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	ATTENDANCE MANAGEMENT



Purpose of Report

1. To seek Members approval of a new Attendance Management Policy and Procedure.

Strategic Planning Framework

2.
The information contained in this report is consistent with the Authority’s statutory purposes and it’s approved strategic planning framework:
Corporate Plan

“Plan and manage all aspects of the Authority’s business so as to make the most effective use of our resources”.
Background

3.
This is a new policy and procedure (see Annex), written in accordance with the People Strategy’s schedule of review.
4.
Absence management is a key employee relations activity, with a current Corporate Target of 4.5 days per ‘Full Time Equivalent’ (FTE) staff member. In 2007/08 the Authority recorded a ‘sickness absence’ figure of 4.9 days per FTE, with absence being managed through the operation of ‘guidelines’. To increase the Authority’s effectiveness in absence management it is appropriate to adopt a more comprehensive policy and procedure, and the attached document is intended to make sure that our processes are ‘fit for purpose’.  
5. Members will note that the ‘start date’ for this policy is 1 January 2009; that  date has been set to allow for the standard period of 6 months as the consultation period in which Unison, as the representative staff union, are invited to comment.  As with previous policies, any revisions which may come out of this consultation will be brought back to this committee if they have the potential to fundamentally change the operation of this policy.

6.
This policy has been written taking full account of Equality Legislation.  

RECOMMENDATION

7. That members approve the attached policy.

Sally Jowett
Personnel and Training Officer

7 July 2008
Background Documents: None

ANNEX
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ATTENDANCE MANAGEMENT POLICY and PROCEDURE

1. RATIONALE
1.1
It is in the interests of everyone that as an organisation we have high attendance standards and a high attendance culture.

1.2 This policy and procedure is designed to help the Authority to:
· deal positively and sympathetically with employees who have medical conditions or injuries which affect their ability to work normally;

· avoid operational difficulties and maintain effective staffing levels; and

· deal fairly and reasonably with employees who have either frequent periods or extended periods of sickness absence.

2. SCOPE AND STATUS

2.1 This Attendance Management Policy applies to all employees of the Authority.   All employees should familiarise themselves with this policy so that they know what to expect should they become ill.

2.2 This policy came into force on 1 January 2009 and will be reviewed by 31 December 2012.
3. ABSENCE NOTIFICATION RULES AND KEEPING IN CONTACT

3.1 On the first day of absence all employees must notify their line manager by 10am by telephone that they are not coming to work.  In exceptional circumstances of the line manager not being available, employees should instead telephone the relevant Head of Department.  If the Head of Department is not available as a last resort the employee should contact the Personnel Section.  The employee should leave a contact number so that the line manager (or other appropriate section manager) can call the employee back.

3.2 The employee should make the call themselves where at all possible, not ask someone to make it on their behalf.  It is not acceptable to leave messages with Reception or colleagues.

3.3 If an employee leaves work early because they are unwell the time lost will be treated as sickness absence and the employee must inform their line manager that they are leaving. In the exceptional circumstance that the line manager is not available via telephone, the employee must inform the relevant Head of Department, and if s/he is not available, the Personnel Section.  When an employee leaves work early it will be counted as a half day of absence.
3.4 It is the policy of the Authority to keep in touch with employees during all absences, whatever their length.  Unless the line manager instructs differently the employee should telephone in by 10am every day of the absence.
3.5 If it becomes clear that the absence is likely to become longer term (i.e. exceeding 2 weeks), the line manager will agree with the employee how frequently the employee should keep the Authority informed of their progress.  The employee will normally be asked to telephone the line manager once a week.  The line manager will also arrange to meet with the employee periodically, either at home or at work.

4. SELF CERTIFICATION AND MEDICAL CERTIFICATES

Less than Eight Calendar Days of Absence

4.1 All employees must give their line manager a self-certification form covering any absence of less than eight calendar days.  This must be done on the day that the employee returns to work.  The form is available on the personnel pages of the Authority intranet. The line manager will then arrange to have a return to work interview with the employee on the same day that the employee returns to work, unless agreed otherwise. 

More than 8 Calendar Days of Absence

4.2 If the employee is absent for eight days or more, the self certification form covering the first seven days will be sent to the employee at home by the line manager.  This must be completed immediately by the employee and returned to the line manager who should then forward the document on to the Personnel Section to ensure correct payment of sick pay.

