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Policy  

This policy is intended to promote fairness in the relationship between the Council 

and its employees. The Council expects satisfactory standards of attendance from all 

its employees.   

Where the absence management procedure is commenced the Council commits to 

follow and fair and consistent process throughout.   

The Council strongly believes that it is the responsibility of employees, managers 

and trade union representatives to work together to promote a positive work 

environment thus ensuring attendance standards are maintained, whilst supporting 

employees who are too unwell for work. 

It complies with statutory requirements and will always be updated to ensure this 

compliance is maintained.  This includes adhering to obligations under equality 

legislation and protecting against discrimination in the workplace. 

This policy applies to all employees, including those on temporary and fixed term 

contracts.  This policy does not apply to agency workers.  

This policy is contractual. 

Roles and Responsibilities 
 

Employees 

 Notify their immediate line manager or nominated person, of an absence on the 
first day of absence and thereafter keeping their manager informed at all 
appropriate stages of their absence (see Sickness Notification and Maintaining 
Contact)  

 Co-operate with management and OH in relation to the requirements of this 
policy and procedure  

 Ensure that time taken off work because of their sickness is taken for genuine 
reasons only and for no longer than reasonably necessary 

 Complete a self-certificate or provide doctor’s certificate(s) in a timely manner, 
without unnecessary delay  

Line Managers 

 Be fully involved in managing sickness absence and be subject to the same 
rules as their reports 
 

 Update iTrent/People Manager to ensure accurate records of absence are 
maintained 

 Ensure that all employees are aware of the sickness absence reporting 
procedure within their place of work and apply this procedure equally  
 

 Ensure that any identified areas of risk are eliminated/reduced and that 
appropriate support is provided 
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 Ensure that the trigger points are applied and return to work interviews, 
informal and formal meetings and Occupational Health (OH) referrals happen 
in line with this policy for all employees 
 

 Consider reasonable adjustments as required under the Equality Act 2010 

HR Team 

 Advise, guide and support managers and employees in managing sickness 
absence 
 

 Provide advice and support throughout the absence management process to 
managers and attend formal meetings. 
 

 Promote fairness and consistency in accordance with the Equal Opportunities 
Policy. 
 

 Liaise between the manager and OH regarding cases referred to them and to 
ensure compliance with the Equality Act 2010 

UNISON 

 Must ensure representatives understand the Absence Management 
Procedure, its application and potential outcomes available to the Council  
 

 Provide appropriate representations and support to its members in formal 
hearings 
 

Occupational Health   

 To provide impartial medical guidance to the employer and its employees 

based on an employee’s ability to undertake their duties and any measures 

which can be put in place to support them.  

Counselling Service  

 This service is offered to all employees of the Councils.  Details of which can 

be found on the intranet 

Procedure Aim  

Frequent short-term absences, or one or more long term absences, may be 
indicative of underlying health problems, and the Councils wish to supportively 
address such problems in order to effectively manage occupational health issues 
and to minimise the impact on the organisation. 

 

The number and frequency of episodes of absence, and the number of days lost are 
important factors in the need for action. In cases where absence recurs and/or 
certain trigger points have been reached (see below), having regard to the reasons 
for the pattern of absences and departmental circumstances, the manager is 
responsible for the initiation of supportive intervention, or other actions. 



5 
 

 

All meetings can be held face to face or virtually dependant on the guidelines in 

place at the time. 

Definitions of Absence  

Short Term Absence – is typically defined as any period where an employee is not at 

work due to illness for up to two calendar weeks in duration. 

Long Term Absence – is typically defined as a period of time where an employee is 

absent from work due to illness and this is for a continuous period of more than two 

calendar weeks. 

Disability Absence – the Equality Act 2010 defines a disability as ‘a physical or 

mental impairment that has a substantial and long term (12 months or more) adverse 

effect on your ability to do normal daily activities. 

Managers should ensure that they consider the Equality Act when managing the 

sickness absence of disabled and/or employees with a condition which is covered by 

the Act e.g diabetes, depression, protected characteristics.  These employees 

should not be treated less favourably than other employees and reasonable 

adjustments should be made both in applying the policy, and to enable these 

employees to remain in employment where possible.  Some accommodation of 

sickness absence directly related to their disability/condition can be a reasonable 

adjustment under the Equality Act. 

Examples of reasonable adjustments include: 

o Modifying targets 

o Providing specialist equipment or making modifications to the working 
environment 

o Modifying days or hours of work 

o Modifying dutiesMoving the disabled employee to a different but 
suitable job Disability leave  

o Identifying and implementing the adjustments will vary on the 
circumstances of each individual case 

A return-to-work interview should take place to review any relevant reasonable 
adjustments.  

It should be noted however, that having a disability/condition or genuine reasons for 

absence does not prevent termination of employment where attendance is not at the 

required level, and all other interventions, adjustments and options under the policy 

have been exhausted.   

Sickness Notification and Maintaining Contact 

Employees must telephone their line manager with details of their absence on the 

first day of absence, before they are due to start work. Ideally this should be within 1 

hour of their normal start time or earlier if possible.  Failure to inform the line 

manager could lead to the absence being considered as unauthorised, which may 
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result in loss of pay and possible disciplinary action, unless there are exceptional 

personal circumstances. 

As your employer we have duty of care towards all employees.  If no contact is made 

within the timescales above, the line manager will endeavour to contact the 

employee.  If the line manager is unable to establish contact the employees 

nominated emergency contact will be contacted; it is important that all employees 

maintain and update their emergency contact details on the iTrent system. 

If you believe that your absence may have been caused by something that 
happened at work, you should inform your line manager immediately and arrange for 
an Accident Report form to be completed. 
 

Managers should inform employees how often they need to make contact, that this 

needs to be regular (appropriate to the circumstances) and who they should report 

sickness absence to when the manager is not available. Ultimate responsibility 

however does rest with the immediate line manager. Should the employee fail to 

maintain contact, then it is acceptable for the manager to contact them.   

