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MANAGING SICKNESS ABSENCE PROCEDURE 

(covering all employees) 
 

1. INTRODUCTION  
 
1.1  The Council recognises that high attendance levels are a vital factor in 

providing cost-effective and efficient Council Services.  The CMT has 
introduced a Council wide sickness absence target level therefore the 
effective management of sickness absence must be a high priority for 
all managers. 

1.2 To promote continuous improvement in the area of sickness absence, 
Services will continuously monitor their performance against the 
Council wide sickness absence targets. Services may set more 
stringent targets, in consultation with HR, where the levels already 
achieved are lower than the Council wide sickness absence target 
level.  

 
1.3 This procedure is designed to help line managers monitor, control and 

improve attendance levels and to reduce the adverse impact of 
sickness absence on service delivery.  In conjuction with other 
supportive policies and procedures, this procedure also provides 
employees with appropriate support to improve their attendance 
where necessary. 

 
1.4 The procedure provides a process for managing sickness absence 

which may result in action being taken up to and including dismissal 
on capability grounds.  

 
1.5 All sickness absence will be dealt with using this procedure. 
 
1.6 A Senior Manager in each Service and/or service division will oversee 

the operation of the procedure. 
 
1.7 Line managers will ensure that employees are made aware of the 

Procedure and that their attendance will be monitored against the 
standards set by the Council. In addition, they will also be responsible 
for operating the procedural arrangements for their employees. 

 
1.8 Medical information relating to cases will be kept confidential.  This 

will also be the case where any third party intervention operates eg 
Day One Nurse Led Reporting. 

 
1.9 An employee will have the right to be represented by a Trade Union 

representative or a work colleague at any formal stage meeting 
convened under this procedure.    
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1.10 This procedure conforms fully with the requirements set out in the 
Equality Act.   

 
2. NOTIFICATION AND CERTIFICATION 

 
     Notification 
 
2.1 Local arrangements to make contact to notify sickness absence 

should be confirmed and communicated to all employees. 
   
2.2 An employee should telephone their line manager or alternative 

designated contact (eg Day 1 Nurse Led Reporting Line) on the first 
day of absence in accordance with local reporting arrangements and 
provide the following information; 

 

• the reason for absence 

• an anticipated  return to work date  

• any work commitments that may need to be rearranged or re-
allocated 

 
Exceptionally, if an employee cannot make personal contact, they 
must ensure that notification is made on their behalf in line with the 
appropriate contact arrangements. 

 
2.3 E-mails or text messages are not accepted as an appropriate 

method of notification. 
 

2.4 Failure to notify the designated contact without good reason will lead 
to the absence being deemed unauthorised and will result in the 
withholding of sickness absence payments and possibly disciplinary 
action.  If a satisfactory explanation is provided after investigation of 
the circumstances, payment will be re-instated. 

 
2.5 If a manager has not heard from an employee on the first day of 

absence, within the timescales indicated in reporting arrangements, 
they should try to establish contact later on the first day and also on 
successive days, in an attempt to determine the reason for the 
absence.  

 
2.6 The employee must update their line manager on their absence on 

the fourth and seventh day of absence and weekly thereafter.  Failure 
to do so will again result in the withholding of sickness absence 
payments.  If a satisfactory explanation is provided after investigation 
of the circumstances, payment will be re-instated. 

 
2.7 Normal contact reasonably made with employees in accordance with 

the provisions of this procedure will not constitute harassment.   
 

Certification 
 
2.8 For an absence of seven calendar days or less, the employee must 

submit a self-certificate form to their line manager on the day they 
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return to work unless a Medical Practitioner has issued a Fit Note 
from day one that covers the absence 

2.9 For an absence continuing for more than seven calendar days in 
addition to completing a self-certificate form, the employee must 
consult a doctor and obtain a Fit Note.  The certificate must be 
forwarded immediately to the line manager.  If the absence is likely to 
continue beyond the date shown on the medical certificate the 
employee should consult their Medical Practitioner again and submit 
additional medical certificates to cover the period of their absence. 

2.10  If the employee’s health improves, they will be expected to return to 
work at the end of the period and under any specific workplace/ 
working time  adjustments/restrictions specified in the most current Fit 
Note.  In the case of an employee with a disability, any reasonable 
adjustments which are deemed necessary will be made.  

  Unauthorised Absence 

2.11 When an employee’s absence is not supported by appropriate 
documentation or where the correct notification procedure has not 
been followed, this will be regarded as unauthorised absence and 
sickness absence payments withheld.  If a satisfactory explanation is 
provided after investigation of the circumstances, payment will be re-
instated. 