4.3 The employee must also provide a doctor’s medical certificate to cover any absence from the eighth day forward.  The employee must send this to their line manger to arrive within 3 working days of the 8th day of absence.  If the employee is still absent from work on expiry of the previous doctors certificate, the employee must send another medical certificate to their line manager, to arrive no later than the day after the previous absence expires.  All medical certificates should be forwarded to the Personnel Section by the line manager to ensure correct payment.  If medical certificates are not received within these timescales then sick pay may be delayed or withdrawn.
4.4 Employees and line managers have a specific responsibility to ensure that documentation is forwarded to Personnel in accordance with the time scales stipulated within this policy.  

4.5 Sick pay that has been overpaid will be deducted from the next pay due.

4.6 The Authority reserves the right to require the employee to provide a doctor’s medical certificate, at their own cost (if applicable), to cover an absence lasting less than eight days.  The employee will be informed in writing if this applies and that Authority sick pay will not be paid without one.

4.7 The Authority will require employees to provide medical certificates for any absence during an employee’s notice period or when subject to a disciplinary process.

5.
Sick Leave and Bank Holiday Leave

5.1 If an employee falls ill during a bank holiday, the annual leave (including bank holiday leave) will not be re-credited.  

6. Further Medical Information

6.1 The Authority can ask an employee at any time to attend an appointment with an occupational health professional or other health professional. The Authority may also ask for the employee’s permission to seek a medical report from their own GP.  This is to enable the Authority to gain a clear picture of the way the employee’s condition is affecting their ability to work, whether there is anything the Authority can do help the employee to return to work, and to ensure that the Authority is meeting its health and safety obligations.  The medical report may also be taken into account when making decisions about the employee’s continued employment.

6.2 If the employee does not co-operate in providing medical information, the Authority will have to consider the employee’s case - and this includes a decision as to whether or not the employee’s employment should be terminated - on the basis of the information available to the Authority.  

7.
RETURN TO WORK INTERVIEWS
7.1
Unless it has been agreed otherwise, on the day the employee returns to work, the line manager will meet with the employee to discuss the reason for absence and discuss what happened at work during the employee’s absence.  If the employee does have any underlying problems or reasons that are causing the time off, this is a good opportunity to discuss them. The Authority may be able to help the employee.  This is also an opportunity to ascertain if any adjustments are necessary in terms of working patterns or work station equipment. The employee can also hand the self-certification form in at the return-to-work interview, to be signed off by the line manager.  
8.
MANAGING ATTENDANCE

8.1 The Authority recognises that employees are sometimes too unwell to attend work and need time off to recover properly.  However, there are limits to the amount of absence that the organisation and the employee’s colleagues can sustain.  Therefore, the Authority monitors all absence. Where there is cause for concern, a review meeting will be held and action taken to bring about an improvement in attendance.  The procedure is set out in section 10.  Where it is appropriate, the Authority will also consider whether there are any reasonable steps that the Authority could take to help the employee return to work.

8.2
If the employee has a long-lasting illness, the Authority will normally manage this in the way set out in section 10.  However, at the Authority’s discretion it may deal with any kind of absence under either section 9 or section 10, or both where appropriate.
9. ATTENDANCE REVIEW PROCEDURE

9.1 The Authority procedure has the following stages:

· Informal review (which may take place for any pattern of unacceptable absence but should take place once the employee has ‘triggered’);

· First formal warning;

· Final formal warning;

· Dismissal

Please see attached Appendix  for a flow chart of the process.

9.2 The employee has the right of appeal at any stage and also has the right to be represented by a work colleague or Trade Union Representative at any formal meeting.

9.3 The Authority has set ‘trigger levels’ to help identify potentially unacceptable standards of attendance. However, employees may be called to account for any level of absence.  The Authority reserves the right to change the trigger levels at any time.

