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INTRODUCTION
1.
South Yorkshire Fire and Rescue (SYFR) are committed to a managing sickness 
absence through a policy that is fair and consistent for all. Our employees are the 
most important resource in providing quality services to the public, and as such it is 
vital that their attendance at work is managed effectively.

2.
Effective monitoring and management of attendance will help to;
· Make a positive contribution to the health and well being of the workforce
· Enhance service provision
· Identify factors in the workplace which may be affecting employee attendance
· Reduce costs
· Promote a healthy environment.
3. As a member of the Dignity at Work Partnership1, SYFR is committed to promoting a positive working environment where the dignity and respect, to which all employees are entitled, is not undermined.  No employee should be treated less favourably on the grounds of race, gender or gender reassignment, disability, sexual orientation, religion or spiritual belief, colour, nationality, national or ethnic origin, marital/parental status, family ties, trade union or political belief, hours worked, or any other reason, either directly or indirectly.

OBJECTIVES

4.
Improved attendance will result in a reduction in the prospects for insufficient staff to 
be available for the service to meet its performance targets and thereby increase the 
prospects of the service to achieve its vision to make South Yorkshire safer, in a way 
which achieves value for money.

5.
Following consultation and negotiation, the Absence Management Policy has 
been developed and steered by the following objectives:
· To promote improved attendance and a positive attitude towards recognising good attendance
· To provide a clear written practical policy that is easily understandable
· To ensure that employees are treated in a fair, sympathetic and compassionate way
· To set out the extensive level of support that SYFR, as a caring employer, is providing to employees, based on encouraging and helping employees
1 The Dignity at Work Partnership is a partnership between the Government, Unite (the UK’s largest union) and

  major public and private organisations.  For further information on the Partnership, see www.dignityatwork.org
· To identify trends and causes of absenteeism and take remedial action
· To identify and monitor the absence levels of individuals and the impact on the performance of the service
· To ensure that employees understand their responsibilities in regard to attendance at work and the effects and consequences of their poor attendance, if it continues
· To improve the effectiveness of line managers in the way they handle employee absence and ensure that they are implementing the policy and acting in accordance with their responsibilities

· To comply with legislation e.g. Equality Act 2010, Data Protection Act 1998.

SCOPE

6.
The Policy applies to all employees of SYFR.

7.
It is intended to provide a fair and consistent framework of good practice, which will 
help managers to deal with the issues related to absences from work and encourage 
attendance by looking for solutions to underlying problems.

8.
It must be understood however, that this policy is not meant to be a rigid procedure to be followed in every circumstance. It is important to take account of the circumstances surrounding each individual case when deciding appropriate action and line managers are actively encouraged to consult with the HR Employment Services Section for additional support.
9.
Health or any other physical or mental issues which are leading to attendance 
problems should be dealt with under this Absence Management Policy.

10.
Health or any other physical or mental issues, which are leading to performance 
problems, should be dealt with under the Performance & Capability Policy/ 
Disciplinary Policy.

11.
Ill Health problems for all employees should be dealt with under this procedure.

ABSENCE TARGETS/TRIGGERS

12.
Absence from work places a significant strain on SYFR both in financial and 
operational terms.  If, as a result of persistent short term or continual long-term 
absences, an employee is failing to attend for work then SYFR has a 
responsibility to apply this policy.

13.
The table below shows the targets (current at April 2008) in days and bottom line 
absence savings over the next 3 years.

	
	Days lost per year/person – target outturn
	Days lost expressed as number of posts
	Cost (non-cash) – based on an aver. cost per person
	Full time equivalents back to work for each 10% reduction in sickness

	2007/8
	8.6
	37.7
	£130,000
	4.4

	2008/9
	7.6
	33.3
	£115,000
	4.4

	2009/10
	6.6
	28.9
	£100,000
	4.4

	Total non-cash saving
	Total full time equivalents back to work

	£345,000
	13.2


14.
Annual attendance targets will be determined by SYFR and this figure will be 
communicated throughout by way of the Corporate Plan.

15.
SYFR will endeavour to take a systematic approach regarding the analysis of 
attendance management statistics at a District, Station, Watch and Function level.

16.
Timely and up to date statistical information, collated by the HR Management 
Information Section, will be conveyed as Attendance tables in order to highlight areas 
of poor attendance or ‘hot spots’.

17.
SYFR has set absence trigger points for action for all groups of employees.

18.
Short Term Absence Trigger Points (for absences between 1-28 calendar days 
duration is defined as where an employee’s record shows):-

· 3 separate occasions of absence or absence due to the same or similar cause in any ‘rolling’ six month period 

· 4 separate occasions of absence or absence due to the same or similar cause in any ‘rolling’ 12 months

· 3 separate occasions of absence within 12 months exceeding 7.5 days – self certification removed

· Absence(s) totalling 8 working days or more*

· Any pattern of absence which is causing  concern **


* The trigger point is reached when an employee has had any sickness absence 
totalling 8 days or more in any rolling 12 month period.  This need not be a single 
absence period, but could, for example, be the combination total of two periods of 4 
working days absence, or any other combination which results in 8 working days lost.


** Where a sickness absence pattern or trend is identified (non-exhaustive examples 
include regularity of sickness absence on a Friday, weekend or Monday; trend of 
taking absence during school/summer holidays; regularity of booking sick following 
refusal of bank holiday leave/annual leave; sickness following annual leave, 
birthdays, sports events etc).

19.
Long Term Absence Trigger Point – Any period of continuous absence of 28 days 
or more.

20.
Where an employee’s record has reached such a trigger, the line manager should 
commence the Long Term Absence Review process, outlined at Point 137.