In cases of long-term absence employees must still maintain reasonable contact with 
the Line Manager for the duration of the absence. The frequency of this 
communication should be agreed between the employee and Line Manager. 
Managers should ensure that: 

• This is done in a non-intrusive way. 
• Manager sends copies of any key or relevant communications sent to staff, e.g., 

bulletins (unless absent employee has requested they do not want to receive 
these) 

• Changes in sick pay entitlement should be communicated to the employee, e.g., 
reductions to half/nil pay 

• Ensure employees are made aware they can access the Employee Assistance 
and Counselling Service 

Certification 

Absence of up to one calendar week can be ‘self-certified’ by the employee i.e. the 
employee certifies that they are unfit to work.  A return-to-work interview for every 
must take place after each period of sickness absence.   
 

For absences exceeding 7 calendar days, the employee must consult a doctor and 

obtain a, Statement of Fitness for Work or Med 10 form (issued by a hospital) which 

they must immediately send to their line manager.  Where there is continuing 

absence, the employee must ensure that they provide concurrent medical certificates 

that cover the whole period of absence. 

If a line manager is concerned about any aspects of an employee’s absence e.g. 

where holiday has been declined and the employee is then off sick, then the member 

of staff may be required to submit a GP certificate. 

Failure to comply with the certification procedures, without good reason, will result in 

loss of sick pay and possible disciplinary action.   
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If an employee wishes to return to work prior to the expiry of their medical certificate 

they can do if they have a fit note from their GP and it has been agreed with both 

their line manager and HR.  In some instances, it may be necessary for advice to be 

gained from Occupational Health prior to agreeing to any early return to work.  

Sick Pay Entitlement 

The level of sick pay entitlements will vary on an individual basis, in line with 

eligibility criteria for Occupational Sick Pay and Statutory Sick Pay.   

Occupational Sick Pay - the payment of Occupational Sick pay is discretionary and 

may be withheld if sickness is due to lifestyle choices or when this policy has not 

been followed.  

Occupational Sick Pay entitlements are in your employment contract. 

Statutory Sick Pay (SSP) - SSP is payable for sickness absence which lasts for four 

calendar days or more, subject to a minimum earnings requirement.  The first three 

days of absence are classified as ‘waiting days’ during which SSP is not payable and 

normal payment arrangements will apply.  SSP is payable for a maximum of 28 

weeks. 

Return to Work discussion 

Following any period of sickness absence, the line manager (or nominated 

individual) should arrange to meet privately with the employee. Ideally this will be on 

the first day back or, where not possible, within five days of the return to work. 

The purpose of the meeting will be to: 

o Welcome the employee back to work 
o Check they are fit to return to work 
o Ensure there is an accurate record of the absence and that appropriate 

certification has been provided  
o Update the employee on work issues 
o Explore reasons for absence, consider if absence is linked to a disability, 

review other contributory or underlying issues, and jointly discuss solutions to 
these problems 

o Clarify any return-to-work arrangements, including any reasonable 
adjustments and OH advice required 

o Advise the employee of the absence management policy and triggers within 
this – be clear if a trigger has been met 

o Complete Return to Work Interview Form 

 General Guidelines for managing sickness absence 

 

o If, having regard to the reasons for the pattern of absences and departmental 
circumstances, the manager believes that supportive intervention is not 
required at that stage, other than regular communication, no further action will 
be taken at that time, although the manager will keep the absence level under 
review. 
 



8 
 

o If the manager believes that supportive intervention is necessary, the initial 
step in such cases will be to arrange a meeting with the employee as soon as 
possible (which may be held virtually). If the current absence is likely to be 
short term (i.e. less than two calendar weeks) this meeting should take place 
on the employee’s return to work. 
 

o In cases of long-term absence (two calendar weeks or more), the employee 
will be invited to attend a meeting with his/her manager, at a mutually 
acceptable location and/or attend a medical review with the Occupational 
Health (which may be held virtually at the discretion of the OH provider). 

 

o Where there have been frequent short-term absences, the employee may be 
asked to visit Occupational Health for advice and support and/or medical 
review (which may be held virtually at the discretion of the OH provider).  
Where investigation of the circumstances of the sickness absences give no 
cause for concern at that stage, the manager may nevertheless continue to 
keep the absence level under review. 
 

o Where underlying problems are linked to non-medical issues, the manager will 
seek, where appropriate, to assist the member of staff by identifying, with the 
help of Human Resources, confidential and independent sources of 
professional help. 
 

Where the manager has taken the decision to discuss sickness absence with an 
employee, they need to follow the processes described below 

Absence Trigger Points 

The below indicators are the key trigger points for managing an employee’s 
absence.  If these are reached, then the manager should arrange an absence review 
with HR providing support as appropriate.  

 

• 3 or more periods of sickness absence in a rolling 12-month period and/or 
• 14 continuous calendar days sickness absence in a rolling 12-month period and/or 
• a pattern of absence which is causing concern, e.g., regular Friday or Monday 

absences or absences regularly occurring on a particular day/week, pre or post 
annual leave, school holidays, public holidays, pay day 

 

Discretion on Trigger Points 

When reviewing absences against the trigger points it may be necessary in 
exceptional circumstances for managers to use their discretion on what the trigger 
points are. This particularly applies when an employee has an underlying medical 
condition that is covered under the Equality Act 2010 and advice is usually obtained 
from OH. Any extensions to the trigger points as a reasonable adjustment resulting 
from OH advice should be regularly reviewed. 

 

Discretion on agreeing an alternative employee’s trigger point should only be applied 
in exceptional circumstances, following advice from HR.   Any change must be fully 
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justifiable and the reasons for decision should be recorded and held on the individual 
employee’s file.  

Pregnancy Related Sickness 

Where the employee is absent due to non-pregnancy related sickness either during 
their pregnancy or at the end of their maternity leave, then this should be managed 
under the Absence Management Policy in the normal way. 