9.4 The first trigger level is:


a) 
Four or more occasions in any rolling six month period.


b)
Five or more occasions in any rolling twelve month period.

c) Ten or more days in any rolling twelve month period.

d) Any unacceptable pattern of absence that gives cause for concern (e.g. Mondays or Fridays)
Stage 1 – Informal Review
9.5
If the attendance reaches the first trigger level, the line manager will ask the employee to attend an informal review meeting to discuss the employee’s absence record and reasons for it.  This is an informal review and provides an opportunity for the employee to improve their attendance levels before progressing to a formal procedure. The employee will be given the opportunity to explain the reason or any background for the absence.  The line manager should also discuss support measures such as a referral to occupational health or provide details of the free and confidential counselling service. 

Stage 2 - First Formal Warning

9.6
If the absence does not improve and, in particular, if the employee:

· Is absent again for 5 or more days or on two or more occasions in the 6 month period following the informal review, or

· Has  an otherwise unacceptable level or absence

then line manager may decide that a first formal warning might be appropriate.
9.7
If the line manager does decide that a first formal warning might be appropriate, the employee’s Head of Department will ask the employee to attend a review meeting to discuss the employee’s absence record and reasons for it.  The employee has the right to be accompanied at this (and any other formal meeting in the procedure) by a co-worker or trade union representative and will be given the opportunity to explain the reason for any background for the absence.

9.8
If appropriate in the circumstances, the employee will be given a formal warning.  The warning will state that the employee will be required to make a substantial and lasting improvement in attendance within the next 6 months.  If the employee does improve, the warning will lapse after 6 months from the date it is issued (i.e. the date of the meeting).
Stage 3 - Final Formal Warning

9.9
If during the period of warning the absence does not improve and, in particular, if the employee:

· Is absent again for 5 or more days or on two or more occasions in the 6 month period that the warning applies, or

· Has  an otherwise unacceptable level or absence,
then the employee’s Head of Department will hold another review meeting with the employee to discuss the absence levels and the reasons for them.  If appropriate in the circumstances, the employee will be given a final warning.  The employee will be informed that, unless their sickness absence record improves and is maintained at an acceptable level, then dismissal may follow.  If there is a substantial and lasting improvement in the attendance level, the final warning will lapse after a period of 12 months.

Stage 4 - Dismissal

9.10
If during the period of the final warning the employee:

· Is absent again for 5 or more days or on two or more occasions; or

· The pattern of absence is otherwise unacceptable,
Then the Authority will write to the employee asking them to attend a Panel hearing to consider the absence levels and the reasons for them.  The employee will be given the opportunity to put their case forward.  The Head of Department involved in the earlier stages of the process will also present the management’s case.  The employee should be aware that, if the process reaches this stage, then they may be dismissed with notice, unless there are clear reasons why this would not be appropriate in the circumstances.  

9.11
The panel at the hearing will include a Head of Department not previously involved, together with a personnel representative.  

9.12
As soon as possible after the conclusion of the proceedings of the hearing (e.g. an adjournment may be taken by the panel to reach a decision), the Head of Department will convey the decision of the panel to the employee and will inform the employee what action, if any, is to be taken. The decision will be confirmed in writing within seven working days of the date of the hearing. The employee will be notified of his/her right of appeal under this procedure. 

Stage 5 - Appeal 

9.11
Appeals at stages 2 and 3 will be considered by the Head of Finance and Resources.  If the Head of Finance and Resources issued the action at stage 2 or 3 then the appeal will be considered by another member of the Senior Management Team (SMT).
9.12
Appeals against dismissal will be to the Chief Executive.  If the dismissal decision was made by the Chief Executive, then the appeal will be to two members of SMT not previously involved in the case.  One of these SMT members will normally be the Deputy Chief Executive.

10.
MANAGEMENT OF LONG TERM CONDITIONS

10.1 This section normally applies where an employee has a medical condition or injury that is preventing them from working normally.  This might be causing frequent short-term absences or a single lengthy absence.

10.2
Where it is appropriate, it is the aim of the Authority to help employees overcome the problems that are stopping them from working normally.  In practice this means that the Authority will:

· Keep employee absence under continuous review;

· Maintain frequent contact with the employee, as and when appropriate. This may include periodic case meetings, either at work or home, to help the employee keep the Authority informed of progress.  The Authority will also keep employees up to date with what has been happening at work;

· Seek permission from the employee to obtain medical reports. This may also involve attending one of more appointments with an occupational health professional/medical professional appointed by the Authority.

