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Absence Management Policy and Procedure   
 
1. Introduction 

 
Lowest possible levels of absence are crucial to the success of any organisation and 
unduly high levels of absence are a costly, time-consuming problem, which adversely 
affects efficiency, productivity and morale.  Absence levels reflect expertise in 
providing conditions, which motivate employees and engender a feeling of 
commitment from them. 
 
Our overall aim is to secure the best possible level of attendance from all our 
employees throughout the working week.  This procedure aims to provide a 
framework to monitor and manage absence fairly and consistently. 
 
2.  Scope 
 
These guidelines and the procedures are applicable to all employees except for those 
working a probationary period when different arrangements will apply. 
 
3. Sickness Reporting Rules 
 
Day 1 – An employee must notify their immediate line manager of any unforeseen 
absence BEFORE their normal start time, other than in exceptional circumstances 
(for example being in hospital). 
 
The practice of asking a partner/colleague to ring on an employee’s behalf is not 
encouraged and the employee should make every effort to phone and report their 
illness themselves. However, it is acceptable for a partner/colleague to phone in on 
the employee’s behalf in exceptional circumstances (for example being in hospital). 
Reporting sick by text message is never acceptable. 
 
The line manager will then inform the Clerk of this information. 
 
4.  Self-Certification 
 
If an employee returns to work within seven days, they are required to complete a 
Self Certification Form. 
 
It is essential that the form is completed in full and that the nature of the illness or 
injury is stated, otherwise payment of sick pay may be withheld.  (Employees should 
avoid vague descriptions such as “feeling poorly”.   
After the employee has been absent for more than seven calendar days they will be 
required to provide a Doctors Fit Note and this should be forwarded to the Clerk 
after they have filled in those parts of the statement, which may require completion. 
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5.  Return to Work Interviews. 
 
The Clerk or Designated Officer will arrange to interview staff as quickly as possible 
following their return to work.  The purpose of the interview is  
 

• To ensure that the reason for absence is accurately recorded 

• To enable any problems associated with the absence to be identified and 
discussed e.g. any developing patterns or trends which might indicate some 
underlying work-related or other difficulties. 

 
The Clerk or Designated Officer should carry out this interview sympathetically and 
in private.  Care will need to be exercised to ensure that the interviews do provide 
and continue to provide a useful means to assist in the reduction of sickness absence 
levels. 
 
Persistent Short-Term Absence Procedure 
 
6. Introduction 
 
The organisation accepts that a certain amount of absence through sickness is 
unavoidable, but where an individual employee’s level of absence gives cause for 
concern, the following procedure will be used.  The expressing of concern over an 
employee’s sickness record can sometimes be seen as intrusive or oppressive, but it 
is nevertheless the right and the responsibility of an employer to do so at an early 
stage. 
 
The Clerk or Designated Officer is not medically qualified and is not expected to try 
and second-guess whether an employee is malingering or abusing the system.  The 
issue for The Clerk or Designated Officer to consider is whether an employee is 
meeting the Town Council’s standards of attendance or not and if not, what can be 
done to help them attend regularly in the future.  Many employee’s hold the view 
that if staff produce a medical certificate to cover absences in relation to minor 
ailments, then the period of sickness can be discounted.  This is not the case.  
Periods of sickness for minor ailments, whether covered by Self Certificate or a 
Doctors Certificate should be treated in the same way. 
 
The ACAS advisory handbook gives the following advice: - 
 

• Absences should be investigated promptly, and the employee asked to give 
an explanation. 

• In cases of frequent self-certified absence, the employee should be asked to 
consult a doctor to establish whether medical treatment is necessary and 
whether the underlying reason for the absence is work-related. 
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• Where absences arise from temporary domestic problems, The Clerk or 
Designated Officer in deciding appropriate action, should consider whether 
an improvement in attendance is likely. 

• If there is no improvement, the employee’s age, length of service, the 
likelihood of a change in attendance, the availability of suitable alternative 
work and the effect of past and future absences on the business should be 
taken into account in deciding the appropriate action. 

 
If the Clerk or Designated Officer is concerned that there is an underlying medical 
problem linking the absences, the employee should be referred to the Town 
Council’s approved Occupational Health/Doctor/Wellbeing at work scheme.  If an 
underlying medical problem is identified, The Clerk or Designated Officer should 
proceed in line with the Long-Term Sickness Procedure. 
 