 

Pregnancy related sickness should be recorded on iTrent but should not be counted 
towards the trigger points. 

 

Where an employee is off with pregnancy related sickness in the 4 weeks prior to 
their due date (Sunday to Saturday) then their maternity leave will automatically 
start; managers must inform the HR team immediately in this event to assess 
implications for payroll. 
 
Where an employee is on long term sickness as a result of their pregnancy, 
managers should seek advice from HR. 

Ill Health that does not lead to Absence from Work 

There may be occasions where an employee is suffering from ill health, but it does 
not lead to them being absent from work.  Where managers or employees have 
concerns that ill health is having an impact on an employee’s ability to undertake the 
duties of the post then the following should be considered:  
 

 Identify any reasonable temporary or permanent adjustments that will 
help the employee stay at work (e.g. adjustments to duties, physical 
adjustments, temporary or permanent change in hours etc.) 

 Consider whether referral to OH is necessary, in consultation with HR 

 Consider whether a counselling or support organisation, specific to the 
individual’s condition can provide support 

 If ill health is ongoing then there will be a need to review adjustments 
made to ensure they are still relevant to the person and to the business 

 
Formal stages 

Stage 1 – Sickness Meeting 

 
 

If an employee meets one of the Trigger Points, their line manager will invite them to 
attend a Stage 1 Sickness Review Meeting. The key purpose of the meeting is to 
review the employee’s attendance and agree what action is needed to improve it. 

 

What needs to be discussed during the Stage 1 Meeting: 

 

Employee having met a trigger point. To be carried out by the line manager 
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The agenda of the meeting must be clearly communicated to the employee at least 
three calendar days prior to the meeting. A Trade Union representative or colleague 
may accompany the employee to the formal meeting.  
 
The purpose of the meeting will be to:   

 Discuss their absence record to date 

 Explore the reasons for absence 

 Identify any areas for support and action by the employer or employee 
to improve attendance 

 Review/update any risk assessment of their tasks/activities 

 Consider, if necessary, any reasonable adjustments which could be 
subject to Occupational Health advice and include the possibility of 
redeployment should a more suitable role be available 

 Set targets for improvement and clarify what the implications are if 
improvement targets are not met 

 Discuss pay status if there is potential for reductions to half or nil pay 

 

Note: If it is considered an OH referral is required, the manager may arrange a 
separate meeting to discuss the OH report if it is not received in time for the Stage 1 
Meeting. If the manager has tried to obtain OH advice but the employee fails to 
attend or refuses to give consent to release the report, any decisions made at the 
absence management meetings will be made without the benefit of this information. 

 

Outcome of the Meeting: 

Explain Absence Management Policy and Procedure and possible actions from the 
meeting. These could be: 

• Reasonable adjustments considered. 
• OH referral carried out. 
• Redeployment investigated (if appropriate due to an underlying medical condition 

and it has been recommended by OH). 
 

Short term absence – the line manager will agree and set a review period alongside 
a further trigger.  The review period should not be longer than two months.  The new 
trigger needs to be reasonable so could be no further absences in the review period 
or one absence in the review period.  The consequences of ‘reaching’ the new 
trigger need to be clearly explained and agreed with HR and the employee.  This 
could be to move straight to a Stage 2 review. 

 

The review period can be extended, in exceptional circumstances, to four months – 
this is usually for long term absence where the expectation is the employee will not 
be able to return to work immediately.  If the employee does return to work during 
the review period, the review period will continue with a review meeting taking place 
during this time. 
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Employees should be made aware that if their attendance does not improve, they will 
be invited to a Stage 2 Meeting and if after Stage 2 there is still no improvement in 
the sickness absences, a Stage 3 Hearing will be arranged and a possible outcome 
of this could be dismissal. 

 

The outcomes of Stage 1 Meeting will be agreed and confirmed at the meeting.  This 
will be followed up in writing with the employee being asked to sign their agreement. 

 

Stage 1 Sickness Review Meeting 

 

At the end of the agreed review period, or earlier if absence triggers are ‘hit’ a formal 
review meeting will arranged.  The line manager will gather the following information 
prior to the meeting with the employee: 

 

Pre-Meeting preparation by the Line Manager 

• Attendance during the review period (including the last 12 months), including 
sickness reasons 

• Return to work interview records 
• If applicable review latest OH report 
• Supervision notes where the employee's attendance and wellbeing have been 

discussed 
• Management reviews whether the employee’s absences have improved as per 

trigger set at the Stage 1 Meeting 

 

The review discussion with the employee will then determine what happens next.  A 
Trade Union representative or colleague may accompany the employee to the 
review discussion. This discussion should reference: 

 

 Outcomes of above information gathering 

 Affirmation of outcome from previous meeting 

 Any additional support that could be provided 

 

Prior to sharing with employee, the line manager will discuss the potential outcomes 
of the review meeting with a senior manager. 

 

Improvement has been made   

 12-month live period 

If the employee’s absence has improved within the set timescales, then 
encouragement should be given to continue with this improved absence.  The 
employee must be advised if they meet the absence trigger point again within a 12-
month rolling period or if there are recognisable patterns of absence, then 
consideration will be given to taking further action. This may result in another formal 
Stage 1 meeting or immediate progression to a Stage 2 meeting dependant on the 
circumstances.  
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No improvement has been made 

 Escalate to Stage 2 Meeting 

Where an employee has not reached the attendance expected or they have not 
returned to work during the review period, these absence cases should be escalated 
to Stage 2. Senior management approval will be obtained. 

 

 Extension of Review Period 
Further time is required so an extension of 2 months is set. There may be 
circumstances where it is appropriate for this to be either reduced or extended (in 
exceptional circumstances to a maximum of 4 months). Senior Manager approval 
is required. 

 

Stage 2 - Sickness Meeting 

 

 
 

Following on from the Stage 1 review, if the employee’s attendance has not 
improved to an acceptable level or they have not returned to work during the review 
period the absence case should be escalated to Stage 2. 