2.12 However, if, after investigation and consideration of the 
circumstances and any explanation given, the absence remains 
unauthorised, pay will not be re-instated and the matter will be dealt 
with under the Council’s disciplinary arrangements.  This will not 
prevent the absence itself being dealt with under the provisions of this 
procedure. 

Suspension of Sickness Payments  
2.13 Sickness payments and the right to self-certify will be suspended 

where an employee abuses the provisions of this procedure.  
Examples of abuse will be:- 

 

• sickness due or attributable to deliberate conduct prejudicial to 
recovery 

• the employee’s own misconduct or neglect 

• active participation in professional sport 

• injury while working in the employee’s own time on their own 
account for private gain or for another employer 

• fraudulent claims for sickness payments (which are likely to 
constitute gross misconduct and lead to dismissal). 

 

2.14 Where such an abuse constitutes misconduct it will be dealt with 
under the provisions of the Council’s disciplinary arrangements.  This 
will not prevent the absence itself being dealt with under the 
provisions of this procedure. 
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3. PROCEDURAL RECORDING AND MONITORING 

  
3.1 A Senior Manager in each Service area will oversee the operation of 

the procedure, and work with line managers to continuously improve 
attendance levels.  

 
3.2 All sickness absences must be recorded by line managers on the 

Council’s computerised HR system (MyPeople) on the first day of 
absence or as soon as possible thereafter.   

 
This information is used to :- 

 

• ensure timely notification of changes in sick pay level (ie a 
reduction to half pay or to zero pay) 

• produce corporate and departmental absence reports 

• produce reports of formal action taken 

• monitor the effectiveness of the Council’s managing sickness 
absence arrangements  

 
3.3 Each line manager is required to monitor attendance levels within 

their team and apply the formal stages of this procedure in line with 
sections 5 and 6 below. 

 
3.4 An early decision must be made on whether the issue is one of 

frequent short-term or long-term absence or if a recognisable pattern 
of absence has emerged.  In reaching a decision, the nature of the 
absence and the employee’s current medical circumstances should 
be taken into account when determining a way forward eg disability, 
planned recuperation/rehabilitation following hospitalisation. 

 
3.5 Line managers must keep records of actions taken and when they 

were taken.  (See the Management Toolkit for guidance where staff 
are assessed as a part of the Council’s Contribution Based Pay 
arrangements). 

 
4. WELL- BEING AND PREVENTATIVE ACTION 
 
4.1 The Council, through its well-being strategy, is actively seeking to 

encourage employees to adopt and pursue healthy lifestyle options 
which can contribute to a positive work-life balance and lead to lower 
employee sickness absence levels. 

 
4.2 In furtherance of its well-being strategy, the Council offers supportive 

measures such as a confidential employee counselling service, 
physiotherapy and subscribes to other employee focussed initiatives 
such as “see-me” and Investors in People. 

 
4.3 Effective monitoring of sickness absence can identify issues which, if 

tackled early, can impact positively on absence level, eg sickness 
  absence related to stress or musculo-skeletal problems. 
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4.4 This monitoring can also incorporate the use of Health and Safety 
statistics to identify areas where early intervention and preventative 
action can reduce the adverse impact of workplace accidents and 
injuries and lost time. 

 
4.5 Terminal illness 

 Where an illness or medical condition is terminal (ie where the 
prognosis is clear and the individual will not recover) the formal stages 
of this procedure will not operate and any medical referral will only be 
to assist in the employee’s wellbeing. 

  
5. TRIGGER POINTS 

5.1 Sickness absence will be considered as problematic and having an 
adverse impact on individual and /or team performance and service 
delivery where any of the following trigger points are reached: 
 
a) three instances of sickness absence within a 12 month rolling 

period; 
 
b) 6 days of sickness absence within a 12-month rolling period; 

 
c) four weeks of continuous sickness absence (long-term) 
 
d) other recurring or recognisable patterns such as sickness 

absence which occurs 
 

• on a Friday and/or a Monday  

• before or after public holidays or periods of annual leave 

• before, during or after school holidays 

• in regular patterns of sickness absence in a year or in 
successive years ie specific recurring dates when sickness 
absence occurs 

 
Line Management Review 
 

5.2 Progression to into the formal stages of the procedure will not be 
automatic when a trigger point is reached but will be the subject of a 
review.  

5.3 The review will take place where the trigger level is reached and the 
absence relates to a “one off” situation (which could involve one or 
more periods of absence) eg. 

• a surgical intervention or  

• a management enforced absence relating to a contagious 
or other infection or notifiable disease*,  

or where up to that point the employee has had an exemplary 
attendance record.   
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In the circumstances described above the formal stages of the 
procedure will not normally apply. 

    
* a notifiable disease is any disease that is required by law to be reported to 

government authorities. 

