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THOMAS MILLS HIGH SCHOOL

Staff Absence Management

Procedure

IMPROVING ATTENDANCE POLICY AND PROCEDURE

Vision Statement

We, the staff and governors, aspire to ensure that all our students,
irrespective of ability and regardless of anyone’s doubts, achieve their potential in full;
and we aspire in this way to make Thomas Mills High School the best in the country.
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Policy Statement

Thomas Mills High School values the contribution of its employees in the delivering an
effective learning experience for all of its students. Absence throughout the school can have
a significant impact on this including disruption to students learning, the cost implications of
additional cover as well as team morale. As such, it is vital that attendance at work is
managed effectively.

It is inevitable however, that employees will experience periods of absence due to ill-health
or injury from time to time and it is important that a balance is struck between managing
absence, and the expectation that Thomas Mills High School will be supportive and act as a
fair and reasonable employer.

A key aim underpinning this policy is to ‘promote a positive and preventative’ approach to
sickness absence management and as such managers are expected to take a proactive
approach to retaining employees at work where possible.

Equal Opportunities

Employees are expected to adhere to this policy in line with the school’s obligations under
the Equality Act 2010. Managers must ensure that all reasonable adjustments or supportive
measures are considered to allow equality of access and opportunity regardless of age,
gender, ethnicity, sexual orientation, disability, faith or religion.

Scope of Policy

This policy applies to all employees of Thomas Mills High School across all functions of
teaching, learning and support staff. It is designed to maintain consistency of action taken
and support provided to employees with unacceptable levels of absence.

This policy applies to absence caused by personal illness or accident. Employees must
not use the sickness absence procedure to take time off work because of the illness or
accident of others, e.g. children or partners.

Exemptions
Disability Related Absence

In accordance with the Equality Act 2010 employees with disabilities should not be
treated any less favourably than other employees.

Senior managers should consider reasonable adjustments which can be put in place to
help facilitate early return to work, limit future absence and support the employee in
achieving an appropriate level of attendance. Whilst the legislation itself does not
provide specific examples of reasonable adjustments some suggestions are outlined
below;

e Providing specialist equipment
e Modifying days or hours of work
e Modifying duties

In addition, the school will support employees with disabilities or long term health
conditions to attend medical appointments, therapeutic treatment and counselling
appointments. Where possible these appointments must be made outside core
teaching hours.
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In some circumstances, it may be appropriate to give consideration to extending the
absence trigger points, in recognition of an underlying medical condition. In making this
decision, senior managers must consider the cost of an employee’s absence and also the
disruption to service provision of the employee being away from the workplace.

It should be noted, that having a disability or genuine reason for absence does not
prevent termination of employment where attendance is not at the required level, and
all other interventions, adjustments and other options under the procedure have been
exhausted.

Maternity related absence

Pregnancy related sickness absence, will not be taken into consideration when
identifying whether trigger points for action under this procedure have been met.
Pregnancy related sickness does however, count as sickness absence for pay purposes.

Where an employee has had absence directly related to her pregnancy, senior managers
are required to review the pregnancy risk assessment form on the employee’s return to
work, and ensure that there are no further actions that need to be taken to support the
employee in the workplace.

In circumstances where the employee’s absence is due to non-pregnancy related
sickness either during her pregnancy or at the end of her maternity leave then this
should be managed under the improving attendance procedure as with any other
absent employee.

Where an employee is absent long term as a result of her pregnancy, senior managers
should seek advice from HR.

Other

Where a condition has been determined to be terminal or an employee is diagnosed
with a sudden severe or chronic illness it may be appropriate to review whether the
formal stages of this procedure should be followed.

Some discretion may also apply in circumstances where an employee is absent as a
result of an operation or accident and further related absence is unlikely to occur.