 

Pre-Meeting preparation by the Line Manager 

 Invite the employee to a meeting giving a minimum of 5 calendar days’ notice.   

 Stage 2 Invite letter 
o The letter should include 

- the employees right to be accompanied 
- a copy of the Absence Management Policy 
- a full list of the employee’s absences 
- all paperwork relating to Stage 1 of the process 
- relevant supervision or 121 notes 
- a reasonable adjustment form if this has been completed 
- OH advice if this has been requested and received. 

 

Note - If a referral to OH has not taken place yet, then management are advised to 
discuss a referral with HR An OH referral should not delay the Stage 2 Meeting; a 
separate meeting (with the employee can be held to discuss the OH report when 
received). The Line Manager should ensure that they discuss with the employee the 
need to now refer to OH (If this has not already been done). The Stage 2 Sickness 
Review Form should be completed. 

 

The purpose of the meeting will be to:   

 Discuss their absence record to date being clear on what triggers have 
been met.  The Line Manager will re-emphasise the purpose of the 

Employee having met a 2nd trigger or whose attendance has not improved or who remains absent.  
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Absence Management Policy is to be supportive of the employee in 
assisting them in maintaining satisfactory attendance at work. 

 Explore the reasons for absence – referring to supporting policies as 
appropriate – i.e. the use of Special leave 

 Discuss any progress, improvements or deterioration in the employee’s 
health and explore any reasons why they have not improved 
 

 Consider, if necessary, any reasonable adjustments which could be 
subject to Occupational Health advice and include the possibility of 
redeployment should a more suitable role be available.  If any 
reasonable adjustment is agreed, the line manager will need send the 
details to HR 

 

 Consider if it would appropriate for the employee to work in a different 
capacity until fully fit to resume normal duties (this advice may be given 
by OH or the GP or on the Fit Note) 

 

 Set targets for improvement and clarify what the implications are if 
improvement targets are not met.  This can include moving to a Stage 
3 meeting and ultimately dismissal 

 Discuss pay status if there is potential for reductions to half or nil pay. 

 

Outcome of the Meeting 

The line manager will explain possible outcomes from the meeting which can 
include: 

• Reasonable adjustments considered 
• OH referral carried out if this has not already taken place or revisited if new 

information has been shared by the employee 
• Redeployment investigated (if appropriate due to an underlying medical condition 

and it has been recommended by OH) 

 

The line manager will agree and set a review period alongside a further trigger.  The 
review period should not be longer than two months.  The new trigger needs to be 
reasonable so could be no further absences in the review period or one absence in 
the review period.  The consequences of ‘reaching’ the new trigger need to be 
clearly explained and agreed with HR and the employee.  This could be to move 
straight to a Stage 3 hearing. 

 

The review period can be extended, in exceptional circumstances to four months – 
this is usually for long term absence where the expectation is the employee will not 
be able to return to work immediately.  If the employee does return to work during 
the review period, the review period will continue with a review meeting taking place 
during this time. 
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Employees should be made aware that if their attendance does not improve, they will 
be invited to a Stage 3 Hearing.  The possible outcome of this could be dismissal.   

 

The outcomes of Stage 2 Meeting will be agreed and confirmed at the meeting.  This 
will be followed up in writing with the employee being asked to sign their agreement. 

 

Stage 2 Sickness Review meeting 

At the end of the agreed review period, or earlier if absence triggers are ‘hit’ a formal 
review meeting will arranged.  The line manager will gather the following information 
prior to the meeting with the employee: 

 

Pre-Meeting preparation by the Line Manager 

• Attendance during the review period (including the last 12 months), including 
sickness reasons 

• Return to work interview records 
• If applicable review latest OH report 
• Supervision notes where the employee's attendance and wellbeing have been 

discussed 
• Reasonable adjustments 
• Management reviews whether the employee’s absences have improved as per 

trigger set at the Stage 2 Meeting 

 

The review discussion with the employee will then determine what happens next.  A 
Trade Union representative or colleague may accompany the employee to the 
review discussion. This discussion should reference: 

 

 Outcomes of above information gathering 

 Affirmation of outcome from previous meeting 

 Update from the employee’s perspective on improvements, anticipated return 
date and/or any other relevant information they want to share 

 

At the end of the discussion the line manager will advise the employee that they are 
at the end of the review period and a decision will be made as to whether an 
escalation to Stage 3 will be actioned.  This will be communicated to them as soon 
as possible.   

 

Outcomes of Stage 2 Sickness Review Meeting 

On completion of the Review Checklist the line manager will discuss the information 
gathered and review with a manager with the authority to dismiss. Outcomes of the 
review are as follows: 

 

Improvement has been made   

 12-month live period 
If the employee’s absence has improved within the set timescales, then 
encouragement should be given to continue with this improved absence.  The 



15 
 

employee must be advised if they meet the absence trigger point again within 
a 12-month rolling period or if there are recognisable patterns of absence, the 
manager would review the absence record together with the Stage 3 chair, for 
the chair to determine whether the employee’s circumstances are progressed 
to a Stage 3 Hearing or a further review period is to be identified. 

 

No improvement has been made 

 Escalate to Stage 3 Hearing 

Where an employee has not reached the attendance expected or they have not 
returned to work during the review period, these absence cases should be escalated 
to Stage 3 Hearing.  Approval will be required by a Stage 3 Chair.   

 

 Extension of Review Period 
Further time is required so an extension of 2 months is set. There may be 
circumstances where it is appropriate for this to be either reduced or extended (in 
exceptional circumstances to a maximum of 4 months). Approval will be required 
by a Stage 3 Chair. 

 

Note - If at any stage it is felt that an employee is not going to be able to return to 
work then an ill health retirement should be considered.  If they are a member of the 
Local Government Pension scheme this will have pension implications.  These 
should be discussed with HR before proceeding. 