 
 
6. MANAGEMENT ACTION 

6.1 Where the provisions of paragraph 5.3 above do not apply or where 
an illness is terminal, a line manager must use the formal stages of 
this procedure when an employee’s absence level or pattern reaches 
a trigger point. It may be that a combination of long and short-term 
absence occurs.  For the purposes of this procedure, after a stage 1 
warning is issued any further periods of sickness absence will 
normally result in further, formal action. 

6.2 Where taking action has led to the issuing of a staged warning, any 
subsequent sickness absence which does not meet improvement 
targets will result in a progression to the next procedural stage.  This 
means that additional long or short-term absence or a continuation of 
recognisable sickness absence patterns will mean progression to the 
next stage if improvement targets are not met.   

6.3 Stage 1 and 2 monitoring periods are 12 months but line managers 
need to assess if progression to the next stage is required at an 
earlier point in the monitoring period due to a significant adverse 
impact on Service delivery ie there is no requirement to wait for the 

monitoring period to end if action is required earlier. 

  Occupational Health advice 

6.4 It is recognised that an early referral can have a positive effect on 
absences related to stress, mental illness and muscular skeletal 
conditions.   In stress cases a referral should be made immediately to 
ensure the earliest possible intervention.  Absences due to musculo- 
skeletal or mental health should be the subject of a referral prior to a 
trigger being reached. 

6.5  Where an employee has reached a trigger point, the Line Manager 
will seek appropriate medical advice from the Council’s Occupational 
Health provider and taking account of the advice received, decide on 
a course of action in accordance with the procedure.   

 
6.6 An employee will be required to participate in a medical assessment 

by the Council’s Occupational Health provider.   In these 
circumstances the employee will be advised of the reason(s) for 
seeking medical advice, his/her rights under Access to Medical 
Reports legislation and given a copy of the referral form prior to the 
occupational health appointment. 

 
6.7 In any Occupational Health referral, advice should be sought to 

determine if the circumstances of the case require consideration of 
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any reasonable adjustments provided for in the Equality Act and what 
they might be. 

7. Staged approach 

7.1 There are 3 formal stages to managing absence cases: 

Stage 1Warning: if no improvement or sustained return to work, 
move to 

Stage 2 Warning: if no improvement or sustained return to work, 

move to 

Stage 3: Final Review and potential dismissal on the 
grounds of capability due to ill-health 

Stage 1  
7.2 In cases where an employee reaches a trigger point, the line 

manager will review the absence record and seek appropriate 
medical advice, both to comply with this procedure and to identify 
what additional support / measures can be provided to improve the 
employees attendance and wellbeing.   

7.3 The line manager will arrange a Stage 1 meeting giving seven 
calendar days’ notice.  Along with the invitation to the meeting, written 
details of the sickness absence record and any other relevant 
information, eg any current occupational health report, should be 
provided and the employee informed of the right to be represented by 
a trade union representative or work colleague.  

7.4 The meeting should normally take place in the workplace.  If it is 
mutually agreed, the meeting may be held at the employee’s home or 
at another location.     

 
7.5 The purpose of a stage 1 meeting between the line manager and the 

employee is to-: 
 
a) explore reasons for absence and consider any mitigating factors; 
 
b) discuss the absence record and any adverse operational impact; 
 
c) consider further Occupational Health advice and identify what 

could reasonably be done to facilitate an improvement in 
attendance or an early return to work; 

7.6 During the meeting line managers should  

• assess the overall situation to determine if there are any 
mitigating factors (including any medical condition; disability; 
absence as a result of stress in the workplace),  

• consider the availability of funding for adjustments or 
adaptations that could allow the employee to maintain regular 
attendance and the impact of the absence on service delivery.   
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  At the conclusion of the meeting the following will apply -: 

a) where there are no mitigating factors which would prevent it,  a 
Stage 1 warning for unsatisfactory attendance will be issued and 
a formal monitoring period put in place, this will normally be for a 
period of 12 months; 

b) an improvement target is defined;   

c) any reasonable adjustments such as changes to workload, work 
practices are identified and implemented if required (including any 
requirements supporting a phased return). 

d)   outline any impact that this stage1 warning may have on the 
employees future pay step 

7.7 The outcome of the meeting will be confirmed in writing to the 
employee and any representative attending the meeting within 7 
calendar days. A copy must be sent to the HR and Payroll Service 
Centre to be placed in the employee’s personal file. The outcome of 
this meeting must also be recorded electronically on myPeople. 

7.8 Where the employee achieves an acceptable level of attendance 
following the monitoring period set at stage 1, the manager will 
confirm that in writing and normal monitoring arrangements will apply 
thereafter. 

7.9 Where an acceptable level of attendance or a return to work is not 
achieved or maintained during the stage 1 warning period the line 
manager will activate stage 2 of the process.   