Roles and Responsibilities
Line managers and senior managers

Provide clear leadership for the reduction of sickness absence levels and ensure this policy is
implemented

Ensure action plans are in place to deal with areas of high sickness absence and support
managers in achieving defined standards

Encourage a positive attitude to attendance at work

Ensure that the procedure is applied consistently across the organisation

Make employees aware of the sickness absence management procedure

Ensure every absence is accurately recorded

Discuss ongoing sickness absence with the employee at an Absence Review Meeting and
keep written documentation of agreed action points
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Seek help, guidance and support from HR with regards to the implementation of this policy
and procedure particularly in cases of long term sickness absence

Ensure that a return to work interview is conducted with each employee within 3 working
days of returning from sickness absence

Create a supportive environment to facilitate a successful return to work for employees
Always consider reasonable adjustments and implement where appropriate

Employees

Read and understand the school’s policy on improving attendance

Comply with the sickness absence notification procedure

Maintain contact with their manager during periods of sickness absence and co-operate with
all reasonable requests to attend meetings.

Attend occupational health appointments when asked to do so and participate in discussions
regarding possible support or reasonable adjustments required to help achieve and maintain
acceptable levels of absence.

Manage their own wellbeing and take all reasonable steps to ensure they are able to attend
work

Sickness Absence Reporting Procedure

Absence must be reported to the cover manager on 01728 726671 in accordance with
the procedure outlined in the staff handbook.

Staff must wherever possible notify the designated contact person in advance of their
normal start time and certainly no later than an hour before. In exceptional
circumstances where this is not possible (i.e. due to hospitalisation) contact should be
made as soon as is reasonably practicable. This can be through a family member or
partner.

The following information should be established during the initial phone conversation;

The date which the absence started
A basic understanding of the nature of the absence

The likely duration of absence (where absence is expected to last in excess of 7 calendar
days a doctor’s certificate must be provided)

The steps the individual is taking towards their recovery

Any support which the school could provide in supporting/facilitating a return to work
Whether any work related factors have contributed to absence i.e. stress at work, work
place injury.

Agreed contact plan

Sickness Absence Certification Requirements

Certification timescales must be adhered to as follows:-
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For all absences of 3 days or less, no certification is required

For absences of between 4 and 7 days’ duration a self-certification form will need to be
completed as part of the return to work interview.

If the absence is more than 7 days (including weekends and other non-working days),
the employee must provide a fit note signed by a GP/Hospital Doctor

Supporting employees who are absent as a result of long term sickness

It is important for the school to maintain regular contact with employees who are
absent as a result of long term sickness.

During the period of regular contact should be maintained in order to discuss the
employee’s health and wellbeing, expected length of continued absence from work, provide
reassurance and ascertain if there are any work that requires attention in their absence.
The level of contact will vary due to the nature of the employee’s absence but as a
minimum it is recommended this is at two weekly intervals.

In circumstances where an employee is hospitalised they should ensure that the school
is kept appraised of the situation by a family member or trusted friend/colleague until
they are able to maintain contact themselves.

If the employee has any concerns while absent on sick leave, whether about the reason for
their absence or their ability to return to work, they should feel free to contact the school at
any time during working hours.

Occupational Health

Early and effective medical advice is vital in identifying the most appropriate route to
managing sickness absence.

The timing of an Occupational Health referral will depend on the particular
circumstances of the case, but in the case of long term absence the referral process
should be at four weeks’ absence or two weeks’ absence if the absence is related to one
of the following;

v Stress, anxiety, depression or other mental health problem; or
v Reoccurrence of a previous health condition
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If an employee refuses to attend an occupational health appointment the reasons for
non-attendance should be established and if reasonable an appointment at a later date
should be arranged.

Employees should be aware that whilst it is their decision whether or not to attend an
appointment with Occupational Health non-attendance may mean a decision is made by
the school in the absence of health advice.

Once advice has been received from Occupational Health a meeting should be arranged
with the employee to discuss the content of the Occupational Health report. In
circumstances where an employee feels unable to attend the workplace, this meeting
can be held at an alternative location by agreement of all parties.

Return to Work Procedure

After any period of sickness absence a return to work discussion with the employee
should be arranged and conversations documented.

All return to work discussions should be informal, conducted in private and in a sensitive
manner. The format of the meeting will depend on the situation, however generally the
following issues should be covered:

Welcome back
Check whether the employee is now fit to return to their duties fully.

