your pay may be stopped.

If your manager feels that you are unable to carry out your work due to sickness s/he may send you home.

Returning to work

You must speak to your manager as soon as you come back to work.

If your manager is concerned that you may be unfit for work upon your return you will be asked to get a medical certificate from your doctor saying that you are ‘fit for work’.   

Stopping pay 

If you are sick you should always follow this procedure, otherwise your pay may be stopped. In particular if:  

· you fail to contact your manager with a satisfactory explanation for your absence or fail to make contact by the required time - see note below

· you fail to submit medical certificates promptly or at all

· you fill out the Camden Self Certificate inaccurately or falsely 

· you say you are sick and participate in activities inconsistent with being sick or which could aggravate any sickness e.g. sports, DIY, industrial action.
Note: If you have followed this procedure satisfactorily in the past your manager will allow 3 working days for you to make contact. If you have not contacted your manager after 3 days or failed to provide a satisfactory explanation your pay will be stopped from the 1st day of your absence.

Further information

If you require further information please speak to your manager or your local HR Team.
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