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	1
	Purpose

	[bookmark: _GoBack]
	Family Care Fostering Ltd is committed to providing an efficient, economical and effective service.  To achieve this aim, a high level of attendance from employees is essential.
The company recognises that employees may be unable to attend through sickness.  However, in exceptional circumstances there may be unacceptable levels and frequency of sickness absence.  It is intended that, through the application of good management practice, any such unacceptable levels and frequency of sickness absence are kept to an absolute minimum.  All Managers will be required, therefore to record information to assist in identifying the incidence and causes of absenteeism and to take appropriate action in accordance with the Guidelines, including action in relation to working conditions, where necessary.

	2
	Scope

	
	All employees whether on permanent, temporary or fixed term contracts.

	3
	References

	
	· Disability Discrimination Act 1995
· Employment Rights Act 1996 as amended
· Employment Rights Dispute Resolutions Act 1998
· Employment Relations Act 1999
· Employment Act 2002
· Working Time Regulations 1998

	4
	Definitions

	
	None

	5
	Action

	
	
	Introduction
	
	Person Responsible

	
	5.1 
	During the Induction period good attendance should be reinforced as a positive aim of the place of work together with advice to new employees of the correct procedure to follow if they are unable to attend work i.e. the notification procedure, and consequences if that procedure is not adhered to.  (Refer to Staff Absence Procedure).
	
	LM

	
	5.2 
	When carrying out the Probationary Period Appraisal the Line Manager should carefully review any periods of absence during the probationary period (*extending the period where necessary).  
After due consideration having sought advice from the Group Business Manager or other Senior Manager, should the Manager feel the periods of absence are too extreme, then the probationer should be informed that they have failed their Probationary Period and given 1 week’s notice of termination of contract.  
Where an extension to the probationary period is to be made the employee should be kept fully informed of the reason for the non-confirmation of appointment.  In all cases the Human Resources Manager should be informed immediately in order that the necessary paperwork is completed and the ‘Probationer’ is informed in writing.
* As a general rule if one spell of absence has occurred in the probationary period then the probationary period should be extended by a period of one month.  If there are two spells of absence then extend by two months.  If three spells of absence have occurred at any point during the probationary period and/or extended probationary period then the probationary period will be terminated giving the employee 1 week’s notice.
(Please refer to the 1. Disciplinary Procedure - Probationers and  Probationary Periods Procedure).
	
	LM
RM
GOM
HRM

	
	5.3 
	If any employee does not attend work and does not communicate the reasons for this absence and if this continues for a period of 3 days the Registered Manager must inform the Human Resources Manager immediately.  A letter will be sent to the employee by the Human Resources Manager, instructing the employee to contact the Human Resources Manager or the Registered Manager immediately in order to clarify the reasons for the absence.  The letter will also state that if the employee does not get in touch immediately, the Company will assume that the employee has resigned forthwith.  
Final salary payments will be paid up until and including the last day the employee actually worked.  Any accrued holiday allowance will be lost.  Any holidays taken in excess of the ‘current’ accrued entitlement shall be deducted from the final salary as will any outstanding monies in respect of Training Agreements.  The Company reserves the right in this instance to pay the employee any outstanding monies to which the employee considers they are entitled, once all financial matters have been resolved.
If the employee does contact the Company then the appropriate action must be taken which will be dependent upon the reasons for the absence.
	
	RM
LM
HRM

	
	5.4 
	The main aim of monitoring absence is to ensure that an acceptable level of attendance is achieved and maintained.  A key to controlling absence is comparison between employees who have, apparently unacceptable levels of absence and will assist in identifying problems other than sickness which may cause such absences.

	
	

	
	5.5 
	Dealing with employees beyond the counselling stage i.e. at the ‘Return to Work Interview’ is a sensitive issue and in exceptional cases, absence could be to such an extent as to affect the capability of an employee to undertake the duties of the job.  (Refer to Capability Procedure).
	