DISREGARD OF CERTAIN ABSENCES

21.
Absences due to pregnancy will be disregarded for the purposes of this policy.

22.
Absences due to the following illnesses will be disregarded for the purposes of this 
policy.

· Benign brain tumour

· Cancer/cancer screening

· Coronary artery by pass/heart attack/heart surgery

· Kidney failure – requiring dialysis

· Major organ transplant

· Motor Neurone Disease

· Multiple Sclerosis – with persisting symptoms

· Parkinson’s disease – resulting in permanent symptoms

· Pulmonary artery surgery

· Stroke 

· Traumatic Head Injury

· Road/ Cycle accidents resulting in serious injury
· Surgery* (requiring general anaesthetic)  
· Water Rescue Training

· Injuries on Duty

*The type of surgery will be taken into account before automatically exempting, e.g. some elective surgeries (including cosmetic surgeries) will not be covered. Other elective surgeries will be discussed on the employee’s return to work.
INFECTIOUS DISEASE
23.
In the case of contact with infectious or other diseases, the employee should not stay away from duty if he or she feels well but should report the fact to the employee’s line manager and the HR Employment Services Manager. Advice from the Occupational Health Unit will then be sought.
24.
An employee who is prevented from attending work because of contact with an 
infectious disease shall be entitled to full pay and the period of absence on this 
account shall not be reckoned against the employee’s entitlement to such pay 
(subject to the other provisions of this policy).
EQUALITY ACT 2010 - CONSIDERATIONS

25.
SYFR is aware that sickness absence may result from a disability. Therefore line managers should ascertain if the employee is disabled as advised by the Occupational Health Unit (OHU). An employee who considers that they may be affected by a disability or any medical condition which affects their ability to undertake their work, should inform their line manager and HR Employment Services.
26.
Where an employee is considered disabled, SYFR will consider whether there are any reasonable adjustments which can be made to accommodate the employee. This could include redeployment to a more suitable post, moving them to a different work base, changing the working hours, retraining etc.
27.
In determining whether part-time, flexible or phased working or changed duties are appropriate, line managers should discuss this with the employee together with advice from HR Employment Services and the OHU.

28.
In cases where an employee has been absent from work owing to a prolonged or chronic illness, s/he may require advice, support or counselling from the OHU at any  
stage before or after a return to work. The line manager should liaise with the OHU in order to establish an employee’s particular needs following his/her illness. This may involve the need to modify working arrangements on a temporary or permanent basis, e.g. reduced working hours, lighter workload, alternative duties etc.
29.
It is important to take account of the circumstances surrounding each individual case 
when deciding appropriate action and if managers are in any doubt, they should consult with HR Employment Services, specifically their local HR Advisor (HRA), for advice.
DUAL CONTRACTS

30.
This provision applies to wholetime firefighters who also work retained duties.  Where 
an occurrence of sickness results in absence from both wholetime duties and 
unavailability for retained cover during the same period of sickness then the absence 
will only be counted as one instance of sickness absence for the purposes of 
determining whether the frequency targets/triggers have been exceeded.

PART ATTENDANCE

31.
Where an employee initially attends work (or is available for retained cover), but 
subsequently goes off duty during a shift/work day on account of sickness, 
then:

· if an employee fails to work (or is initially unavailable for retained cover) for at least 50% of the shift/day, the complete shift day will be recorded as absence due to sickness. 
· if the employee has worked for more than 50% of the shift/day before going absent, then the employee will not be regarded as being absent on account of sickness.

32.
For support staff, 50% of a working day is equal to 3.42 hours.

SECTION ONE

ROLES AND RESPONSIBILITIES

Employees

33.
Employees have responsibilities which must be fulfilled, including:

· attending work for the hours that they are contractually obliged to work unless too ill to do so
· notifying the Occupational Nurse Advisor that they are too ill to come into work prior to the start of the working day or as soon as is reasonably practicable
· provide a medical certificate or self certificate for all periods of sickness absence
· taking an active part in Return to Work Interviews, Case Conference meetings, welfare visits and other such measures taken to address their sickness absence
· keeping in regular contact with their manager or another senior manager and the occupational health unit during any absence, and more frequently during longer illnesses.

Managers

34.
Managers are expected to communicate regularly with their staff. In the normal 
course of their management/supervision duties, they will be expected to identify 
where a problem exists or may arise, that will impact upon an employee’s 
attendance.

35.
Managers will take responsibility for managing and providing support in order to 
resolve the matter in the appropriate way and in accordance with the absence 
management procedure.

36.
Managers have the right to meet individual members of staff seeking to discuss 
issues which they feel are affecting the absence levels of the individual. Similarly, 
employees have the right to raise concerns and problems with their manager that 
they believe may be affecting their attendance.

37.
Managers will apply this policy and the associated procedures in a fair and consistent 
manner with an emphasis on adopting a professional approach. Confidentiality will 
be maintained at all times and discussion and/or correspondence will be restricted to 
the appropriate parties.

HR Employment Services and Occupational Health Unit

38.
The role of the HR Employment Services Section and Occupational Health Unit is to provide appropriate advice, guidance and support to assist managers and employees in managing attendance issues.

39.
Advice will be based on good practice, which takes account of service delivery, the contractual rights of employees and SYFR’s legal obligations. Recommendations and advice from Government departments and other agencies will also influence the contribution of the HR Employment Services Section and the Occupational Health Unit.

40.
At no time will the confidentiality of any employee be compromised by disclosing 
advice given to their manager or another third party involved in the case. Any 
employees accused or suspected of a breach of this duty of confidentiality may be 
subject to action under the appropriate disciplinary procedure.

41.
In accordance with the wider application of health and well-being related policies and procedures, the employee retains the facility to formally, or informally, request thehelp and guidance of the Occupational Health Unit or the HR Employment Services Section to assist with the treatment of health related matters.

SECTION TWO

ABSENCE REPORTING
First Day of Absence

42.
The employee (or in exceptional circumstances someone on their behalf) must 
telephone SYFR’s Occupational Nurse (ON) Advisor on the following free phone 
number; 0800 587 8544 between 0700 to 0930 hours or 1500 to 1730 hours 
Monday to Friday. Absence during weekends should be reported to Control.  
Employees that do report absent from work due to sickness over a weekend period 
will be contacted on the Monday by an ON Advisor for relevant details to be taken.