 

Stage 3 Absence Hearing 

 

 

 

Following on from the Stage 2 review, if the employee’s attendance has not 
improved to an acceptable level or they have not returned to work during the review 
period the absence case should be escalated to Stage 3. 

 

Pre-Meeting preparation by the Line Manager – supported by HR 

• Write to the employee, giving at least 7 calendar days’ notice, requiring them to 
attend the Stage 3 Absence Hearing.  The letter should: 

o include the employees right to be accompanied 
o provide the opportunity to provide any additional information they would 

like to considered at the hearing at least 5 working days prior to the 
hearing 

o advise that dismissal is a possible outcome 
 

• 5 working days before the hearing provide the employee with:   
o a copy of all sickness absences being considered  
o completed Stage 1 and Stage 2 Review forms and OH report(s). A 

recent OH report must have been obtained before the meeting is held. 

Employee having met a 3rd trigger or whose attendance has not improved or who remain absent. 

Where appropriate, to be carried out by a Senior Manager with authority to dismiss with HR 

support. 



16 
 

 

What needs to be discussed at the meeting: 

 Discuss their absence record to date being clear on what triggers have 
been met 

 Explore the reasons for absence  

 Discuss any progress, improvements or deterioration in the employee’s 
health and explore any reasons why they have not improved 

 

The Chair will need to consider: 

• Are the absences caused by a disability or personal, family or work-related 
problem? Where appropriate has the relevant supporting policies been utilised 
such as Special Leave/Flexible Working? 

• Does the OH advice indicate the employee is likely to return to work in the near 
future? 

• Have the employee’s absences changed from short term to long term or vice 
versa and that reasonable time has been given to consider the employee’s 
absence and to seek further OH advice if required? 

• Is management satisfied that advice/reasonable adjustments have been 
considered/made and given an opportunity to have an impact on the employee’s 
level of attendance, bearing in mind the length of absence and impact on the work 
area? 

• Where there is an underlying medical condition and the OH report refers to 
suitability for alternative employment, has the option of redeployment been 
considered/offered/discussed with the employee? 

• Where appropriate the senior manager can suggest other options or reasonable 
adjustments to try and improve the employee’s attendance, including; 
o the need for further involvement of OH 
o reference to the OH advice received, particularly in relation to any 

adjustments, changes in hours or duties, or specialist equipment which have 
been recommended, and establish whether they have been put in place 
 

• Ill Health Retirement may apply to employees who have been on long term 
sickness absence, and it is considered that they are permanently incapable of 
discharging efficiently the duties of his or her current employment. To qualify for ill 
health benefits, the employee must be a member of the Local Government 
Pension Scheme (LGPS). An assessment must be carried out by a specialist 
medical advisor (through OH), specifically with a view for a potential application  
for Ill Health Retirement – this will be arranged by HR. The Chair will discuss the 
opinion received from OH with HR. A final decision whether to proceed with Ill 
Health retirement should be made by a Director (or delegated-to Senior Officer), 
with case information supplied to support this decision. The most up-to-date 
information on the pension scheme is available online at 
www.norfolkpensionfund.org. 

 

 

 

 

http://www.norfolkpensionfund.org/
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Adjournment at the Hearing 

An adjournment at a Stage 3 Hearing may take place to allow consideration 
regarding the employee’s attendance and medical condition in relation to the 
outcomes of the hearing. 

 

Possible outcomes 

1.Dismissal with contractual notice 

The reason for dismissal will be classified as:  

Capability – in cases when the employee, because of their illness, is 

incapable of fulfilling the requirements of the job (this will usually be 

predominantly applicable in cases of longer-term absence). This will be 

managed in line with the Capability Policy.   

Some other substantial reason – in cases when, whilst the employee may 

be fit for work at the point of dismissal, their absence record is such that the 

Council cannot continue to employ them. The dismissal letter should state that 

the absence is on the grounds of ‘some other substantial reason’ and 

specifically for ‘unsatisfactory attendance’.  

Dismissal Considerations  

In considering dismissal as an option, the Chair will take the following into account:  

 The employee’s length of service  

 Past performance  

 Likelihood of a change in attendance  

 The availability of suitable alternative work  

 The effect of past and potential future absences on the organisation  

 Permanent incapacity 

If the employee attended the hearing and notice was given verbally the notice period 
starts the day after the hearing. If the employee did not attend the hearing (virtually 
or otherwise) the notice period starts 2 days after posting the outcome letter. 

 

Note - In the event of the Chief Executive being the subject of the Stage 3 hearing 
and dismissal is outcome, this will be in accordance with the provisions of the 
constitution/Chief Executive handbook. 

 

2.Set a further review period – follow guidance in Stage 1 & 2. 

3.Redeployment 

The outcome of the Stage 3 Hearing will be confirmed as soon as possible after the 
hearing in order to ensure all information has been considered. The Chair may also 
seek points of clarification from the employee’s line manager before making a 
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decision. Once the outcome has been determined this will be confirmed in writing to 
the employee. 

Stage 3 Absence Review 

Following the end of the review period, which may be earlier if further absences 
occur, the employee’s absence levels need to be reviewed. The purpose of the 
Stage 3 Review is for the Senior Manager to make a decision as to how to progress 
a case, this should include: 

 

• Attendance during the review period (including the last 12 months), including 
sickness reasons 

• Return to work interview records 
• If applicable review latest OH report 
• Review any supervision notes where the employee's attendance and wellbeing 

have been discussed 
• Reasonable adjustment review  
• Management reviews whether the employee’s absences have improved as per 

trigger set at the Stage 3 Hearing 

 

At the end of the review period, a discussion with the employee will take place to 
gain information from them regarding any improvement in the employee’s health and 
attendance. 

 

The Senior Manager will be responsible for gathering all the information relating to 
the case.  