	RM
Senior Manager
GBM

	
	5.6 
	In most cases of sickness absence it is important to maintain contact with employees as it emphasises the importance the Company places on attendance and on the welfare of the employee.

	
	LM
RM

	
	5.7 
	The Company may, at any time request an employee to submit to a medical examination by a medical practitioner nominated by the Company.  A medical opinion may be helpful when dealing with difficulties associated with persistent sickness absence.
	
	RM
Senior Manager
GBM
HRM

	
	5.8 
	The medical report, when received, should be fully taken into account in deciding future management action.  The contents of the report will be shared with the employee concerned unless the author of the report specifies otherwise.
	
	Senior Manager
GBM
HRM

	
	
	Procedure
	
	

	
	5.9 
	When an employee has been absent from work, for any length of time, other than for annual leave, then Managers will need to meet with the employee to carry out a ‘Return to Work Interview’ to:-
a) Discuss the reasons for absence and satisfy themselves that the employee is fit to return to work.
b) Collect completed Self-Certificate or outstanding Drs Notes or other documentation required.
c) Raise any concerns with the employee regarding their absence and ensure that they are aware of the Management of Attendance Policy
d) Should the employee wish not to discuss their medical condition with their Line Manager then discussions should take place with the Line Manager’s Line Manager, the Human Resources Manager or other person deemed appropriate by the employee.  Except in exceptional circumstances it would not be appropriate at this stage to involve members of the Executive Team.
e) Consider the need, if any, for Risk Assessments on return.
	
	LM

	
	5.10 
	In all cases if it appears there is the start of a problem with attendance this should be addressed in the regular supervision sessions and the employee should be reminded of the consequences if attendance is not improved i.e. that the formal stages of the procedure will be followed.
	
	LM

	
	5.11 
	In order to highlight those employees who may need focusing on in respect of their attendance record, a set of parameters has been established and these act as ‘triggers’ to help determine when action is needed and these are as follows:
· Cumulative days absence in a set period 
· Number of spells in a set period 
· Combination of days and spells 
· Pattern related 
	
	

	
	5.12 
	All employees have the right to be accompanied at all formal meetings by a recognised Trade Union representative or colleague.
	
	

	
	5.13 
	Short Term Persistent Absence
Recognising short term persistent absence is the key to actively monitoring this type of absence.  Therefore, unacceptable sickness records would be sickness absences on 3 occasions within the previous 6 months (not withstanding the policy on probationary periods) or 4 separate occasions in a 12 month period, or absent on a particular day a month for a number of months.  Taking sickness absence attached to each holiday or a particular shift may indicate a that problem may be persistent.
	
	

	
	5.14 
	Long Term Absence
This is defined as any one occurrence of continuous absence that lasts for a minimum of 4 weeks or a situation where the employee is absent for recurrent periods of time with a serious health problem.
	
	

	
	
	Short Term Absence Management Procedure
	
	

	
	5.15 
	Stage 1 – 1st Formal Interview
The employee should be written to by the Human Resources Manager inviting the employee to attend a Formal Interview to discuss their attendance record.  
They must be informed of their right to representation by a Trade Union representative or a colleague and if the employee chooses to exercise this right then they must inform Human Resources Manager at least 1 day prior to the Interview.
	
	
LM
HRM

	
	5.16 
	This Formal Interview will be attended by the employee (and their representative if chosen) and the Registered Manager/Line Manager.
	
	LM
RM

	
	5.17 
	It will be for the Registered Manager/Line Manager to establish all the circumstances of the absences by examining the attendance record and explore the reasons, patterns and discuss any underlying causes.  Should it be felt necessary at this stage a medical opinion may be sought.
	
	RM

	
	5.18 
	A review period will be set and agreed taking into account all the available information.
	
	RM

	
	5.19 
	The outcome of the interview should be recorded and a copy supplied to the employee concerned, their Line Manager and a copy will be placed on the employee’s personnel file.
	