Establish the reason for absence and whether there is a work related and/or an
underlying problem.

Establish what steps the employee has taken to have the cause investigated and any
preventative measures they are taking to prevent reoccurrence

Enquire whether there is any further support the school may be able to provide to assist
the employee to avoid further absences.

Ensure that all notification measures have been completed i.e. the employee has
recorded the absence on workforce or the line manager has closed the period of
absence on workforce where the absence was 7 days or more.

If necessary, raise any concerns with the employee regarding their level/pattern of
absence and inform them if their absence will now need to be reviewed under the
formal procedures for managing absence.

In circumstances where an employee’s absence exceeds the schools trigger points
section 12 of this policy should be referred to for further advice.
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Phased return to work

Most employees will return to their normal duties and working pattern after a period of
absence as a result of ill health. Depending on the nature of an employee’s absence, it
may be appropriate for a phased return to work to be considered. This allows the
employee to reintroduce themselves gradually and can, in some instances, allow for an
earlier return to work date.

All employees are eligible for a phased return to work where the length and/or nature
of the sickness absence warrants it. Normally this would be available only when an
employee has been absent for at least eight weeks. This is however also dependent on
the cause of absence, guidance received on the Fit Note from the GP, and Occupational
Health Advice. HR, in conjunction with occupational health, can give advice and
guidance as to whether a phased return to work would be beneficial, and if so,
occupational health must assess the capability of the employee prior to his or her
return.

It may be necessary to make temporary adjustments to the employee’s duties as part of
the phased return to work. This should be fully discussed with the employee during the
return to work process.

The normal duration for a phased return to work is four weeks or less. Should the
employee feel that their condition has deteriorated whilst at work, they should inform
their line manager.

For the four week phased return to work period the employee will receive their normal
contractual pay. At the end of the four weeks, if the employee is unable to return to
their full contractual hours, they will be paid for the hours they work.

If at the end of the extended four week period the employee is still not able to return to
their full contractual hours they may apply for a permanent (or if possible long term
temporary) reduction to their contracted hours.

Managing Frequent, regular and high levels of absence

Where an individual’s absence level meets one of the following trigger points, the senior
manager should review the absence levels with the employee at their return to work
interview.

e Three or more incidences of absence in any three month period; or
e Six or more incidences of absence in a twelve month period; or

e Ten or more day’s sickness absence within a twelve month period. Please note that
in circumstances where employees are part time or where employees work different
shift patterns triggers will be pro rata to reflect the employees working pattern; or
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e Any other pattern of absence which causes concern e.g. absences occurring on a
particular day of the week, absences occurring before and after planned leave, a
continuous pattern of absence review meetings, or

e Where an employee has a mixture of short and long term absences, it will be
appropriate to manage the employee’s absence in accordance with the above
procedure.

In cases where employees have met the trigger point, there may be circumstances
where discretion may be used by the school, as to whether or not an absence
improvement plan is necessary. Although each case will be reviewed individually, the
following are examples of circumstances where discretion may be appropriate:

Emergency health situations which exceed 10 days i.e. hospitalisation

Where a planned surgical operation takes place and appropriate period of rehabilitation
is required.

Where a period of long term absence has been managed under this policy

During this meeting, it is important that;

Concern is expressed about the employee’s level of absence

Discussions at previous meetings are recapped i.e. what the health issue is, what
actions have been agreed, what support has already been offered and what the current
situation is.

Any supportive measures are identified which may assist the employee in achieving a
satisfactory level of attendance. This may include consideration of reasonable
adjustments such as changes to the workload, work practices or work pattern.

Any adjustments that may be appropriate in accordance with the Equality Act 2010 are
identified.

Discussions are held with the employee as to whether there is anything that they can
do to improve their health

If a referral to Occupational Health has not already been made, it should be considered
at this point.