7.  When Short Term Absence becomes a problem 
 
The absence statistics collected by The Clerk or Designated Officer will highlight 
individual employees if their absence fits into one of the following categories: 
 

• Two separate spells of absence in a rolling three months or 

• Four separate spells of absence in a rolling twelve months or 

• A total of twenty days in a rolling twelve months or 

• Unacceptable patterns of absence, for example regular Monday or 
Thursday/Friday absences or absences which appear to form a pattern 
against the Procedure e.g. repeatedly completing the review period only to 
lapse again a few months later. 

 
Visits to hospitals, dentists, clinics and blood plasma centres as well as provisions for 
breast/cervical cancer screening will be excluded from these calculations as long as 
the employee gives reasonable advance notification and provides proof of 
appointment to the appropriate line manager. 
 
8. Formal Stage 1, Verbal Warning 
 
If there is further absence during a review period, an interview will be arranged with 
The Clerk or Designated Officer; the employee may have in attendance their union 
representative or a work colleague.  At this interview the reasons for the absence 
will be investigated.   
 
This investigation may result in a verbal warning for unacceptable levels of 
attendance.  The warning will confirm a further review period of six months. 
 
The Verbal Warning will be disregarded after six months. 
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The employee should be advised in writing of their right to appeal. The appeal must 
be made to the Town Clerk within 10 working days of receipt of the advice. The 
Personnel Committee will act as the Appeals Committee. Any Councillor involved in 
the previous stages of the Absence Management Policy and Procedures shall be 
excluded from the Appeals process. 
 
9. Formal Stage 2, Written Warning 
 
If there is a further absence during the six-month review period or a failure to meet 
the standards of attendance during the six-month life of the verbal warning, a 
further formal interview will take place.  The reasons for the continuing absence will 
be investigated and may result in a written warning being issued for unacceptable 
levels of attendance.  The Clerk or Designated Officer will conduct this interview and 
a Member of the Personnel Committee may be present as an independent witness.  
The employee may have in attendance their union representative or a work 
colleague. The warning will confirm a further review period of 9 months. 
 
The written warning will be disregarded after nine months. 
 
The employee should be advised in writing of their right to appeal. The appeal must 
be made to the Town Clerk within 10 working days of receipt of the advice. The 
Personnel Committee will act as the Appeals Committee. Any Councillor involved in 
the previous stages of the Absence Management Policy and Procedures shall be 
excluded from the Appeals process. 
 
10.  Formal Stage 3, Final Written Warning 
 
If there is further absence during the nine-month review period or failure to meet 
standards of attendance during the nine-month life of the written warning a further 
formal interview will be arranged.  The reasons for continuing absence will be 
investigated and will include a referral to the Town Council’s approved Doctor for 
assessment.  The investigation may result in a final written warning being issued for 
unacceptable levels of attendance.   The Clerk or Designated Officer will conduct this 
interview and a Member of the Personnel Committee may be present as an 
independent witness.  The employee may have in attendance their union 
representative or a work colleague.  The warning will confirm a further review period 
of 12 months and will indicate that a failure to improve will result in dismissal for 
poor attendance.   
 
The Final Written Warning will be disregarded after twelve months. 
 
The employee should be advised in writing of their right to appeal. The appeal must 
be made to the Town Clerk within 10 working days of receipt of the advice. The 
Personnel Committee will act as the Appeals Committee. Any Councillor involved in 
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the previous stages of the Absence Management Policy and Procedures shall be 
excluded from the Appeals process.  
 
11.  Formal Stage 4, Dismissal 
 
If there is further absence during the twelve-month review period or a failure to 
meet the standards of attendance during the twelve-month life of the Final Written 
Warning a further formal interview will take place, the reasons for the continuing 
absence will be investigated and may result in the employee being dismissed for 
unacceptable levels of attendance.  The Clerk will conduct this interview and will 
have a Member of the Personnel Committee present as an independent witness.  
The employee may have in attendance their union representative or a work 
colleague. 
 
The employee should be advised in writing of their right to appeal. The appeal must 
be made to the Mayor within 10 working days of receipt of the advice.  
 
On receipt of such notice of appeal, the Mayor will instruct the Town Clerk to convene 
a meeting of the Personnel Committee within 14 working days. Any Councillor 
involved in the previous stages of the Absence Management Policy and Procedures 
shall be excluded from the Appeals process.  The Committee will hear the case 
according to their procedures and will communicate their decision in writing to the 
parties concerned. 
 
The decision of the Personnel Committee is final. 
 