	RM
LM

	
	5.20 
	If the employee’s attendance deteriorates further, then the review period should be brought forward.
	
	

	
	5.21 
	If attendance is maintained or has improved then the review date should be kept.  The same procedure as 5.15 should be followed.
	
	

	
	5.22 
	When the Review Interview has taken place and the outcome is that the attendance has improved to an acceptable level then no further action is necessary.[footnoteRef:1] [1:  Please note that should attendance deteriorate again then sickness absences within the previous 12 months will be taken into account.] 

	
	

	
	5.23 
	If there has been no further improvement then move to Stage 2 of the Procedure.
	
	

	
	5.24 
	Stage 2 – 2nd Formal Interview
The employee should be written to by the Human Resources Manager, inviting the employee to attend a Formal Interview to discuss their attendance record.  They must be informed of their right to representation by a Trade Union representative or a colleague and if the employee chooses to exercise this right then they must inform Human Resources Manager at least 1 day prior the Interview.
	
	
HRM

	
	5.25 
	This 2nd Formal Interview will be attended by the employee (and their representative if chosen), the Registered Manager, the Senior Manager for Family Placement, or Group Business Manager or their delegate and the Human Resources Manager.
	
	Employee
HRS
GBM
GOM
HRM

	
	5.26 
	The attendance record since the previous Interview will be reviewed and any explanations discussed.  The employee should be advised that if they are not able to demonstrate an improvement in their attendance their future employment will be at risk.  Again, any underlying medical problems should be considered and the possibility of a referral to Occupational Health or an Independent Medical Advisor may be considered. 
	
	RM
Employee

	
	5.27 
	A discussion should take place and consideration given to any suggestions put forward by the employee which may improve their attendance, for example, flexible working (if appropriate to the job role), unpaid leave, part-time working or possible redeployment if they are unable to maintain consistent attendance in their current job role. 
	
	RM
Employee

	
	5.28 
	The required improvement in attendance will be agreed and a review period and date set.  The employee must be advised of the consequences if there is no improvement i.e. dismissal may be the only option left. 
	
	RM
Employee

	
	5.29 
	The outcome of the interview should be recorded and a copy supplied to the employee concerned, their Line Manager and a copy will be placed on the employee’s personnel file.
	
	HRM
LM

	
	5.30 
	If the employee’s attendance deteriorates further then the review period should be brought forward.
	
	RM
Employee

	
	5.31 
	If attendance is maintained or has improved then the review date should be kept.  The same procedure as 5.15 should be followed.
	
	

	
	5.32 
	When the Review Interview has taken place and the outcome is that the attendance has improved to an acceptable level then no further action is necessary.[footnoteRef:2] [2:  Please note that should attendance deteriorate again then sickness absences within the previous 12 months will be taken into account.] 

	
	

	
	5.33 
	If attendance has improved but not to an acceptable level then move back to ‘Review Interview’ at Stage 2.
	
	

	
	5.34 
	If there has been no further improvement then move to Stage 3 of the Procedure. 
	
	

	
	
	Stage 3 - 3rd Formal Interview
	
	

	
	5.35 
	The employee should be written to by the Human Resources Manager inviting the employee to attend a Formal Interview to discuss their attendance record.  They must be informed of their right to representation by a Trade Union representative or a colleague and if the employee chooses to exercise this right then they must inform the Human Resources Manager at least 1 day prior to the Interview.
	
	HRM

	
	5.36 
	This 3rd Formal Interview will be attended by the employee (and their representative if chosen), the Registered Manager, the Senior Manager for Family Placement or Group Business Manager or their delegate and the Human Resources Manager.
	
	HRM

	
	5.37 
	If a medical opinion has not been sought and it is deemed necessary in order make any decisions to dismiss the employee then the report must be received before the meeting takes place.

	
	Employee
TU Rep
RM
Senior Manager
GBM

	
	5.38 
	Once all information is received the 3rd Stage Formal Interview can take place.  The employee should be given the opportunity to discuss any information received from either Occupational Health or other Medical Reports.
	