 

Possible outcomes of Stage 3  

 

Improvement has been made   

 12-month live period 
If the employee’s absence has improved within the set timescales then 
encouragement should be given to continue with this improved absence.  The 
employee must be advised that if they meet the absence trigger point again 
within a 12-month rolling period, or if there are recognisable patterns of 
absence, the manager would review the absence record together with the 
Stage 3 Chair, for the Chair to determine whether the employee’s 
circumstances are progressed to convene a further Stage 3 Hearing.  

 

No improvement has been made 

 

• Conduct a further stage 3 hearing - where employees have not reached the 
attendance expected or have not returned to work during the review period.  The 
original Chair will hear the meeting (where possible) and the same outcomes 
would be applicable, including dismissal.   
 

• Extension of Review Period 
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Further time is required so an extension of 2 months is set. There may be 
circumstances where it is appropriate for this to be either reduced or extended (in 
exceptional circumstances up to a maximum of 4 months). Stage 3 Hearing Chair 
will make this decision. Where an extension occurs the absence management is 
dealt with under stage 3 when the extension review period is concluded. 

Right of Appeal 

The employee has the right to appeal a decision to terminate their employment.  To 
do so they should give written notice to the appropriate designated officer of the 
hearing within 7 calendar days of the date of the letter confirming the termination.  
Their grounds for appeal should be clearly set out. 
 

The members of the Appeal Panel will be constituted to reflect the position of the 
member of staff within the Council.   
 
Arrangements for the appeal hearing will be made as soon as practicable. A Trade 
Union representative or colleague may accompany the employee to the meeting.     
 
There is no further right of appeal within the Councils and the decision will be 
confirmed in writing.  
 

Additional Information for Managers and Employees 

Occupational Health referrals 

Any employee referred to Occupational Health, will be advised by their line manager 
of the reasons for this.  The employees verbal consent will be sought before making 
the referral. 

 

Occupational Health (OH) referrals will normally take place in cases where: 

• there has been long term absence with no prognosis of a likely return to work date 
• the reasons for absence may indicate a work-related illness or problem 
• prior to return to work from long term certificated absence. For example, OH 

provide recommendations such as adaptations to the employee’s role, reduction 
in hours or phased return 

• The Council are trying to see if there are any underlying issues contributing to the 
employee’s absences 

• OH advice may avoid a period of absence 
• The Council need to ensure the employee’s fitness to undertake some or all of the 

duties of their role 

 

Referrals are a useful means for the Council to obtain a professional opinion on: 

• the causes of absence 
• return to work programmes 
• recommended workplace adjustments  
• Equality Act issues 
• ill-health retirements 
• conditions, to generally assist managers in dealing with absences 
• recommendations to facilitate a return to work 
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Employees are encouraged to attend any OH appointments (which may be held 
virtually), as in accordance with their conditions of service. If employees do not 
attend these appointments or fail to give their consent to release the report, any 
decisions made regarding their absence from work will be made without the benefit 
of this information. 

 

Employees who do not make contact with the OH provider or attend agreed 
meetings with them without prior notification and a justifiable reason may be subject 
to disciplinary action. 

 

If an OH referral is carried out an employee may request to see the report before it is 
shared with HR and their manager. Otherwise, the report will be shared with the 
employee at the same time it is shared with their manager. 

 

Rehabilitation and Phased Return to Work 

The Council wishes to create and support a healthy and efficient working 
environment, not only through its obligations to comply with Health and Safety 
legislation but also through a caring and rehabilitative approach towards sickness 
absence management. The Council seeks to be supportive and flexible in assisting 
employees if they need time away from work due to illness and in supporting their 
rehabilitation back to work, however business needs must also be taken into 
consideration 

 

To help people get the support they need to get back to work the fit note system 
means that doctors can advise that employees are either: 

• unfit for work; or 
• may be fit for work, taking in to account particular advice. 

 

A doctor will give a ‘may be fit for work’ statement if they think that their patient’s 
health condition may allow them to work if they get suitable support from the Council. 
This statement means the doctor’s assessment is that the patient’s condition does 
not necessarily stop them from returning to work. For example, they could return to 
work but may not be able to complete all of their normal duties, or they could benefit 
from amended working hours, or a phased return to work. 

 

If an employee receives a ‘may be fit for work’ statement, the Councils will consider 
whether they can accommodate the adjustments suggested. Before returning to 
work, the employee should contact their manager to discuss whether or not it is 
feasible to meet the requirements in the work situation. This may require a meeting 
(which may be held virtually) or a referral to Occupational Health. If it is not possible 
for the Council to provide the support necessary for the employee to return to work, 
the ‘Fit Note’ will be treated as if the doctor had advised ‘not fit for work’. 

 

The employee does not need to return to their doctor for a new statement to confirm 
this. 
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Phased Return 

The purpose of a phased return to work is to rehabilitate the employee to their full 
duties and gradually build back up to undertaking their normal working hours within 
an agreed timescale. 

 

After an employee has been absent from work due to illness over a prolonged period 
of time, their GP and/or Occupational Health may recommend a phased return to 
work as part of a rehabilitation programme to allow the employee to re-adjust to full 
attendance/ performance at the workplace. 

 

If a GP has recommended that a phased return to work is appropriate, the employee 
should submit the Fit Note which outlines the recommendations, to their manager. 
The term ‘phased return to work’ embraces the idea of returning to work gradually, in 
stages, before an employee can complete all of their normal tasks and/or is able to 
work all their allotted hours and days. It includes any level of work, from a couple of 
hours, to a few days a week, but relies on an agreement between the employer and 
employee. Each employee’s situation is different, so solutions need to be flexible and 
well planned, including regular reviews of the arrangement and an agreed date to 
return to their normal hours/duties. 

 

An ideal phased return to work should include: 

• A gradual build up towards the employee’s usual hours and duties that begins with 
hours of work that are manageable for the employee at the current stage of their 
recovery 

• A timeframe that may be as little as one week and not usually more than 4-6 
weeks, unless the employee has a condition with long-term fatigue issues. 