· Identify and consider measures with the employee which might help the employee to return to work earlier than might otherwise be possible; and

· Keep any measures put in place (as above) under review.

10.3 Research shows that the longer an employee is absent from work with sickness; the less likely they are to return to work.  The steps set out above are designed to help the Authority to prevent that from happening and are in both the employee’s and the Authority’s interests.  The employee is expected to co-operate fully in managing this kind of absence.  If in the Authority’s view, the employee does not co-operate fully, the prospects of continued employment and eligibility to sick pay will be affected.

10.4 Regrettably, circumstances may arise where, because of continued absence of an employee, it becomes necessary to consider whether their employment should be terminated. In such circumstances a Panel hearing will be arranged, to which the employee will be invited to put their side forward and the line manager involved in the process will also present their case to the panel.

10.5
The panel at the hearing will include the relevant Head of Department and a personnel representative not previously involved in the case.  If the line manager investigating the case is the Head of Department then the Panel will comprise a Departmental Head not previously involved in the case and a personnel representative.

10.6
As soon as possible after the conclusion of the proceedings of the hearing (i.e. a adjournment may be taken by the panel to reach a decision), the Head of Department will convey the decision of the panel to the employee and will also inform the employee what action, if any, is to be taken. The decision will be confirmed in writing within seven working days of the date of the hearing. The employee will be notified of his/her right of appeal under this procedure.

10.7 Appeals against dismissal will be to the Chief Executive.  If the dismissal decision was made by the Chief Executive as Head of Department then the appeal should be to two members of SMT not previously involved in the case.  One of these SMT members will normally be the Deputy Chief Executive.

11. AUTHORITY SICKNESS SCHEME

11.1. Employees are entitled to receive sick pay for the following periods:

· During 1st year of service: 1 month’s full pay and (after completing 4 months service) 2 months half pay.
· During 2nd year of service: 2 months full pay and 2 months half pay.
· During 3rd year of service: 4 months full pay and 4 months half pay.
· During 4th and 5th year of service: 5 months full pay and 5 months half pay.
· After 5 years of service: 6 months full pay and 6 months half pay.
12.
EMPLOYEE OBLIGATIONS

12.1 The obligations for employees as set out in this policy and procedure are important in helping the Authority to achieve its objectives. If for some reason an employee does not follow them, the Authority will take the initiative to contact the employee.  Furthermore, absence may be treated as unauthorised, which could result in disciplinary action, including dismissal, being taken.

12.2 It is also a condition of Authority sick pay that employees comply with the rules of notification of absence, keeping touch throughout absence, providing self-certificates and medical certificates on time and cooperating with Authority requests for further medical information.

13.  
MISCONDUCT

13.1 Whilst this policy is not a disciplinary procedure, its provisions can in some cases lead to disciplinary action including dismissal.  For example, if an employee claims to be ill when they are not, or claims sick pay when they are not entitled to it, this will be treated as gross misconduct and may lead to dismissal.

13.2
Furthermore, if an employee does not comply with their obligations under this policy, absence may be treated as unauthorised.  This is a disciplinary offence and dealt with under the Authority’s disciplinary procedure.  

14
KEEPING RECORDS

14.1
The Authority will keep records of any steps taken under this policy.

15.
EMPLOYEE ASSISTANCE

15.1 The Authority offers a free and confidential telephone counselling service.  Contact details can be found on the intranet.

APPENDIX
SHORT TERM SICKNESS MANAGEMENT PROCESS
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Has the employee triggered?





No





Yes





Stage 1 – Hold Informal Review Meeting.





Absence improves no further action





Employee is absent again for 5 or more days or 2 or more occasions within 6 months of the informal meeting.





Stage 2 – First Formal Warning – in place for 6 months. Required to make a substantial and lasting improvement.





Employee is absent again for 5 or more days or 2 or more occasions within 6 months of the formal meeting.





Stage 3- Final Formal Warning – in place for 12 months.  Required to make a substantial and lasting improvement.








Absence improves.  Employee required to sustain this. 





Employee is absent again for 5 or more days or 2 or more occasions within 6 months of the formal meeting.





Absence improves.  Employee required to sustain this. 





Stage 4- Dismissal.


Referred to a Hearing Panel.
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