7.10 For long-term absence cases, stage 2 will normally be activated if a 
return to work is not achieved within 6 months of the first day of 
absence or earlier if the absence is having a significant adverse 
impact on service delivery. 

Stage 2  
 
7.11 The line manager will arrange a stage 2 meeting will be arranged, 

giving 7 calendar days notice, where:  
 

• the required level of improvement in attendance has not been 
achieved or maintained during the monitoring of the stage 1 
warning period ie additional periods of short-term or a new 
period of long-term-term absence occurs during the monitoring 
period,  or  

 

• there has not been a return to work.   
 
7.12 At this meeting, the line manager will confirm the issues discussed at 

previous meetings and :- 
 

a) discuss any updated Occupational Health report obtained prior to 
the meeting; 
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b) In cases of continuous long-term absence, consider whether the 
employee may be eligible for ill-health retirement; 

 
c) identify any support already provided and what further support 

may be appropriate including consideration of reasonable 
adjustments; 

 
d) discuss whether redeployment on medical grounds might allow 

the employee to reach an acceptable level of attendance or a 
return to work; 

 
e) refer to a previous warning issued at Stage 1 that is still “live”; 

f) where there are no mitigating factors which would prevent it, issue 
a Stage 2 warning for continued unsatisfactory attendance and 
set a further formal monitoring period, this will normally be a 
further period of 12 months; 

 
g) advise that attendance/absence will continue to be closely 

monitored; 

h) set a target for improvement; 
 
i) highlight the action that may be taken if the required improvement 

or a return to work is not achieved (including the possibility of 
dismissal). 

j) outline any impact that this stage 2 warning may have on the 
employees future pay step 

7.13 The outcome of the meeting will be confirmed in writing to the 
employee and her/his representative within 7 calendar days and a 
copy will be sent to the HR and Payroll Service Centre to be placed in 
the employee’s personal file. 

7.14 Where the employee achieves an acceptable level of attendance 
following the review period set at Stage 2, the manager will confirm 
that in writing and normal monitoring arrangements will apply 
thereafter. 

7.15 Where steps taken at stages 1 and 2 have not been successful in 
improving attendance levels, the line manager should consider: 

• if the monitoring period should be extended by a relatively short 
period to allow an employee who has just fallen short of meeting 
their defined targets to succeed;  

• if an aspect of their job has an adverse effect on an employee 
and if redeployment is a possibility that might enable them to 
make a return to work or reach an acceptable attendance level;   

• referring the case to a senior manager for a Stage 3 meeting.   
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Meeting attendance targets through significantly improved attendance 
as a result of a successful redeployment will mean a return to normal 
monitoring. 

 

 

Stage 3 

7.16 Progression to Stage 3 need not be delayed until the end of the 12 
month monitoring period, or any extension to it, where the absence is 
creating severe adverse operational difficulties. 

7.17 For long-term absence cases, Stage 3 will normally be activated if a 
return to work is not achieved or likely to be achieved within 12 
months of the commencement of the absence or earlier if the absence 
is having an unsustainable impact on service delivery. 

 
7.18 As a Stage 3 meeting can result in dismissal, an up-to-date 

Occupational Health report must be available before a Stage 3 
meeting is convened.  That report should include advice on 
reasonable adjustments or if redeployment could be considered.  In 
appropriate cases, the referral should request information as to 
whether early retiral on the basis of permanent incapacity is a 
possibility. 

 
7.19 When that report is received, a Stage 3 meeting will be arranged to  

consider, in the light of the occupational health advice, whether there 
are any further actions that the Council can take to assist the 
employee to continue in employment or whether employment should 
be terminated due to the employee’s lack of capability due to ill- 
health.   

 
7.20 The Head of Service (or nominated senior officer) will normally chair 

the meeting.  An advisor from HR may attend on request. 
 
7.21 The employee will be given at least 7 days’ written notice of the 

intention to hold a Stage 3 meeting which will outline the grounds for 
convening the meeting and that one possible outcome may be 
dismissal by reason of lack of capability due to ill-health. 

 
7.22 If for any reason the employee cannot attend the meeting, one further 

date will be set and the employee informed that non-attendance will 
result in a decision being taken in their absence on the basis of the 
information available and that it could result in dismissal. 

 
Alternatively, the employee can be advised that a Trade Union 
representative or work colleague can attend the meeting on their 
behalf.  

 
7.23 At the meeting the line manager will present a report on the 

employee’s attendance record and on the content of the previous 
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meetings held, including any measures taken to assist the employee 
to improve their attendance record or return to work, such as 
reasonable adjustments to help overcome a disability or consideration 
of a redeployment opportunity . 

 
7.24 The employee and/or the representative will be given an opportunity 

to provide a full response and to put forward any suggestions as an 
alternative to dismissal.  Any options identified as an alternative to 
dismissal will be discussed and may require further consideration. 