43.
The ON Advisor is required to establish the nature of the illness and the anticipated length of the employee’s unavailability for work. This will be achieved through a standard questioning form that employees will be required to answer.  Details of the absence will be electronically recorded on Form A – First Day Absence, MIS and placed in a secure filing location in the Occupational Health Unit. The ON 
Advisor will then notify the employee’s line manager, HR Employment Services and Availability where applicable, of the absence.

44.
In cases where the reason for sickness absence is a stress related illness or a 
muscular-skeletal condition, the ON Advisor will immediately refer the employee to 
Occupational Health Nurse Advisor.

45.
Where an employee refuses to answer or provide information relating to the nature of 
their illness. an appointment will be made to attend the Occupational Health Unit to 
discuss the absence. This appointment must be attended.

46.
The line manager needs to ensure that the organisation continues to operate 
effectively and that arrangements are made to cover the work of the absent 
employee. This may mean re-organising workloads (including detachment), 
rearranging appointments or cancelling meetings.

47.
HR Employment Services will record the absence, send Form B - Return to work from Absence, dependent upon trigger points, to the employee’s manager for completion upon their return. Attendance will be monitored for SYFR and by each individual case.

48.
Employees are required to ring the free phone number each day they are absent from 
work unless they are covered by a Medical Certificate or can identify, due their 
symptoms, that they will not be able to attend work within the next three days.  If the 
absence extends beyond three days the employee must contact the ON Advisor on 
the free phone number with updated details regarding their current absence 
including anticipated length of absence or return date if known.

Eighth Day Absence

49.
If the absence extends beyond seven days (including weekends and rota days) a medical certificate must be obtained on the eighth day and sent completed correctly to the line manager, the contents must be noted and passed immediately to the HR Employment Services Section. The remaining period of absence must also be covered by a medical certificate.

50.
Employees, or in exceptional circumstances someone on their behalf, should also 
telephone the ON Advisor on the free phone number and give an update on their 
continued absence, as and when there is a change in the condition or a change to 
information previously given.
Failure to make contact or the reporting procedure has not been followed correctly

51.
If employees have failed to make contact within one hour of their start time or within 
the specified period, the line manager should try to establish contact with the 
employee.

52.
A discussion should subsequently take place with the employee to determine why 
they have not complied with the procedure.

53. If the line manager is satisfied with the explanation, no action needs to be taken other 
than a reminder about the importance of reporting sickness by the specified time and 
complying with procedures.

54. The employee must also be told to telephone the ON Advisor.

55. 
If, however, the line manager is not satisfied with the explanation given, or contact 
cannot be made, they need to consider whether action should be taken under the 
Disciplinary Procedure. The line manager should consult with HR Employment Services at this stage.

Absence due to Duty
56. 
Where an employee is absent from work due to illness on duty injury, this should still 
be included as part of the monitoring process if only to enquire after the employees’ well-being and/or if any further assistance can be provided.

57. 
Employees must ensure that an injury on duty form has been completed within three 
days of the injury occurring.  Where the employee cannot complete the form due to 
sickness, then their line manager must ensure that it has been completed on their 
behalf.

58. 
Where an injury on duty form has not been completed then the period of sickness will 
not be counted as an injury on duty.

Absence during Industrial Action

59. 
Employees who report sick during a period of industrial action will be required to 
submit a medical certificate covering the period of sickness from the first day of 
absence.  Where a charge is made by the GP, SYFR will provide a refund.

NOTIFICATION OF ENTITLEMENTS TO SICK PAY

60. 
Information regarding uniformed and support staff entitlements are in accordance 
with National Conditions of Service.

Uniformed Employees

61. 
Uniformed employees are entitled to full pay for six months, and half pay for six 
months in any one year.  

62. 
Authorised sick leave as a result of an illness or injury arising out of authorised duty 
shall be entitled to full pay for one year and half pay for a further six months.

Support Staff Employees

63. 
Support Staff employees are entitled to receive sick pay dependent upon the 
employee’s length of service;


a.
During 1st year of service:
One months full pay and (after completing 4 





months service) 2 months half pay.


b.
During 2nd year of service:
Two months full pay and two months half pay


c.
During 3rd year of service:
Four months full pay and four months half pay


d.
During 4th and 5th year:
Five months full pay and five months half pay


e.
After 5 years of service:
Six months full pay and six months half pay

64. 
Where an employee is receiving sick pay under the scheme, it is recognised good 
practice that employees are notified in writing by HR Employment Services before any change occurs to their sick pay entitlement, i.e. where they have exhausted full pay entitlement for that period and thereafter will receive a reduced entitlement at half or no pay, as appropriate.  Where this is the case notification should take place in good time, normally 8 weeks before the new arrangements appertain.  

65. 
It is recognised, however, that if a cumulative absence occurs and half pay or no pay 
is triggered, it may not be possible to give the employee 8 weeks notice, therefore the 
employee will still go onto the appropriate pay and will be informed as soon as is 
reasonably possible.

66. 
Where an employee has exhausted full pay entitlement and has been informed they 
are to reduce to half pay, they have the right to appeal. Employees have a 
responsibility to make themselves aware of the Half Pay Appeal Policy & Procedure 
as cases will only be considered if they are received within the timescales stated and 
submitted on the relevant forms.  All cases will be assessed by the Head of Human 
Resources or a Director.
WHAT TO DO WHEN AN EMPLOYEE RETURNS TO WORK

67. 
When an employee returns to work following a period of sickness absence, in the first 
instance the line manager will arrange a ‘Return to Work Discussion’.  The minimum 
managerial levels for conducting a Return to Work Discussion are:

a. Watch Manager for watch based employees

b. Watch or Station Manager for employees occupying a day duty post.
c. For support staff employees, the discussion should be conducted by a line 
manager with formal supervisory responsibility for the employee.

68. 
Where an employee is temporarily posted to another Section, watch etc, the 
responsibility for conducting the return to work discussion transfers to the employee’s 
temporary manager. However, to ensure that the particular employee’s case is 
managed in a consistent manner, the employee’s substantive and temporary 
managers should liaise prior to any action being taken, whether informal or formal.