• Consideration of work timings that may support a return to work where there is 
some flexibility, for example hours that allow an employee to avoid a commute in 
rush hour traffic 

• Duties during the phased return that are beneficial to the organisation but that 
allow the employee to be confident in their return (an example of this may be 
removing the requirement for business travel initially, or direct customer facing 
work depending upon the health issues) 

• Review timeframes so that the line manager and employee can adjust, where 
necessary, or ensure all is on track 

 

Key points when considering a phased return 

Problems may occur with a phased return to work if it is not arranged collaboratively 
and with the full agreement of everyone involved. 

 

Key points for Managers: 

• A phased return to work is not a quick fix and may involve additional management 
commitment. 

• Phased return plans need to be carefully considered and agreed and need to 
consider all relevant legislation (e.g. health and safety requirements) and any 
reasonable adjustments will be considered. 
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• A person’s recovery may be slower than expected, therefore it is important to 
have alternative arrangements in place to ensure service delivery  

• Some jobs lend themselves more easily to phased return to work 
• Developing a sensible return to work plan can be difficult without an 

understanding and awareness of occupational health issues and knowledge of 
broaching potentially difficult topics about a person’s mental or physical health 
(The Fit for Work advisors can help) 

 

Key points for employees: 

• It is important that a phased return plan is mutually agreed between the manager 
and the employee to ensure service delivery and that the employee feels the plan 
is realistic, achievable and will aid recovery 

• An unexpectedly slow recovery may impede the return-to-work process. 

 

When considering phased returns, managers should seek advice and guidance from 
the HR Team. 

 

Rehabilitation 

In terms of a rehabilitation programme the following process should be noted: 

• Occupational Health will make the recommendation relative to the overall period 
of a phased return to work, which will be dependent on the individual 
circumstances of each case, but will not normally be for more than a four-week 
period 

• the employee will be advised by Occupational Health of a recommended phased 
return programme, subject to their manager’s agreement relative to the general 
timescale, duties and working arrangements 

• the manager and the employee will agree the general timescale, duties and 
working arrangements. Targets should be agreed for each week of the phased 
return period in relation to the weekly times of attendance and the weekly range of 
duties to be performed 

• if restrictions on certain duties are to be placed on an employee, Occupational 
Health must review and reassess these restrictions within an agreed timescale 

• any request by the employee, or recommended alteration by the manager, in 
respect of the general timescale, duties and working arrangements during the 
phased return will be subject to agreement between Occupational Health, the 
member of staff and the manager 

• the manager will be responsible for updating the employee on any changes which 
have taken place within the Department during their absence 

 

The manager should review the employee’s progress on a weekly basis and should 
they recognise that the member of staff is unlikely to be able to resume their normal 
working hours and duties before the four week period expires, further urgent advice 
should be sought from HR and Occupational Health. This may result in a further 
time-limited extension of the phased return or a temporary contractual reduction in 
working hours or agreeing the need for the employee to resume sick leave and to re-
submit medical certificates. In some cases, consideration may be given to a 
permanent reduction in working hours or the possibility of redeployment. 
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Support during a phased return 

In certain circumstances it may be appropriate to seek a volunteer to act as a 
"buddy" for a limited period of time as a useful way of providing support in the very 
early stage of return, e.g. befriending, or accompanying at lunch times in the office or 
virtually, to assist the employee in assimilating back into work. 

 

Payment during a phased return 

• During the first four weeks of phased return payment will be at full salary. 
• In respect of any further agreed extension of phased return beyond four weeks', 

payment will be pro rata to hours worked, unless a short extension of the phased 
return to work is envisaged. In this case agreement to continue full salary will be 
subject to agreement between the manager and HR. 

 

Reviews during a phased return 

During the phased return period the manager will meet with the employee weekly 
(which may be virtually), to assess progress and identify any problems. If problems 
are encountered there should be a discussion on how best to resolve them involving 
the manager and HR. Additional advice may be sought from HR.  

 

Medical Suspension  

In certain circumstances it may be appropriate to medically suspend an employee, 
e.g.: 

• Where employees and their GP consider they are fit to return to work (with or 
without adjustments) and the manager, in conjunction with a Senior Manager and 
HR, believe they are not and therefore requiring OH advice before allowing the 
employee to return back to work. If the GP recommends any adjustments which, 
having undertaken the necessary risk assessment, the manager cannot 
accommodate, employees will remain off sick for the period specified on the Fit 
Note. 

• Medical suspension may also apply where the manager believes employees are 
not fit to attend work but they refuse to go on sick leave. The manager may 
medically suspend the employee until OH advice is received. 

 

Wherever possible, prior to medical suspension, alternatives such as temporarily 
adjusting the employee’s duties, reducing/changing hours of work, temporary 
redeployment to another role/location or working from home should be carefully 
considered using any advice from the GP contained on the Fit Note where 
appropriate. In such circumstances it would be appropriate to undertake a risk 
assessment, workplace assessment and/or DSE assessment. 

 

Decisions to medically suspend must be based on sound health and safety 
justification and managers must be able to demonstrate this through risk 
assessment. Having considered the employee's views the manager should be able 
to clearly explain the reasons for the decision and this should be followed up in 
writing. 
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Medical suspension is on contractual pay and does not impact on sick pay. It is also 
not a period of sickness absence and must not be recorded as such. 

 

Review of medical suspension must take place once the required medical 
information is provided by OH. If OH advice that the employee is able to return to 
work, the medical suspension will be lifted. 

 

Medical Appointments  

• IVF Treatment 
Time off to undertake IVF treatment is considered authorised absence and time 
off will be paid at the manager’s discretion. If unsure seek advice from HR. If you 
are undertaking IVF treatment you should provide your manager with proof of the 
appointment for treatment. If you are unwell and not able to work as a result of the 
IVF treatment it should be recorded as sickness absence. 
Time off to accompany dependants at appointments is not sickness absence and 
should be taken as annual leave unless there are exceptional circumstances 
where paid time off is appropriate. 