 
7.25 When reaching a decision about whether or not to terminate 

employment, the Head of Service (or nominated senior officer) will 
consider issues such as: 

 

• the employee’s absence record and its impact on other 
employees and service delivery 

• financial implications of continuing sickness absence 

• submissions made by the employee and/or their representative 

• where appropriate what actions have been taken or  adjustments 
made to attempt to enable the employee to continue in 
employment 

• the medical advice received including consideration of “ill-health 
retirement” 

 
This list is not exhaustive and the weight attached to each will depend 
upon the circumstances of the case, balancing the needs of the 
Council and the employee. 
 
Meeting Outcomes 

7.26 Action short of dismissal  

 Where it is decided that further action short of dismissal is appropriate 
(such as extending Stage 2 monitoring on an exceptional basis), this 
will be set out in a letter and the employee’s situation will continue to 
be monitored with a further stage 3 meeting convened, if necessary, 
at a future time.  It is not anticipated that regular extensions will apply. 
The letter confirming the decision will normally be issued within 7 
calendar days of the meeting. 

 
7.27 Ill-Health Retiral (Termination of employment on grounds of 

capability due to permanent ill-health) 
 
 Where the Council’s Occupational Health provider considers that the 

employee is permanently unfit to carry out the duties of her/his post 
or a comparable post, a senior manager will meet with the employee 
to inform her/him of this decision.  Where no suitable alternative 
employment can be found from a trawl of Council-wide vacancies, in 
conjunction with any training or retraining which would facilitate 
alternative employment, the employee will be informed that: 
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(a) for staff covered by the provisions of the Local Government 
Pension Scheme, her/his services will be terminated on grounds 
of capability due to permanent ill-health with Tier 1 or Tier 2 
benefits; or  

 
(b) the early retirement on ill-health grounds provisions of the 

Scottish Teachers’ Superannuation Scheme will be followed 
where the employee is a teacher with Tier 1 or Tier 2 benefits 
applying as appropriate; 

 
(c) Staff who are not members of the pension Schemes and 

therefore cannot access the Schemes’ provisions will be 
dismissed on the grounds of capability due to ill health  

 

7.28 Where an employee provides written evidence that her/his GP or 
specialist disagrees with the Occupational Health decision, Line 
Management will review the case and, if necessary, a further, 
independent, medical opinion obtained which will be used to reach a 
final decision. 

 
Dismissal 

 
7.29 At a stage 3 meeting where it is decided that no other options, 

including redeployment, can be pursued which will improve 
attendance or facilitate a sustained return to work, the employee will 
be informed that she/he is to be dismissed on grounds of capability 
due to ill-health.  This letter will normally be issued within 7 calendar 
days of the meeting.  The letter will indicate that there is a right of 
appeal against the decision 

 
7.30 Dismissal – Teachers 
 
 As teachers have a national condition of service which means that 

dismissal cannot be actioned until they have “expired their half pay 
period”, a check must be done to ensure that this criterion has been 
met before a teacher is dismissed for an unacceptable level of 
sickness absence. 

 
8. RECURRING ABSENCE  
 
8.1 Where satisfactory attendance is achieved for a full year following the 

issuing of a staged warning the employee will return to normal 
monitoring and the trigger points in section 5 will apply. 

  
8.2 It is recognised that cases may arise where, following such a period 

of satisfactory attendance of less than a full year, the employee’s 
absence level returns to a level which gives cause for concern.  In 
such cases it may be appropriate to seek further Occupational Health 
advice.   

 
8.3 Following receipt of this advice, the line manager will review the 

employee’s general attendance record and will normally hold a further 
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staged meeting returning to the last stage previously reached in the 
procedure.  Thereafter, subsequent stages of the procedure may be 
followed if necessary. 

 

 

9. REVIEW OF PROCEDURE  

9.1 The Procedure will be reviewed as required, in the light of experience 
or changes to legislation, in consultation with the recognised Trade 
Unions. 
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11. MANAGING SICKNESS ABSENCE PROCEDURE - FLOWCHARTS 

 

 
                Go to page 16 
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12 SUMMARY OF PROCEDURAL TIMESCALES 
 

Procedural step Timescale Action Point 

Trigger reached During a rolling 12 
months 

Review – “one off” 
arrangements 
considered for 
mitigation.  
Otherwise move to 
Stage 1 

Stage 1 Meeting 7 calendar days notice Stage 1 outcome 
letter within 7 
calendar days 

Stage 1 monitoring  12 months* Any further absence 
leads to stage 2 

Stage 2 Meeting 7 calendar days notice Stage 2 outcome 
letter within 7 
calendar days 