69. 
The return to work discussion must be completed after every absence even it if is 
only a single or part day.

70. 
Managers should ensure that the return to work discussion takes place on the day the 
employee returns to work. If the manager is not available that day every effort must 
be made to undertake the discussion as soon as possible.

71. 
The discussion should be completed face to face but may be conducted over the 
phone if the manager is located at another site.

72. 
The discussion should take place in an environment that is free from interruption and 
where confidential issues can be safeguarded.

73. 
It is essential that adequate preparation occurs before the discussion and 
that it is 
sensitively handled. Each individual case and circumstances are different, so before 
the meeting line managers should consider:

· The employee’s sickness record to establish the amount of and reason for previous sickness

· Whether the level of absence is unsatisfactory or if patterns are emerging (i.e. regular Weekends, Mondays, Fridays)

· Whether the sickness is as a result of an accident or injury at work

· Whether there are any tensions at work relating to colleagues or workloads

· Is the illness covered by the Equality Act 2010 or a result of an underlying medical condition

· Whether domestic circumstances may have a bearing on the absence

· Whether previous discussions have been held with the employee about their attendance, if so – what was the outcome?

· Has the employee’s full pay/half pay been exhausted? If so the employee should be informed that future sickness during the monitoring periods may result in an immediate return to half/no pay (clarification can be sought from HR Employment Services).
74. The discussion is intended to provide an opportunity for the line manager to:

· Welcome the employee back to work

· Enquire after their health, ensuring they have completely  recovered

· Discuss the period of absence and confirm that the discussion will be 


confidential

· Give the employee an opportunity to draw their managers attention to any 

particular problems of either a work or domestic nature, which may affect their 
attendance

· Offer appropriate help and support e.g. access to a stress counsellor, 

workload adjustments

· Update the employee on any developments at work in their absence

· Check that the employee has followed the correct procedure for notifying their 
absence?  If not, explain the correct procedure and why it has to be followed

· Receive any self or medical certificates as appropriate (in cases where a 

doctor’s statement covers a period exceeding fourteen days or where more 

than one statement is necessary, the employee shall, before returning to work 
submit a final statement to SYFR as to their fitness to resume duties)
· Ensure that the ON Advisor and or HR Employment Services have been advised of the Return to Work date.
RECORDS TO COMPLETE ON A RETURN TO WORK DISCUSSION

75. 
All Return to Work Discussions should be recorded on a Form B – Return to Work 
from Absence Form. The form should be presented to the employee for signing to 
confirm the content.

76. 
The original should then be sent to the HR Employment Services Section for inclusion on the 
employee’s PRF, a copy should be supplied to the employee and the manager should retain a copy. Where an employee has hit a trigger then the form should be retained until receipt of the Occupational Health Report and the completion of ‘Exemption from Issue of a Warning’ section. (See 97-101 for further details)
77. If the level of discussion is giving cause for concern, keep that discussion separate 
from this initial meeting. It is important that the individual has a positive return to 
work meeting.

IMPROVING ATTENDANCE PROCEDURE
78. The following procedure should be applied to the management of all sickness 
absence except that which is outlined in point 21 and 22.  

79. The procedure contains a process for applying warnings for repeated sickness 
absence. Managers must ensure that they follow the Improving Attendance 
procedures correctly, act reasonably and fairly in dealing with all attendance matters, 
and ensure there are no unnecessary delays at any stage.

80. Normally, individuals must be informed that their sickness absence record is a cause 
for concern before any formal action is taken.  However, this may not be the case 
where an individual meets or exceeds the triggers for consideration of formal action in 
accordance with the Improving Attendance procedure.

81. The implementation of this procedure is a fundamental managerial responsibility and 
managers, in liaison with HR Employment Services, should ensure that they are fully 
conversant with their role in the policy and how it will apply to them and the 
employees they supervise.

MANAGEMENT LEVELS FOR INTERVENTION

82. For the purposes of the Improving Attendance procedure, ‘manager’ relates to the 
following minimum managerial levels at which action should be taken:

	
	Watch Based Employees
	Non-Watch Based Employees 

(including Support Staff)



	Informal Stage


	Watch Manager
	Station Manager or Line Manager with formal supervisory responsibility



	First Formal Stage
	Station Manager
	Station Manager or Function Manager


	Second Formal Stage
	Group Manager
	Group Manager or Function Head


	Third Formal Stage
	Area Manager
	Area Manager or Director of Human Resources


DEFINITION OF ‘UNSATISFACTORY’ LEVELS OF ABSENCE

83. It is accepted that employees may suffer illness/injury from time to time and it is not 
the SYFR’s intention to apply pressure to people to remain at work when they are 
incapacitated.

84. It must be recognised, however, that absence from work places a significant strain 
on the organisation both in financial and operational terms.  Staff are employed under 
a Contract of Employment to carry out prescribed duties.  If, as a result of persistent 
short term or continual long term absences, an employee is failing to meet the 
conditions required of that contract, then the organisation has a responsibility to take 
remedial action.

85. In determining the action at each ‘trigger point’ (see point 18) at which absenteeism is 
regarded as being unsatisfactory, the organisation will adopt a number of measures.

CAUSE FOR CONCERN INTERVIEW (INFORMAL STAGE) 

86. In the majority of cases (except where the trigger for consideration of formal action 
has been met or exceeded) individuals will be told that their sickness absence record 
is a cause for concern before any formal action is taken. An individual should be 
given the opportunity to discuss the issues and also be made aware that formal 
action may be taken if attendance fails to improve.

87. Each case will be considered on its own merits but an informal Cause for 
Concern 
Interview should be conducted before triggers are met if deemed appropriate.