Clear targets for action/improvement are agreed and a review date of six months from
the date of the meeting is set. The targets that should be set are absence levels of no
more than 5 working days (pro rata for part time employees) or 3 separate incidences
of absence

Clarifies what further action will be taken if the absence targets are not met

The discussions and actions should be recorded on an Absence Improvement Plan. The
senior manager should meet with the employee at 2 month intervals during the six
month review period to review progress against the absence targets. If at any point
during the six month review period the absence targets have been exceeded, the
individual should be invited to a formal health capability meeting.

Where a satisfactory level of attendance has been achieved, no further absence discussions
will be required. However, the employee should be made aware that their attendance must
be sustained over the next rolling twelve months. In circumstances where this is not
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sustained the employee will be invited to a health capability meeting to discuss their
attendance.

Managing Long Term Absence

Absences in excess of 28 days (including non-working days) are considered to be ‘long
term’ for the purposes of this policy and the school’s primary focus is to ensure that
those individuals are helped and supported back to work when they feel able to do so.
Timescales and approaches outlined in this policy may be subject to change with
reference to the circumstances of a particular case.

After 28 days’ absence (or 2 weeks where the absence relates to stress/anxiety or a
recurrence of a previous medical condition), the designated senior manager or
Headteacher will arrange for the employee to attend a medical assessment with the
school’s occupational health advisors. Details of things to consider when completing this
referral can be found in Section 10 of this procedure.

At the point where medical advice has been received back, the employee will be

invited to a meeting to discuss their period of ill health. This meeting will be an Absence
improvement meeting as per section 14 of this procedure. Senior managers must
ensure that three working days’ notice is given to the employee and also the right to be
accompanied by a trade union representative or work colleague of their choice. The
meeting will also be attended by an HR representative to ensure a fair, consistent and
sensitive approach is maintained.

At the meeting the following points should be discussed with the employee;

Progress made and prognosis for return. This could include agreeing a return to work
programme and/or adjustments if the employee is likely to become fit to return to work
in the near future.

Support available that could help assist recovery and return to work.

The medical report received back from the school’s occupational health team.
Establish a return to work plan if appropriate

Information about the impact of continued absence on pay.

What alternatives the employer may wish to explore, i.e. redeployment, ill-health
retirement etc.;

Consideration as to whether there is any external assistance which may support an early
return to work and/or the maintenance of acceptable levels of absence. This may include
government agencies, charitable bodies and other industry and specialist organisations

Following this meeting and during the period of absence, regular contact should be
maintained with the employee concerned (see section 9 for more details). In addition, senior
managers should meet with the employee on a monthly basis to discuss their progress.
Senior managers must ensure that they make notes of the meetings and write to the
employee to confirm the outcome of the meeting.
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In circumstances where a return to work has not been achieved within an indicated
period of time, it will be appropriate to invite the employee to a health capability
meeting to discuss their attendance. This meeting would also be appropriate at the
stage where the employee has been absent from work for 3 months.

Health Capability Meeting

At the point where an employee’s absence triggers a Health Capability meeting, the senior
manager should write to the employee giving them three working days’ notice of the
meeting and the opportunity to be accompanied by a trade union representative or work
companion of their choice. A member of HR should also be present.

The employee must take all reasonable steps to attend the meeting. If for any reason
the date is not suitable, they should advise the senior manager of an alternative time
when they are available. This should be within 10 working days of the original date.

A written warning will be issued at this meeting. This warning will remain on the employee’s
personal file for a period of twelve months. During this time employee must sustain a
satisfactory level of attendance in accordance with the trigger points outlined in Section 13.

Where an employee exceeds these triggers within the twelve-month time frame, they
should be invited to a Health Capability Hearing.

In cases of long term sickness absence, it will be appropriate to progress to a Health
Capability Hearing where an employee has been absent from work for a substantial
period or in circumstances where occupational health advice has been received which
suggests that the employee is unable to return to work within an indicated period of
time.

Information regarding the potential for redeployment on grounds of ill-health or
retirement on the grounds of ill-health should be sought as early as possible, however
this may still be considered at anytime during the process.

Health Capability Hearing

Where employees have been unable to sustain a satisfactory level of attendance despite
supportive interventions or has had a continued period of long term sickness absence, a
Health Capability hearing should be convened. This meeting should be heard by either
the Headteacher or panel of governors depending on the nature of the case.