Stage 2 monitoring 12 months* Any further absence 
leads to stage 3 

Stage 3 7 calendar days notice • Can extend stage 
two monitoring 

• Dismiss 

• Approve ill -health 
retiral 

Stage 3 outcome Letter of outcome within 7 
calendar days 

Right of appeal if 
dismissal 

 

• appropriate action can be taken within the 12 month monitoring period 
period where the absence has a significant adverse impact on service 
delivery. 
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Managing Sickness Absence Procedure 

 

Management Toolkit 
 

Item                Page 

 
Key Responsibilities 
 
-    senior managers       2 
-    line managers       2 
-    employees         3 
-    Occupational Health       3 
-    HR         3 
-    Council Employee Assistance Programme   3 
 
Supporting employees       3 
 
Supportive Policies, procedures and other arrangements  3  
 
Payment during absence         4 
 
Contribution Based Pay (Red Book Employees only)      4 
 
Extent of Trade Union Representation     5 
 
Making arrangements for meetings     5 
 
Return to Work Interviews       5 
 
Pattern Triggers        6 
 
Rehabilitation and Redeployment      6 
 
Claims of recurring Industrial Injury     7 
 
Disability Discrimination       8 
 
Reasonable adjustments       8 
 
Association with other Council policies and procedures  9 
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Managing Sickness Absence Procedure 

 

Management Toolkit 
 
KEY RESPONSIBILITIES 

 
The senior manager will :- 

 

• Oversee the operation of this procedure in their Service area 

• be responsible for setting attendance targets for their area 

• support line managers in achieving these targets 

• ensure that attendance management policies are applied consistently  

• participate in the advanced stages of cases being managed through the 
process 

• Ensure that Return to Work interviews are carried out by facilitating the 
audit outlined on page 5 of this toolkit  

 
The line manager will; 
 

• communicate the policy 

• set attendance targets and monitor attendance levels 

• ensure a safe and healthy workplace environment 

• record all absence certification on MyPeople and conduct return to work 
interviews 

• build a culture of support to encourage a speedy and safe return to work 

• use the Managing Sickness Absence Procedure when employees do not 
maintain required attendance levels 

• refer employees to Occupational Health for medical advice 

• determine if an employee has a disability and, consequently,  if 
reasonable adjustments can be made where employees do have a 
disability 

• access the Orb for key advice on managing sickness absence (including 
“How to�” guides and template letters) 

• contact the HR Service Centre for assistance in locating such information 

• Record any action taken under the Procedure on MyPeople and send 
copies of correspondence to the Service Centre. 
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The employee will -: 
 
a) ensure that s/he is aware of the duties and responsibilities of the post 

and that these are performed to a satisfactory level; and 
 
b) raise any concerns with their manager if s/he believes that any aspect of 

the work/workplace is contributing to the difficulties being experienced in 
maintaining the expected level of performance and/or attendance. 

 
Occupational Health will advise on-: 

  
a) if and when the employee will be able to return to work when absent; 
 
b) from an occupational health perspective, whether an underlying medical 

condition could constitute a disability under the Equality Act; 
 
c) any reasonable adjustments that could be considered; and 
 
d) any other action which may effectively support the employee. 
 
Human Resources will support Directors and Managers in addressing 
attendance issues.  HR will provide the Departmental Senior Management 
Team with statistics detailing the absence rates and coach and support line 
Managers by providing appropriate advice and guidance.  Training and 
induction arrangements will include Managing Sickness Absence to allow 
existing and new line managers to operate the procedure correctly. 
 
The Council’s Employee Assistance Programme will provide employees 

with the opportunity to discuss concerns related to work or personal 
circumstances with a trained specialist.  The programme is a confidential 24 -
hour service available to employee through an external provider.  
 
SUPPORTING EMPLOYEES 
 

While an employee may be genuinely ill, operating the Managing Sickness 
Absence Procedure may be necessary to deal with their level of absence if it 
has become problematic.   
 
Section 5 of the procedure sets out the trigger levels which lead to a review of 
the circumstances of individual employees.    
 
Section 5 sets also out the type of issue and mitigating factors which would 
not normally lead to the formal stages of the procedure being used.  
 
At all formal meetings arranged under the procedure staff will have the right to 
be represented by a trade union representative or a work colleague.  
 
SUPPORTIVE POLICIES, PROCEDURES AND OTHER ARRANGEMENTS 
 
The Council has a number of policies, procedures and other arrangements 
which are designed to support and assist in the wellbeing of employees. 
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These include; 
 

• Alcohol and Drug Misuse Policy 

• Managing Stress Policy 

• Domestic Abuse Policy 

• Violence at Work Policy 

• Health and Saftey at Work Policies 

• Employee Assistance Programme 

• Flexible working options 

• Medical Redeployment arrangements 

• Occupational Health Service (includes physiotherapy and counselling) 
 
During return to work interviews or other formal or informal discussions, if 
information is provided about any situation which could be assisted by 
applying any of these supportive policies, procedures or other arrangements, 
managers should provide the appropriate document(s) to employees. 
 