88. The interview is neither a Return to Work discussion nor formal action.  The following 
points should be included in the interview and completed on Form C –Cause for 
Concern. The original form should be sent to the HR Employment Services Section for inclusion on the employee’s PRF, a copy should be presented to the employee and the manager should retain a copy. Managers should:
· State that the absence record is giving cause for concern, remind the employee of 
their obligation to attend work and the organisations targets for reducing sickness 
absence
· Refer to absences in the rolling two month period; discuss any patterns and 
frequency

· Identify any underlying problems/recurring health problems

· Advise the person to seek further advice from their GP if appropriate

· Consider whether the absence is job related, record discussion of any possible 
job change or reasonable adjustments based on OHU advice or work station 
assessment.

FORMAL IMPROVING ATTENDANCE 

89. The aim of the improving attendance procedure is to encourage good attendance and 
to allow individuals the opportunity to bring their attendance up to satisfactory levels.

90. Managers should always consider whether formal action is appropriate taking into 
account the individual circumstances of each case, ensuring that reasonable 
adjustments have been identified and implemented where appropriate.

91. The earliest a manager should consider formal action is when an individual has 
reached a trigger point or where patterns of absence have developed.

92. This level of absence does not, however, automatically mean a warning is 
appropriate; individual circumstance should be considered and managers should 
seek guidance from HR Employment Services.

REFERRAL TO OHU

93. All employees must be referred to OHU for a medical review when a trigger point has 
been reached on Form H – Absence Referral to OHU Form.

EXEMPTION FROM ISSUE OF WARNING

94. Where an employee is absent for any of the reasons listed in paragraphs 21-22, they will be automatically exempt, after the Line Manager has consulted with the HRA  (please see Form B for further information).

95. On receipt of the report from Occupational Health, where a Manager considers that there are exceptional reasons (beyond the list in para. 21-22) for a warning not to be issued then they should complete the ‘Exemption from Issue of a Warning’ section of the Form B. Full information should be provided on the form. The application will then be considered by their next in line manager. For consistency advice should be sought from the district HRA. The next in line manager will then make a decision on whether to grant an exemption. (Please see Form B on the intranet for further information)
96. When the ‘Exemption from Issue of a Warning’ section of the Form B has been completed, Watch Managers should then submit the Form to their Station Manager (Operational staff) for approval, Line Managers should submit to their Function Head (Support staff) for approval 
97. Where an exemption is approved, the Line Manager will write to the employee informing them of the decision.  A copy will be sent to HR for saving on the PRF.
98. Where an exemption is not approved the case will be referred back to the Line Manager with an explanation as to why it has not been approved. The Line Manager must then follow the formal process.
FIRST FORMAL STAGE

99. A Station Manager/Function Manager may, in liaison with HR Employment Services, initiate 
the absence management process and investigate where an employee has appeared to have exceeded a ‘trigger point’ for attendance. Where, following a disciplinary  meeting as per the Disciplinary procedure, the employee is found to have exceeded a ‘trigger point’ and their attendance has accordingly been unsatisfactory, the individual will be given a written warning. A warning must give details and an 
explanation of the decision and attendance targets.

100. A warning should inform the employee that failure to improve or modify behaviour 
may lead to further disciplinary action, and advise them of their right to appeal.

101. The warning should be disregarded for disciplinary purposes after six months but will 
start from the date of the disciplinary meeting.

SECOND FORMAL STAGE

102. Where there is a failure to improve attendance in the timescale set at the first formal 
stage (e.g. the employee fails to achieve the attendance targets set under the first 
formal stage) the sanction may be no greater than a final written warning.  This 
sanction may only be issued after a further investigation and hearing.  The manager 
must inform HR Employment Services if the above applies to an employee.

103. A final written warning must give details and an explanation of the decision.  It should 
warn the employee that failure to improve attendance may lead to dismissal or to 
some other sanction, and advise them of their right to appeal.  

104. A final written warning should be disregarded for disciplinary purposes after 18 
months.  The attendance trigger points specified in point 18 will normally apply during 
the 18 month warning period.

105. A final written warning may only be given to an employee by an Area 
Manager/Function Head or above.

106. Consideration will also be given at this stage to remove Secondary Employment, 
Community Engagement work etc.

THIRD FORMAL STAGE

107. Where an employee continually fails to improve attendance (or where the 
unsatisfactory attendance is sufficiently serious) there should be an investigation and 
a hearing (e.g. if an employee fails to achieve the attendance targets set under the 
second formal stage).  The sanctions available may include dismissal, stoppage of 
pay up to 13 days, demotion, a further final written warning, removal of secondary 
employment/community engagement work or any combination of the above.

REPRESENTATION AND CONDUCT OF MEETINGS

108. Employees have a statutory right to be accompanied by a fellow employee or trade 
union official of their choice at all formal stages of the procedure.

109. Fellow employees or trade union officials do not have to accept a request to 
accompany an employee, and they should not be pressurised to do so.

110. Before the meeting takes place, the employee must tell the manager and/or HR Employment Services who they have chosen as a representative.

111. The representative should be allowed to address the meeting in order to:

· put the employee’s case

· sum up the employee’s case

· respond on the employee’s behalf to any view expressed at the hearing.
112. The representative can also confer with the employee during the meeting and 
participate as fully as possible in the meeting, including asking questions.  The 
representative has no right to answer questions on the employee’s behalf or to 
address the meeting if the employee does not wish, or to prevent the manager from 
explaining their case.

113. The following people should also be in attendance at the meeting;

· Employee’s Manager

· HR Employment Services representative

· Note taker

· OHU (if requested).
INFORMATION FOR THE EMPLOYEE BEFORE AN IMPROVING ATTENDANCE MEETING

114. In advance of any meeting the manager, in liaison with HR Employment Services, will write to the employee. The letter should contain enough information for the employee to fully 
understand the case against them with all relevant details and the reasons why this is not acceptable. If the employee has difficulty reading, or if English is not their first language, the manager should explain the content of the letter to them orally. 
115. The letter should also invite the employee to a meeting at which the problem can be 
discussed and it should inform the employee of their right to be accompanied at the 
meeting. The employee should be given copies of any documents that will be 
produced at the meeting

116. At all stages the employee shall be fully informed.

CONDUCT OF MEETINGS

117. The timing and location of the meeting should where practicable be agreed with the 
employee and or/their representative. The length of time between the written 
notification and the meeting should be long enough to allow the employee and/or their 
representative to prepare and shall in any event be not less than:

· seven days for first formal stage

· ten days for the second formal stage

· twenty-one days for the third formal stage and where dismissal is to be 
considered.
118. The meeting should be held in a private location, where there will be no interruptions.