At this meeting, a senior manager will be expected to provide and present a report on
progress to date, supportive interventions, occupational health guidance and targets
agreed.

Employees should be given three working days’ notice of the meeting, and the right to be

accompanied by a trade union representative or work companion of their choice. An HR

representative should also be present to provide advice on HR Policy and Procedure. The

employee must take all reasonable steps to attend the meeting, but if there is a reason why
10
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the date is not suitable, the employee should advise the Hearing Officer of this and the
hearing will be arranged within 5 working days of the original date.

Prior to the hearing the employee will receive details of all of the information to be discussed
(e.g. occupational health report, details of previous meetings, certificates and sickness
figures) and an agenda for the hearing. The documentation should be sent to the employee
at least 3 working days before the hearing.

There are six possible outcomes of the hearing,

No further action is taken where the manager hearing the case believes that a sufficient
improvement to attendance / satisfactory performance has been achieved. The employee
will be advised that if this is not sustained they will re-enter the process at Section 16.

A recommendation is made for further occupational health advice and a further review
period is set.

Consideration to medical redeployment may be given if this is a recommendation from
Occupational Health.

Consideration of the case under a different procedure i.e. capability or disciplinary

Issue of a final written warning with a set period for improvement, advising that a failure to
improve could lead to dismissal

Dismissal of employee by reason of health capability.

Appeal Process

The employee has the right of appeal against any warnings or sanctions issued at formal
stages of the Improving Attendance Procedure.

The employee must appeal within 10 working days of the date of the letter informing
them of the warning or sanction issued. The letter should state the grounds of appeal
and be sent to the Chair of Governors.
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Appendix 1 THOMAS MILLS HIGH SCHOOL
ABSENCE OTHER THAN SICKNESS/SELF CERTIFICATION FORM

Ideally this form should be completed in advance of any known absence.

A. PERSONAL DETAILS

Full Name

Full time / Part time — if part time days worked e.g. Mondays & Fridays

B. DETAILS OF ABSENCE

First day of absence from work

Last day of absence from work

Number of working days lost

C. REASON FOR ABSENCE EG SICK CHILD/FUNERAL/ETC.

D. SIGNATURE OF APPROPRIATE MANAGER Assistant Headteacher (Teaching and Quality),
Academy Business Manager (Support Staff)

| hereby certify that the relevant information above is, to the best of my knowledge, correct. |
understand that a knowingly false statement could lead to disciplinary/legal action being taken
against me.

Signature of EMPIOYEE ... ciieeeeeeetetetee et Date

Signature of Headteacher ... e Date ..coeeeeceeeeees
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Appendix 2 THOMAS MILLS HIGH SCHOOL

SICKNESS ABSENCE/SELF CERTIFICATION FORM

If the absence covers more than 7 calendar days a medical certificate should be attached with this
form.

A. PERSONAL DETAILS

LI V=T 0 L= J T

Full time / Part time — if part time days worked e.g. Mondays & Fridays

B. DETAILS OF ABSENCE

First day of absence from WOIK .......c.ce oottt st st
Last day of absence from WOrK ...ttt st s
Number of Working days lOSt .......cccuviviiiiiecie s

If Doctors note obtained — dates COVEred ...
(required if longer than 7 calendar days’ absence).

C. DETAILS OF SICKNESS / NATURE OF INJURY (if accident at work an Accident Report must also be
completed)

D. SIGNATURE OF APPROPRIATE MANAGER Assistant Headteacher (Teaching and Quality),
Academy Business Manager (Support Staff)

| hereby certify that the relevant information above is, to the best of my knowledge, correct. |
understand that it may be used to establish my right to sick pay (statutory and occupational)
and that a knowingly false statement could lead to disciplinary/legal action being taken against
me.

| also understand that in certain circumstances | may be requested to agree to an approach by
the School’s Occupational Health Professionals to my Doctor.

Signature of EMPIOYEE ...ccceciieeeceterree e s Date .ccoeeeveeeeerereen