PAYMENT DURING ABSENCE 
 
There are two separate allowances for the purposes of payment during 
certified periods of sickness absence or absence as a result of industrial injury 
or disease ie Sickness Allowance and Industrial Injury Allowance.  The two 
allowances are separate and are not both payable during the same period of 
absence.  Also, the expiry of one will not trigger payment of the other.  
 
The occupational entitlements to these allowances are set out in the 
Statement of Employment Particulars and in the appropriate conditions of 
service manuals. 
 
Paragraph 2.3 of the procedure indicates reasons for the withholding of 
sickness payments (some of which could be gross misconduct and lead to 
dismissal) and the reason why payments would be re-instated.    

CONTRIBUTION BASED PAY (RED BOOK EMPLOYEES ONLY) 

In line with the Council’s arrangements for Contribution Based Pay where a 
stage 1 or a stage 2 warning for a short-term absence problem is issued 
through the operation of the procedure, payment of an annual pay step will 
not be made for the assessment year in which the warning is issued.   

1) Where a Stage1 warning is issued the employee will be informed that 
an annual pay step in the development zone or pay progression in a 
contribution zones will not be paid in accordance with the Contribution 
Based Pay scheme. 

2) If a stage 2 warning is issued in the same assessment year as a stage 
1 warning, only one annual pay step will be withheld (ie not one pay 
step withheld per warning).   

3) Where a stage 2 warning is issued in a separate, later assessment 
year the stage 2 warning will mean that a further pay step would be 
withheld as per 1 above. 
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EXTENT OF TRADE UNION REPRESENTATION 

Trade Union representation is only applicable to the formal stages of the 
procedure. There is no right of representation for return to work interviews or 
occupational health service appointments. 

MAKING ARRANGEMENTS FOR MEETINGS 

At all stages of this Procedure, where the Trade Union or other representative 
is known, they should be involved in setting up meeting dates to reduce the 
risk of delays or cancellations. In addition, a copy of any invitation letter, any 
supporting documentation and any recorded decision will also be sent to the 
Trade Union or other representative.   
 
 
RETURN TO WORK INTERVIEWS 
 

Return to work interviews are a powerful tool in the management of sickness 
absence and therefore a confidential return to work interview will take place 
after each occasion of sickness absence.  

The line manager must carry out a return to work interview after any period of 
sickness absence.  The line manager will meet or at least contact the 
employee to check that they are fit to return to work, update them on any 
important matters, offer help if appropriate, and assess what other action, if 
any, is required. 

The meeting should take place privately with the employee ideally on the first 
day back or within 3 days of the return to work.  A return to work 
form/checklist is available for use from the Orb. The key points of the interview 
should be recorded and a copy retained by the line manager.  

Information from Return to Work Reviews may form part of discussions at a 
later stage in the procedure.   

The line manager should discuss any concerns that emerge regarding an 
employee’s attendance record.  Where appropriate, the line manager should 
remind the employee of the trigger levels in the procedure, counsel the 
employee on the standard of attendance required and consider taking any 
other action that may help the employee to prevent further sickness absence.    

On the basis of an employee’s explanation/comments, the line manager may 
also seek advice from Occupational Health at this stage. 

 

To ensure that critical Return to Work interviews are being undertaken, Heads 
of Service should conduct Return to Work interview audits to determine the 
level of return to work interview activity, taking appropriate action if observed 
levels are inadequate. 

 
PATTERN TRIGGERS 
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Where an employee exhibits a pattern of sickness absence which shows the 
possibility of sickness absence being used to cover periods of non – 
attendance (eg extending holidays, matching partner’s holiday, periods when 
child care may be required, possible alcohol abuse at weekends)  this will 
normally result in a stage 1 meeting being held and an explanation sought.   If 
the explanation is unreasonable then a stage 1 warning will be issued. 
 
REHABILITATION AND REDEPLOYMENT 

When an employee is returning to work, particularly after a long absence, 
consideration should be given to support that could be made available to help 
them cope with their work situation.  Advice may be required from 
Occupational Health.  Support may include-: 

• changes to the current job including a reduction or change to hours or a 
change in work location or practices; 

• consideration of suitable flexible working arrangements; or 

• a suitable redeployment opportunity; 

• reasonable adjustments to the current job;  

• phased return to work.  
 