119. At the meeting, the process will be explained to the employee. The reason(s) for 
considering a warning will be stated by the Manager. The employee and/or their 
representative will be given every opportunity to set out their case.  The employee will 
be allowed to ask questions, present evidence and/or information and be given an 
opportunity to raise points about any information provided by the manager.

120. An employee and/or their representative who cannot attend a meeting should inform 
the manager and/or HR Employment Services in advance, as soon as possible.  if the 
employee fails to attend through circumstances outside their control and 
unforeseeable at the time the meeting was arranged (e.g. illness), the manager 
should arrange another meeting.

121. A decision may be taken at a meeting in the employee’s absence if they fail to attend 
the re-arranged meeting without good reason. An employee’s representative may 
attend on their behalf, if the employee is unable to attend. If an employee’s 
representative cannot attend on a proposed date, the employee has a statutory right 
to suggest another date so long as it is reasonable and is not more than seven days 
after the date originally proposed by the employer.  The seven-day time limit may be 
extended by mutual agreement.

122. To ensure fairness and consistency, the manager must contact HR Employment Services for advice about a case where they are considering the appropriateness of issuing a verbal or written (including final written) warning.

123. HR Employment Services should advise on these cases quickly and consistently and give reasons to support any advice provided.

124. HR Employment Services should give the manager clear information.  If they consider that a 
particular absence or absences should be disregarded, they should state this clearly 
and explain their reasons.

UNDERLYING MEDICAL CONDITIONS

125. A manager must ask individuals if they have an underlying medical condition or 
disability, which is impacting upon their attendance.  The manager must take this into 
consideration when reviewing their sickness absence record and take advice from the 
HR Employment Services /OHU Section if required.

126. It would be wrong to assume that an individual with an underlying medical condition 
or disability is more likely to be absent from work because of ill health than anyone 
else.

127. Nevertheless, one effect of an individual’s disability may be that they may have higher 
levels of sickness absences.  If this appears to be the case managers should always 
seek OHU/ HR Employment Services guidance, with the individuals consent.

128. Occupational Health will provide advice on the typical absence level for a particular 
health condition or disability.  The manager must consider the nature and severity of 
the underlying medical condition and the treatment being received.  A reasonable 
adjustment in this case may be to allow an individual a higher level of absence, 
relating to the underlying medical condition or disability, before considering formal 
unsatisfactory attendance action.

APPEALS

129. An employee can appeal against a formal written warning or a final written warning to 
a manager at the same role or level or higher who has not been involved in the case.

130. An employee can appeal against a decision at the Third Formal Stage to a manager 
at a role higher who has had no involvement in the case where a sanction short of 
dismissal has been imposed.

131. In the case of dismissal the employee can only appeal to the Fire Authority Appeals 
Committee (as per the SYFR Authority’s Scheme of Delegation).
GENERAL PRACTITIONER MEDICAL CERTIFICATION

132. Where patterns/trends of sickness absence are identified (see pt.16) or sickness 
absences exceeds the applicable targets, then management may require the 
employee to obtain and provide a General Practitioner Medical Certificate in respect 
of further absences on the grounds of sickness, in order that the employee may 
qualify for sickness pay in respect of such absences.

133. In such circumstances, the organisation shall refund the cost of a General Practitioner 
Medical Certificate.  If the employee refuses to attend their General Practitioner, or 
fails to provide a valid sick note, the organisation will be entitled to notify the 
employee that they will not be paid sickness pay in respect of those absences.

134. Similarly the organisation may, at any time, require the employee to attend the 
OHU to undergo a medical examination and if the employee fails to do so then the 
organisation shall have the discretion to cease payment of sick pay.

135. Self Certification may be removed after three periods of short term sickness absence 
in any 12 months.

SECTION THREE

PROCESS FOR DEALING WITH CONTINUING LONG TERM ABSENCE

136. All employees who have been absent from their normal duties either due to sickness 
absence or modified duties will be required to attend a Case Conference meeting as 
follows;

	Station Manager/Function Manager

	Group Manager/Head of Section
	Area Manager and above

	1 month’s sickness/ 1 month on modified duties
	3 month’s sickness/3 months of modified duties
	6 months sickness/6 months on modified duties


137. Where circumstances allow, it may be reasonable and appropriate to vary the 
frequency of the Case Conference meetings depending on the circumstances of the 
situation.  This may particularly be the case should information come to light that 
requires immediate consideration and where a possibility to expedite a positive 
resolution is presented.

138. The purpose of the Case Conference meetings is to determine what actions the 
individual and organisation are taking to ensure an early return to work.  Prior to the 
Case Conference, the manager will refer the employee to the Occupational Health 
Unit requesting guidance that can be utilised in the Case Conference meeting (see 
Form E – Case Conference OHU Form).

139. The individual will be afforded the opportunity to be represented at the Case 
Conference by their trade union official or a work colleague.  Organising the Case 
Conference will not be unreasonably delayed to accommodate the attendance of 
employee’s representative.  Where the date arranged by the manager is unsuitable 
for the employee or their representative, the employee shall offer an alternative date 
no later than seven days following the original date of the Case Conference.

140. The Manager, in conjunction with HR Employment Services, will be responsible for arranging the Case Conference and will retain responsibility for the outcome(s) of the Case Conference. The HR Employment Services Manager or an advisor from HR Employment Services and the Occupational Health Unit shall attend to provide appropriate advice and guidance to the manager.