Long Term Sickness Procedure 
 

12.  Introduction 

 
Long term absence through sickness, or the inability to attend regularly and 
consistently because of chronic ill health are among the most difficult problems a 
Manager has to tackle. 
 
The Long-Term Sickness Procedure will apply in cases where: 
 

• They are absent for a continuous period of three weeks or more, or  

• They have a series of absences relating to a serious underlying 
medical condition, where there’s little prospect of improvement in 
the foreseeable future. 

 
On the one hand the organisation has a responsibility to help with an ill health 
problem and knowing that they have a job to come back to can aid an employee’s 
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recovery.  On the other hand, the employee’s need for time to recover has to be 
balanced with the employer’s capacity and budget constraints. 
ACAS have suggested that some of the issues to be considered in such cases are: 
 

• Could the organisation afford to continue for some time without a 
replacement? 

• In the view of the employee’s General Practitioner, or the Town Council’s 
Appointed Doctor, when will a return to work be possible? Will there be a full 
recovery or will a return to the same work be inadvisable? 

• Could the employee return to work if some assistance were provided? 

• Is there alternative work available? 

• How long have they been employed by the organisation? 
 

13.  Maintaining Contact 

 
An employee and the employer need to stay in touch with each other, particularly 
during cases of long-term absence.  Early and regular discussion is essential, and this 
can be arranged to take place either at the employee’s home or on site, depending 
on the employee’s condition and wishes. 
 
The first of these meetings should take place after one week of absence.  The 
discussion should be held in a caring and sympathetic manner and as well as 
gathering information on the progress of recovery and a likely return to work. It 
should also try to identify any assistance required by the employee which could be 
provided by the Town Council. 
 
14. Seeking Medical Advice 

 
Before any decision is taken concerning the employee’s future employment, the 
Town Council needs up to date medical information.  Employees who have been 
absent due to sickness or injury for four weeks will be asked to see the Town Council 
approved Occupational Health/Doctor or other nominated organisation who will be 
asked to advise on the likely length of absence, whether there will be a full recovery 
or the need to consider alternative work. 
 
15. Alternative Employment 

 
Where a permanent or long-term disability prevents the employee from undertaking 
their normal duties, the Town Council will do what it can to try and identify a 
suitable alternative where possible. 
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16. Termination of Employment 

 
Where there is little or no prospect of recovery, or where the period before return is 
unreasonable in terms of the needs of the organisation, the Town Council may 
consider terminating employment on the grounds of capability.   
If an employee wishes to terminate their contract on ill health so that they are able 
to access their pension, it will be up to the individual to seek the appropriate medical 
advice. 
The Clerk will conduct an interview and will discuss all the possibilities with the 
employee and will take into account all of the relevant circumstances, considering 
each case on its merits.  
A Member of the Personnel Committee will be present as an independent witness.  
The employee may have in attendance their union representative or a work 
colleague. 
 
The employee should be advised in writing if the decision is made to terminate their 
employment and of their right to appeal. The appeal must be made to the Mayor 
within 10 working days of receipt of the advice.  
 
On receipt of such notice of appeal, the Mayor will instruct the Town Clerk to convene 
a meeting of the Personnel Committee within 14 working days. Any Councillor 
involved in the previous stages of the Absence Management Policy and Procedures 
shall be excluded from the Appeals process.  The Committee will hear the case 
according to their procedures and will communicate their decision in writing to the 
parties concerned. 
 
The decision of the Personnel Committee is final. 
 
17. Notice of Termination of Employment 

 
Where it is decided that there is no option but to dismiss an employee who has been 
on long term sickness absence, the normal entitlements to notice and to normal pay 
during the notice period still apply, even though in practice the employee will be 
unable to work the notice period. 
If sick pay has expired, notice pay will still be paid. 
 
18. Right of Appeal 

 
The employee should be advised in writing of their right to appeal. The appeal must 
be made to the Mayor within 10 working days of receipt of the advice.  
 
On receipt of such notice of appeal, the Mayor will instruct the Town Clerk to convene 
a meeting of the Personnel Committee within 14 working days.  Any Councillor  
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involved in the previous stages of the Absence Management Policy and Procedures 
shall be excluded from the Appeals process.  The Committee will hear the case 
according to their procedures and will communicate their decision in writing to the 
parties concerned. 
 
The decision of the Personnel Committee is final. This policy is non-contractual and 
may be subject to change at any time without notice 