	

	
	5.39 
	If, having considered all the circumstances and any help the Company has been able to offer, the individual has been unable to maintain a satisfactory level of attendance; their contract of employment will be terminated, with full notice on the grounds of ‘some other substantial reason’.  NB the decision to dismiss is an employment, not a medical decision; however, it must be taken in the light of available medical evidence.
	
	

	
	5.40 
	The employee will be advised that they have the right of appeal against the decision and the appeal must be in writing to the Executive Team within 21 days of the receipt of the written confirmation of dismissal.
	
	

	
	
	LONG TERM ABSENCE MANAGEMENT PROCEDURE
(For absences of more than 4 weeks)
	
	

	
	5.41 
	Longer term absence, as previously identified at 5.14, needs to be handled sensitively and fairly.  The Manager should contact the employee periodically and the employee must maintain regular contact with the Manager.  
If deemed appropriate when considered against the known details of the absence a Home Visit should be arranged to the employee’s home at the 4 week mark and thereafter at 4 weekly intervals.  A Home Visits form should be completed and sent to the Human Resources Manager.  
	
	HRM
Employee
Exec Team

	
	5.42 
	When the Home Visit form is received the Human Resources Manager will discuss this with the Group Business Manager to assess the necessity at this stage for a Medical Opinion to be sought.  The decision to seek a Medical Opinion and who from will be based wholly on the information the Company has access to at the time of the decision.
	
	

	
	5.43 
	Should a member of staff be absent for a continuous period of 3 months they will be invited to a meeting with their Manager and the Human Resources Manager and Senior Manager for Family Placement and Group Business Manager or their delegate once the Medical Report has been received from either Occupational Health or other Medical Officer appointed by the Company. 
At this meeting the Company representatives will invite the employee to discuss any potential future outcomes.  Possible outcomes may be that they are fit for work in the near future or they are permanently unfit to carry out their duties of the present post.  If the latter is the case then the Capability Procedure must be invoked.  The employee may be accompanied by their Trade union representative or colleague (see Capability Procedure).
	
	

	
	5.44 
	The meeting/s will ascertain whether the employee is likely to be able to return to work in the near future and consider if anything can be done by the Company to assist the employee.  It may be appropriate to discuss a phased return to work.  Where redeployment is an option Occupational Health will be asked to advise on suitability/fitness for the proposed post.
	
	

	
	5.45 
	The timescales for further review will depend upon the individual circumstances and recuperation plan.  Where alternative employment, reasonable adjustment to existing duties or a phased return are not feasible, either because of the nature of the health problems or because of the nature of the work, then termination of employment on the grounds of capability is the only remaining option.
	
	

	
	5.46 
	Dismissal on the grounds of capability due to ill health should only be considered when all the available facts and medical reports have been obtained and the following factors have been fully investigated and considered:
· Current medical opinion has indicated that the employee is not able to return to their post in the foreseeable future.
· It has not been possible to make any reasonable adjustment to the employee’s existing post.
· It has not been possible to redeploy the employee into another post, either because their medical condition prohibits redeployment or a suitable alternative post cannot be found within a reasonable timescale.
· The employee refuses to consider or accept suitable alternative employment, where available.
	
	

	
	5.47 
	Notice will be given in accordance with the contracted notice period or in accordance with the minimum notice period outlined in the Employment Rights Act 1996 whichever is the greater.
	
	



	6
	Documentation

	
	· Home Visit Form
· Return to Work Interview




This procedure/guidance/policy is reviewed by the Executive Team or their delegate in consultation with staff, where appropriate, following changes in legislation, good practice guidelines or as is deemed appropriate.

Staff are invited to comment and any recommendations for change/improvement should be in writing to the Senior Admin Officer at the Business Centre who will liaise with the Senior Manager who has authorised release of this document – see control box, front sheet.
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