141. Case Conference Process

· The manager may initiate the Case Conference, or HR Employment Services /Occupational Health Unit may recommend a Case Conference is appropriate in the circumstances.

· The manager, in liaison with HR Employment Services, will organise the Case Conference and will invite the employee, OHU etc.

· The employee’s Station Manager or Function Manager shall attend Case 
Conference meetings chaired by an Area manager or Director to ensure continuity 
in the management of the case.

· The employee will be responsible for arranging the attendance of their chosen 
representative.  Representation will be limited to their Trade Union Representative 
or a work colleague.

· The Manager will facilitate the Case Conference meeting and will retain 
responsibility for the case.  Where appropriate, the manager will seek advice from 
HR Employment Services and Occupational Health advisors.

· The manager will ensure that employees are referred to the OHU so that a 
medical opinion can be sought prior to a Case Conference.

· Those involved in the Case Conference must be aware that the primary aim of the 
process is to support the individual in a return to work.

· HR Employment Services will make sure that minutes are taken of the meeting.

142. Procedure during the Case Conference

· The manager will open the meeting and explain the format of the proceedings and the reason(s) for convening the Case Conference.

· The manager will brief the meeting, giving complete background details related to the case, including any action that has previously been taken.

· The employee will be invited to address the meeting and have considered those issues they consider relevant.  The employee’s representative will be 
permitted to address the meeting, but will not answer questions on the 
employee’s behalf.

· Having established the facts to the case, both parties may seek advice/clarification from the HR Employment Services advisor and or/ the Occupational Health advisor.

· When the manager is satisfied that all relevant information related to the case has been disclosed, the Case Conference will be adjourned for a short period 
of time.  The manager will consider available options and determine an 
appropriate outcome based on the medical background and other 
circumstances of the case if applicable.

· The manager will in agreement with HR Employment Services make an appropriate decision whilst also taking responsibility for ensuring that a consistent approach is applied in all cases, and that the position of the individual is fully recognised.

· On reconvening the Case Conference, the manager will inform the employee 
of their decision.  All action arising from the Case Conference will be in 
accordance with the Absence Management policy and associated procedures.

143. The manager on conclusion of the Case Conference will complete a report of the 
proceedings on Form F – Outcome of Case Conference. A 
copy of the report should be offered to the employee. Further copies should be retained by the Occupational Health Unit and a copy on the employee’s sickness 
file. The report will include the following:

· the background to the case including confirmation of the employee’s previous 
sickness record
· confirmation of the measures taken to address the sickness absence by 

SYFR and the individual

· an indication of the timescales for returning to full duties and whether, in the 

interim period, modified duties should be considered/continued or whether an 
intervention is available that would positively affect the situation

· guidance from the Occupational Health Advisor of whether the sickness 


absence is as a result of disability for the purposes of the Equality Act 2010
· confirmation that, where feasible and appropriate, alternative measures 


including redeployment, revised working patterns etc, have been explored on 

a temporary or permanent basis.

· where advice from the OHU indicates that the employee is likely to be 


permanently unfit to continue in their current role and alternative measures 

have been explored and discounted, the Medical Discharge Procedure will be 

instigated.

144. It may be the case that a manager is required to undertake more than one Case 
Conference depending on the level of the employee.

CONSIDERATIONS WHERE MEDICAL DISCHARGE IS NOT PROGRESSED

145. In cases where an employee is not considered suitable for ill health retirement, 
primarily as a result of a failure to meet the specific criteria of the appropriate pension 
scheme, then consideration will be given to the individual’s capability to return to 
work.

146. The following factors need to be considered before contemplating taking action 
leading to dismissal on the grounds of capability for long term sickness absence:

· The duration of the ill health

· The employee’s length of service

· The nature of the employee’s job

· The employee’s past attendance record

· The employee’s position with regard to outstanding contractual sick pay

· The amount of consultation with the employee about their absence and possible consequences

· Whether there is any suitable alternative employment which might be more suitable given the employee’s circumstances.

WELFARE REPORTS

147. On receipt of a first medical certificate potentially indicating long-term sickness absence (e.g. 28 days or more), the Station Manager/Function Head will immediately contact the member of staff to ascertain ways SYFR can help and also to identify any causes if possible. In all cases the line manager will make arrangements, via an appointment, to visit personnel absent from duty due to sickness or injury during the 
4th week of absence and thereafter at monthly intervals (dependent upon the outcome of the Case Conference meetings).  If the Manager is not available at the time the visit is due or, if in certain circumstances, it may not be appropriate for the Manager to conduct the visit then arrangements should be made for another managerial member of staff to conduct the visit.

148. The purpose of these visits is:

· For the employee to feel that SYFR is interested in their welfare and early recovery
· To ascertain whether or not there are any special features relating to the absence which may require early specialist treatment
· To ascertain whether any recommendations need to be made to officials of the Fire Fighters Charity for assistance (financial or otherwise) and/or whether attendance at Jubilee House or private treatment provided locally would accelerate a return to work
· To ensure that the employee is not doing anything that would have a detrimental affect on their recovery

· To enable the visiting manager to submit a report on the employee’s condition immediately following the visit on Form G – Welfare Report to HR Employment Services and OHU.  Prompt submission of reports is required so that information regarding an individual’s progress can be evaluated at the earliest opportunity.  A copy of the report should be offered to the employee.
149. Although every endeavour must be made to see the employee on a personal basis 
this may not always be possible. In such circumstances the manager must make 
contact by telephone and then submit a report outlining the circumstances and 
provide details of the progress of the absent employee.  However, the next visit must 
be in person unless exceptional circumstances dictate otherwise.

150. If contact cannot be made with the absent employee to make arrangements for a visit 
the manager must submit full details of the attempts that have been made to the HR Employment Services Manager.

SECTION FOUR

PROMOTION/CPD PAYMENTS
151. The opportunity for promotion will be forfeited for employees who have been absent from work due to sickness for 4 months or more for a 12 month period from the return to work date.  The employee will also not be entitled to continuous professional development payments due to not being able to present current evidence.  However 
where the absence is due to injury on duty and the relevant forms have been submitted within the timescales stated in para 61 - 63, the employee will be entitled to apply for promotion and a CPD payment.