 

• Elective procedures 
Time off for elective procedures should be taken as annual leave unless the GP 
states that you are unfit and should refrain from work. If the procedure is linked to 
a protected characteristic under the Equality Act, please speak to HR. 

 

• Gender reassignment 
Time off for these purposes will be treated no less favourably than time off for 
illness or other medical appointments. 

 

Working whilst absent  

If you are absent through sickness, you must not undertake any additional work, 
whether paid or unpaid, without having first obtained approval from your Senior 
Manager who will discuss the approval request with HR. This includes weekends 
and public holidays. If you undertake alternative employment without permission, 
your entitlement to sick pay and Statutory Sick Pay may be affected and disciplinary 
action may be considered. 
 

Approval to undertake any additional employment during sick absence will only be 
given if it does not bring the incapacity into doubt and will not delay a return to work. 
Requests for approval must be made by the individual in writing and be 
accompanied by supporting medical evidence e.g., a letter from a GP. 

 

 

Frequently Asked Questions 
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Question Answer Policy Section 

Can the rolling 12 
month period be paused 

Yes.  Employees on an 
employment break or 
maternity leave will have 
the 12 month rolling 
period paused until they 
return. The rolling period 
will restart on the first day 
back at work and 
episodes of sickness will 
be managed in 
accordance with the 
Absence Management 
Policy.  

 

Absence Trigger Points 

An employee has 
started work but has 
had to leave early due 
to sickness, how do I 
record their absence? 

 

The employee must 
ensure that their manager 
is informed. The make-up 
of the shortfall of hours 
will be agreed with your 
line manager.  This could 
be recording a half day 
sick if less than half a day 
has been worked or  
If more than a half day 
has been worked and the 
employee fails to return 
on their next working day 
then sickness absence 
will start from this day.  

 

 

If an employee is on 
long term sick how 
regularly should contact 
be made 

Where an employee is 
absent through long term 
sickness (over 14 
calendar days and still 
absent) the line manager 
will aim to maintain 
contact with them on a 
fortnightly basis to check 
on their progress, offer 
any support and keep 
them up to date with what 
is happening at work. 
Depending on the 
circumstances this may 
be at the employee’s 
home, the workplace, at a 
neutral venue, virtually or 

Sickness Notification 
and Maintaining contact 
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by telephone.  The ‘Long 
Term Absence – Record 
of Contact’ form may be 
used by the manager as a 
reminder and record of 
the call/visit. On-going 
monitoring will take place 
as part of the regular 
contact the line manager 
has with the employee 

How is Statutory Sick 
Pay (SSP) Paid? 

 

In the case of periods of 
full sick pay entitlement, 
SSP runs in the 
background behind any 
Occupational sick pay 
entitlement to ensure the 
equivalent of normal pay 
is received. When the 
employee is receiving half 
pay, SSP will be paid in 
addition to the half pay, 
as long as the total sum 
does not exceed normal 
pay. 

Sick Pay Entitlement 

Can I return to work on 
a phased basis? 

After a period of long term 
sickness, a phased return 
can help an employee to 
acclimatise themselves 
back to work whilst also 
checking that they are in 
fact fit enough to return. 
The normal period of a 
phased return to work will 
be no longer than 4 
weeks in duration. Longer 
return to work periods 
should be considered only 
in exceptional cases and 
where there is supporting 
medical advice. During 
the first four weeks of a 
phased return the 
employee will receive 
their full salary.  This will 
be reviewed if an 
extension is required 

Rehabilitation and 
Phased Return to Work 

What happens if I am 
sick shortly before a 

If an employee is 
ill/injured before the start 
of a period of planned 
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period of planned 
holiday? 

 

holiday, and consequently 
unable to take the 
holiday, the employee 
may postpone the holiday 
dates to another time. 
The employee must 
submit a written request 
to postpone the planned 
holiday along with a 
Statement of Fitness for 
Work and any other 
documentation required. 
 
Any period of sickness 
absence will then be 
treated in accordance 
with the Councils normal 
policy on sickness 
absence. 
 
Where it is agreed that an 
employee can take 
replacement holiday leave 
at a later time, this must 
be arranged with their 
manager to ensure the 
new dates meet the 
needs of the business.  
 
Where an employee is at 
the end of their 
personalised leave year a 
carry forward may be 
granted on the proviso the 
leave is booked early in 
the new holiday year. 

 

What happens if I am 
sick before or during a 
holiday? 

 

If an employee falls 
ill/injured before or while 
on holiday they can use 
sick leave and                                        
take replacement holiday 
at a later time subject to 
the following conditions: 

 

 The total period of 
incapacity must be 
fully certificated by a 
qualified medical   
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practitioner where it 
exceeds seven days.  
A self-certification & 
return to work form is 
required  

 The employee must 
contact their line 
manager/supervisor 
(by telephone if 
possible) as soon as 
they know that there 
will be a period of 
incapacity 
before/during a 
holiday. 

 The employee must 
submit a written 
request no later than 
10 days after returning 
to work setting out 
how much of the 
holiday period was 
affected by sickness 
and the amount of 
leave that the 
employee wishes to 
take at another time. 

 Where the employee 
is overseas when they 
fall ill or are injured, 
evidence must be 
produced that the 
employee was ill by 
way of a medical 
certificate. 
  

Where the employee 
fulfils all of the above 
conditions, the Council 
will grant the employee 
the same number of days' 
replacement holiday leave 
as the number of holiday 
days lost due to sickness 
or injury. 

Who is responsible for 
maintaining an 
employee’s absence 
data? 

Line Managers are 
responsible for 
maintaining each 
employee’s absence by 
entering all periods of 
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absence on the HR 
System and will therefore 
be in a position to monitor 
trends and identify 
problem areas. Just as 
importantly, the 
monitoring will identify 
those areas with a 
particularly good 
attendance record 

The HR Team provide the 
management team with 
sickness absence data 
every month which shows 
the sickness absence 
levels for each service 
area. 

 

 

 