Phased Return 

A phased return may be appropriate in some cases to help an employee 
return to normal working on a gradual basis.  A phased return should normally 
be a short-term measure and in most cases is unlikely to exceed 4 weeks.  
The employee will receive normal pay during a phased return.  However, if a 
period of longer than 4 weeks is approved, the employee’s pay will be 
adjusted to reflect actual hours worked. 

As employees are able to carry over the balance of their 28 days of statutory 
leave they will be expected to utilise some or all of it during any phased return.  
Similarly, where a large amount of leave remains untaken in the leave year 
employees will be expected to utilise some or all of it during any phased 
return. 
 
Redeployment 
Redeployment should be explored where the line manager considers that it 
could help an employee reach and maintain a satisfactory level of attendance 
or achieve a successful return to work. 

Consideration for redeployment will be on the basis of advice from 
Occupational Health and will take into account the current impact of the 
employee’s health or injury on his/her abilities and the future prognosis.    

Where redeployment is deemed appropriate by the line manager and the 
employee, the Council’s Redeployment Procedure will be initiated.  There is 
no requirement to create a post; however, consideration will be given to 
redeploying the employee to roles that appear suitable or could be suitable 
with a short period of training. 
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Following the four week trial period, payment will be based on the new post’s 
terms and conditions.  Where an employee turns down a redeployment 
considered suitable by management after a stage 2 meeting or at stage 3 
where it is proposed as an alternative to dismissal, a Stage 3 meeting will be 
convened and termination of employment will normally be the outcome. 
 
CLAIMS OF RECURRING INDUSTRIAL INJURY 
 

The separate entitlement to Industrial Injury Allowance is only available 
where: 
 
 “an injury, or disablement occurs as a result of an accident or an industrial 
disease is contracted out of or in the course of employment.”   
 
Where an employee claims a “recurrence of an industrial injury” due to an 
incident or event and   
 

• no entry is made in the accident book recording a workplace related 
injury or disablement, and  

• the incident had not arisen out of and in the course of employment  
(e.g. digging the garden, sporting injury)  

 
Industrial Injury Allowance will not be payable and the absence treated as 
sickness absence.   In such cases, an employee should be paid in 
accordance with their sickness allowance entitlement. 
 
In some cases, in the circumstances indicated above, employees may provide 
information from their GP to indicate that an injury, disablement or industrial 
disease is the same as a previous one which attracted Industrial Injury 
Allowance.   Although this may appear compelling, it does not alter the fact 
that such a recurrence will not meet the circumstances, defined in all 
conditions of service, for the separate Industrial Injury Allowance to be paid. 
 
DISABILITY DISCRIMINATION  
 
Where sickness absence relates to a disability, line managers will comply with 
the requirements of the Equality Act and the duty to make reasonable 
adjustments, with advice from Human Resources  
 
The Equality Act makes it unlawful to discriminate against a disabled person, 
in a number of areas including transfer and dismissal. 
 
In the case of an employee who is either already disabled or becomes 
disabled as a result of an illness and/or sustaining an injury or as a result of a 
progressive illness, care must be taken to consider the provisions of the 
legislation prior to any decisions on dismissal or transfer.  In this regard, 
consultation with the Head of Human Resources (or nominee) should take 
place before any action is taken. 
 

The legislation also requires the Council to make “reasonable adjustments” to 
prevent disabled people being subjected to a substantial disadvantage when 
compared to people who are not disabled. 
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REASONABLE ADJUSTMENTS 

Under the Equality Act, employers must make reasonable changes to the 
workplace and to employment arrangements so that disabled employees are 
not placed at an unfair disadvantage to their colleagues. 

Many impairments and health conditions do not limit a disabled person’s 
ability to perform in a particular role. The Equality Act requires employers to 
recognise that, provided they make appropriate adjustments to working 
conditions or environments, many difficulties can be overcome. 

Adjustments can be to employment policies, procedures or practices or the 
physical working environment. Under the Equality Act, reasonable 
adjustments must be made where disabled people experience a ‘substantial 
disadvantage’. The only question is whether the adjustment is a reasonable 
one to make.  If it is reasonable then the Act anticipates it will be made.   
 
One example worthy of special note is where redundancy selection criteria 
are being developed.   It should be kept in mind that absence related to a 
disability cannot be included in any redundancy selection criteria which relate 
to sickness absence levels eg removing the disability related absence is a 
reasonable adjustment, established by case law.   
 
Extension of full or half sick pay periods is not a reasonable adjustment. 
 
OTHER COUNCIL POLICIES AND PROCEDURES 
 

In exceptional circumstances it may be necessary to suspend the operation of 
the procedure (eg when the provisions of the Domestic Abuse Policy,  
Workplace Alcohol, Drugs and Substance Misuse policy have been applied.) 
 
Where stress is a feature of the sickness absence, reference should be made 
to the Council’s Managing Stress Policy.  
 

 