LEAVE/PUBLIC HOLIDAY ALLOCATION

152. Employees will continue to accrue leave whilst absent from work on sick leave.  

153. Where an employee falls sick whilst on annual leave or is absent on account of 
sickness when their annual leave falls, they shall be regarded as being on sick leave 
provided such absence is covered by a doctor’s statement.  

154. Any outstanding leave due to sickness absence must be taken by the employee 
before the end of the current leave year. Any outstanding leave not taken before the 
end of the current leave year will be forfeited.

155. Where an employee is on sick leave on a public holiday they shall be deemed to 
be 
on public holiday leave and shall not be entitled to a day’s leave in lieu later.

BASE STATION/WORK BASE
156. Due to the exigencies of the organisation, where an employee has been absent due 
to sickness for 28 days or more, the organisation cannot guarantee that they will 
return to the base station/work base at which they were located prior to their absence.  
In these circumstances the employee will be placed in a pool held by the Workforce 
Planning Section.  Prior to their scheduled return the Station Manager/Line Manager 
should liaise with HR Employment Services and Workforce Planning to agree on the 
employee’s new (if applicable) base station/work base.  

157. The employee’s medical condition, welfare reports and OHU reviews will be taken 
into consideration when assessing suitable stations.

STATISTICAL INFORMATION AND DATA
158. Human Resources will report on a monthly and quarterly basis the organisations 
sickness absence statistical data.

RELATED POLICIES

159. Employees should also be aware of the following related polices available on the 
intranet.

· Family Friendly Policies i.e. Carers Leave (Time off for dependants)

· Stress Policy

· Counselling Policy

· Half pay Policy

· Modified Duties Policy

· Performance & Capability Policy

· Disciplinary Policy

· Substance Misuse Policy

If you require further help and guidance then please contact a member of the Human 
Resources Function.
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Managing Sickness Absence Flowchart





Employee returns to work after a period of sickness absence





Appropriate Manager to conduct a ‘Return to Work Discussion’ and complete Form B ‘Return to Work Absence Form’ and forward to Transactional HR.








Has the employee breached one of the trigger points of the Managing Sickness Absence Policy?


(See page 4, pt 16) 





Yes








No





If the warning is still live, continue from the relevant stage of the procedure.





Has a warning been issued in the past? 





No





Yes








Is the employee’s sickness record giving cause for concern i.e. close to reaching the trigger points?





No





Yes








Appropriate Manager to conduct ‘Cause for Concern Interview’ and complete Form C ‘Cause for Concern Form’ and forward to Transactional HR.








FIRST FORMAL STAGE


(Consultation should be sought from Transactional HR)





Employee to be given 7 days notice to attend meeting








Yes








No





Do you feel that a written warning should be given in line with the Managing Sickness Absence Policy?








Employee to be issued with a written warning due to concerns over absence.





Attendance targets to be set and monitored over a 6 month period.





Further action should be taken if further absence occurs.








Ensure Absence Management Referral is submitted to Occupational Health.





Yes








No





Apply to the Head of Human Resources for an exemption from the issue of a written warning on Form D – ‘Exemption Form Issue of Warning Form’.








Has the application for exemption been upheld?





Appropriate Manager to conduct ‘Cause for Concern Interview’ and complete Form C ‘Cause for Concern Form’ and forward to Transactional HR.








Continue on next page





Confirm with employee that attendance is now satisfactory and remove written warning.





Has the employee met the attendance targets set during the 6 month monitoring period?





No





SECOND FORMAL STAGE 


(Consultation should be sought from Transactional HR)





Employee to be given ten days notice to attend meeting.





Employee to be issued with a final written warning due to continued concerns over absence.





Attendance targets to be set and monitored over an 18 month period. 





Further action should be taken if further absence occurs.





Has the employee met the attendance targets set during the 18 month monitoring period?





Yes








No





THIRD FORMAL STAGE


(Consultation should be sought from Transactional HR)





Employee to be notified that an investigation and hearing will take place and be given 21 days notice to attend the hearing.











Confirm with employee that attendance is now satisfactory and remove written warning.





Inform the employee of the outcome of the hearing.





Yes








Do you feel too ill to work?





Yes








Is it your eighth day of absence?





Is this you first day of absence?





Yes








No





Has the Occupational Health Nurse Advisor informed you to remain absent from work?





Ring free phone number to speak to Occupational Health Nurse Advisor within 1 hour of usual start time. 





No





Yes








Is it your fourth day of absence?





No





Yes








Ring free phone number and update Occupational Health Nurse Advisor. 








Ring free phone number and update Occupational Health Nurse Advisor including details of medical certificate.








Yes








No





Occupational Nurse Advisor to establish nature of illness and approx length of absence.








Report for duty as normal.


No further action.








Is your absence stress/depression or musculo skeletal related?








Yes








Referral to be made to Occupational Health.








Occupational Health Nurse Advisor to remind employee of the trigger points and inform employee’s manager, Transactional HR and availability (if applicable) of the absence. 





Reporting of Absence Flowchart





Returning from Absence Flowchart





Do you feel ready to return to work after a period of sickness absence?





Yes








Ring free phone number to speak to Occupational Health Nurse Advisor and discuss return to work.








Is an appointment to be seen by Occupational Health required before a return to work can take place i.e. more than 28 days sickness absence?  





No





Yes








No





Occupational Nurse Advisor to book an appointment to attend Occupational Health.








Attend appointment on date requested.








Have you been declared fit to return to work?








Yes








Appropriate manager to refer to the appropriate stage on Managing Sickness Absence Flowchart e.g. eighth day of absence. 








Occupational Health Nurse Advisor to inform employee’s manager, Transactional HR and Availability (if applicable) of date of return to work.








Manager to follow Managing Sickness Absence Flowchart.








Remain on sickness absence as advised by Occupational Health.
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